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Abstract

This descriptive case study examined the fact

departure into retirement and examines leadership resiliency and the challentes that
administratiorfaces in leadership roles with rural superintendentdabama. Leadership

resiliency skills came categorizethto the following three skills sets: thinking skills, action

skills, and capacity skills. These thmeajorskills sets are subcategorized into twelve supporting
skill sets that include understandireality, envisioning future possibilities, values, efficacy,
spirituality, support base, physical weking, emotional welbeing, perseverance, adaptability,
courage, and personal responsibility. The primary participants selected for this study were
thirteen superintendents located in school systems throughout southeast Alabama. The thirteen
superintendentaere selectetfom school systems thatere classifiecsa rural school system

The thirteen superintendents of this study were allowed to #hereexperiences that provided
insight to how leadership resiliency affects the level of success that they have experienced and
reveals how resiliency affects hindering factors that could lead to an early departure from their
leadership position. The regeher obtained data through written surveys, Leadership Resiliency

Profile, and faceo-face interviews.
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Chapter I: Introduction

Educational administration and leadership grow teachers in their professional talents,
which affects the quality of pedagogical practices and, ultimately benefits the students, parents,
and the community. This evolvement culminates into the developmardistrict vision and
mission that will have a positive impact on all stakeholders. The creation of the vision and
missionis foundedon academic goals, whictyertime, advance not only tr&udentdut the
entire communi ty.raisoMhetrdofeschdoks,aducationatjleadesshig obgit
to be a purposeful valualiven, moral and ethical activity. Educational leaders need to be aware
of their values, beliefandprinciples as well as those of their school, sysamlcommunity,
andbedrven to develop their schools as socially
leaders operating in this way see their schools as holding comrsemnize and social
responsibilities, seeking to develop young people as mature individuasredauippedwvith
the knowl edge and skills necessary to create
&Ehrich, 2006). The superintendentdés educatio
descriptions and boundaries of standard operating praeedeguired of the profession.
Superintendents must bridge gaps between diverse populations all in the name of education, but
deeper and more meaningful than that task alone. In order to deliver education to a district and
commit people to the school distrvision and mission, the superintendent must be grounded in
the vision and mission, be [Heng learners, holds themselves morally accountable, and embrace
highs and lows of their profession. With characteristics that embody these ideals, the
superinteadent becomes more than just a person with a job title, but a change agent and, a person

of servitude to the betterment of young people and teachers.



Statement of the Problem
Most of theleadershipgesearch that hasen completedn superintendents hasen in
the context of urban or suburban settings. The dynamics of being the leader of a rural school
district requires the superintendent to possess characteristieselsgemingly mandatéam
the environment and community where they work and lieind@a rural superintendent offers
challenges that are in unique to the rural setting. District leadership is responsible for providing a
free and appropriate education while working within the boundaries and state school mandates of
communities that ar@W in socioeconomic classification. Leaders in rural areas have multiple
job responsibilities that may generate a stressful work environmetitgagdwithin the rural
communityplacesthe superintendent in a school system that has to mauagety issus in
addition to other multiple responsibilitiesccording toa2017 Census Repothe poverty rate
for Alabama is 1® percentThese statistical rate®uld possiblyreveal that poverty within the
rural setting is more prevalent within the student bibdy their urban or suburban counterparts.
Another obstacle that rural superintendents fad&vingmultiple responsibilities due to
a lack of resources. According to FornBierlein-Palmer, and Reevé2012) the
superintendents in rural school distti s ar e responsible for the maj
operational decisions. Rural superintendents can be responsible for building level administration
duties, athletic responsibilities, directorafrriculum and transportation directorhis makes
the superintendent directly responsible for s
much of the decision making to one person. This solidification of power leaves only the
superintendent to blame amid community complaints.
The rural sperintendent also has challenges that are created by living in the same rural

community in which they work. The gyroduct of being the top district educational leader is



that it places the individual in a distinguished social status within his or hecoanenunity.
This creates complexities, a lack of privacy, and the necessity to maintain relationships with the
same individuals in varying contexts. AThese
that is difficult, especially with the curreptish toward higher academic standards and advanced
for mal | e a etral, 200 O¢hér pressuees tlaaeé magnifiedn a rural settingre
thedirectives that are passed down through legislateraands thatan present a lack of
cohesionthroghout t he school di-nsahagament and devblatien acrbse t or i
some decades now has not resulted in schools and school leaders (that is, the professionals)
determining and driving educational priorities. Rather ctireiculumand the acountabilities
associated with theurriculumare essentially handed to school leaderpdiicymakersand
ot her for auctioningo (Cranston, 2013). Essen
government typically impose undue stressors on digttigtational leadership, through
standardizedest and student performance rated on benchmarks all in the name of academic
success that is shrouded in the vail of funding.

PattersonGoens, and Red@009 stated that district leaders that face adveitsations
and do not flinch have the unique characteristics of personal efficacy that others do not possess.
A resilient leader that possesses personal efficacy can bounce back from situations that are
considered a crisis. Resilience is a requisite foesofendents in order to overcome the
adversities that are destined to occur at any point in time within a school district. In ottier for
schooladministration to be successful, they will have to be able to recover from adversity and
learn fromthe sitat i on. AThis skil/ set Is the | itmus t
from, and developmentally mature in the face of adversity. A leader can demonstrate satisfactory

resilience thinking skill in the form of a realistic appraisal alvdudtis happening now and what



is possible in the future. The leader can draw from an ample capacity of personal values,
per sonal efficacy, personal weadall20@plf)g, and pe
Purpose of the Study
This studyis basedupon Pattrsonetald s | eader ship resiliency r
that resilience thinking skills, capacity skills, aactionskills are the three broad skill sets that
are requireaf resilient leaders. Pattersehal.(2009)also state that leadershgsilience is a
longtermc onstruct and reflects the resilience of
leadership roles. This study presents information on the multiple roles that rural superintendents
are responsible for managing stressoas ttan cause early departure and strategies that can be
integrated into the management of a school district to lessen the burdens of stress factors.
ASchool superintendents today more than ev
environment full of advesity. Even though adversity is an inevitable part of the job, most
superintendents do not have formal professional development training in the area of overcoming
adversity. They have few opportunities to learn from others who have overcome adversity,
applied strategies to movkoroughthe experience, and came out on the other side of adversity
in a better pl a2007p.80).Rsan dxample Rnathe twentiethccentury,
unmeasurable amounts of pressure have been placed on district leadieedioigtandardsased
reforms in education for the academic achievement of all studémnsscaused a change in how
school districts viewed the primary roles for superintendents. The position has transformed from
implementatiorof district board policies to being servant leaders and providers for principals
and their staff within the school8his called for a release of power from the district leadership
and increased autonomy within the school buildifigss also brought abdiwchanges in how

superintendents use data and the influence that had on driving instruction. There is a recognized



need for infrastructure improvements and the need to gather resources from collaboration efforts
with key stakeholderg his also instigatednuch needed professional development for highly
gualified teachers and providetuchneededechnology resources within the classroom.
Incorporating these needs and develogihgenty-first-centuryclassroom environment thist
student lead anstudentownedcauses difficulties for leadership. In turn, these situations called
for educators and stakeholders on all levels to display characteristics of resilient leaders within
turbulent learning environments.

Other adversities that affected superintendeatdeship were natural disasters, job
attrition within the teaching staff of the district, financial woes that plague everyday operations
of a school district, as well as social and political issues that can occur between school personnel,
board members armbmmunity stakeholders. Rural superintendents must maintain a critical
balance with all stakeholders and show perseveramagthe chaoscaused by adversitfhis
requires a leader to possess strong leadership characteristres)thathem to stay psitive
through adverse situations.
Significance ofthe Study

AAccording to the protective factor model
a stressor to reduce the likelihood of negative outcomes such as those described previously.
Researcharhave identifiedomeprotective factors, including but not limited to hardiness; self
esteem, social support, optimism, and positive effdsb, research suggests that more coping
strategies are protective in that they enable an individual to copéhwitttiressful situation
successfully and recover. For example, broadded coping strategies lead to greater positive
effecto (St i €008 @a449. Rurdsupermtertiénts can create school districts

that are conducive to positive learniaigvironments througimcreagd autonomy within the



schools. This type of positive environment has a lasting effect on the attitude of teachers and
students and has a residual effect in the classroom. The significant amount of academic gains is
the byprodict of this type of learning environment. These gains create academic achievement
when social, emotional, physical, and cognitive developmsemirturedhroughthe
implementatiorof coping skills. Christman and McClellan (2008), state that resilienay is a
adaptive coping trait that forms ahdnespositive character skills, such as patience, tolerance,
responsibility, compassion, determination, and risk taking.

Most studies on district leadership have focused on urban and suburban superintendents.
In contrast of direct studies of urban/suburban superintendents there is a deficient edification on
superintendents of rural schabétricts.A thorough review ofheliteraturesuggests little
attention haveen focusedn how rural superintendents inablama determine factors that
influence their leadership resiliency. The purpose of this study is to explore the extent of
resiliency skill sets with rural superintendents. The knowledge of this could assist in determining
why superintendents decide on amlg departure from their leadership position or to continue
with their career.
Theoretical Framework

The framework utilized in this study is around the ideals that even in the toughest of
times, educational leaders consistently demonstrate the ability to recover, learn from, and
developmentally mature when confronted by chronic or crisis adversity. diigtis founded
on three broad skills sets treake requireaf a resilient leader: resilience thinking skills, capacity
skills, andactionskills. Using the Leader Resilience Profile (LRP) to facilitate rural
superintendents in determining and estabiighesiliency strengths and will assist them in

making a positive impact in their school districts.



Research Questions
Based on the above theoretical framework and the need for this type of study, the
following research questions were constructeguiole the current research:
1 How do rural superintendents define their professional resiliency?
1 What are the most i mportant factors tha
stayor leave their leadership role?
i Does resiliency hinder or facilitateeir success?
Definition of Terms
The following definitionsare implementedithin this study:
1 Resilience: A mode of interacting with events in the environmenatieat
activated and nurtured in times of stress (Tait, 2008).
1 Leader Resilience Profile (LRPA: survey thatonsiss of 73 questions designed
to measuréeaderresilience (Pattersost al.,2009).
1 Rural SuperintendenfiOf the 13,103 regular local school districts in the United
States, 7,341 (56% e locatedn one of thiee locales that the National Center for
Education Statistic012)definesas ruralrural fringe, rural distant, or rural
remote Moreover even though the occasional consortium of school districts
arranges to shaanexecutive leader, most districtstimese rural locales employ
an individual who serves as superintendent of schigbliswley, Howley,

Rhodes& Yahn, 2014p. 619).



Chapter IlI: Literature Review

"Charactercannotbe developedn easeand quiet. Only throughexperiencef trial and
sufferng canthe soulbe strengthenedambitioninspired,andsuccesschieved.”
-HelenKeller

Beingcognizantof the quotefrom HelenKeller, the office of superintendency
encompassebe underlyingmessagéhatresiliencyis requiredin orderto be successfuin
educationakndeavorsii S o ctodaytandin the future,facesthetraumaof difficult economic,
social,energy,andenvironmentaproblems.Thesesocietalproblemsranslatanto major
dilemmasfor public educationIn thedecadeaheadpublic educatiorwill befacedwith
inflation, levelingout enrolimentsfurthererosionof local control of the public schoolsystem,
anolderpopulation,anda majornewemphasi®ntechnologyandcommunicationin short,the
future of public educatioris uncertainandu n ¢ h a r(Maeks, E&ilL, Q. 255. Theonly
phenomenothatis certainto takeplaceis changeandthatincludeseducationalegislationthat
setstheguidelineshatsuperintendentareaccountabléo implementin their respetive districts.
TheEveryStudentSucceed#\ct (ESSA)wassignedinto law in Decembeiof 2015by President
BarackObama.Thelaw is areauthorizatiorof the ElementaryandSecondarfEducationAct,
whichreplacedTheNo Child Left Behind(NCLB) (Dennis,2017). NCLB createdunique
problemsin the professiorof teachingandactuallydrovesometeacher®ut of the profession.
2017marksthe newbeginningof a newadministratiorera,thatis led by PresidenDonald
Trump. This administratiorseemdo be pushing for moreprivatizededucationateform,asseen
throughthe actsof the new Secretaryf EducationBetsyDeVos.DeVosis advocatingor
studentgo beableto choosea schoolsettingthatallowsthemto be successfuandis conducive
to successfupostsecondaryoals.With thesedynamicchangesomechallengeghat

educationaleaderamustguidetheir schoolsystemghroughwhile leadingin a directionthatis



successfuandmaintaingpositiverelationshipswith stakeholdersBecausef this, dynamicard
multifacetedeaderships crucialfor the office of superintendency

Thereis notalargeselectionon researchhatinvestigateslistrict office leadershipDue
to educatiorreformoverseveraldecadesa growingemphasifasbeenplacedon the office of
superintendentachdecadefor the past94 years,The AmericanAssociationof School
Administratorsgpublishesa comprehensiveeporton the positionof schoolsuperintendencyl he
reportgivesinsighton superintendentandthe diversedemaraphicsof this leadershigosition
by providingmeanagesof individualsenteringinto the position,breakingdowngender
percentagesf thoseholdingthe superintendemnposition,andevaluatingvariousother
demographidataof superintendentacrosshe United Stateslt alsodiscussefiow therolesand
responsibilitiehaveextendedrom pressurdy the governmentlocal schoolboards and
stakeholderdi A analysisof historicalandempiricalfindingson the superintenderdffirms a
symbolicrelationsip betweersocial,economicandpolitical conditions;public expectationgor
schoolsands u p e r i n tolesrtUdderstandir@ow theirroleshavechangedandare
changingnot only provideinsightsinto thecomplexityofs u p e r i n woekiut adsaexmain
why somerolesmayincreasan importance (Bjork, BrowneFerrigno& Kowalski, 2014 p.
460).

Therole of the superintendenthangesvith the progressiorof technologyandteaching
practicesBeingtheinstructionalleaderhasmorphednto becomingdike a CEOor presidenbf a
company.This style of superintendennanagemendtartedduringthe postWorld War erawhen
companiesveregrowingin the United Statesandschoolboardscreatedhoardsof directors.The
boardof directorsservedasthe governingbodiesof schoolswhatis now knownasthe school

board.



Superintendentisavefive role characterizationthathelpthemnavigatethe challenges
thatwill ariseduringtheirtenure.Theseroles werebeinganeffectivecommunicatoractingasa
managerpeinganinstructionalandpolitical leader,andactingasa socialscientist The
challengedacedby superintendentsanbe social,political, fiscal andlegal, by district or
population.For thesereasonssuperintendentsaveto beresilientin their effortsto manageheir
districtswith a diverseskill set.

Superintendentisaveto be energeticcreativethinkers,andhavea vision thatis fueledby
thedemand®f industryandthe needfor productivecitizens.Thiswill requirea superintendent
to takeonthemanagementole andpersonaf a societalarchitecti T tsaietalarchitectrole of
the superintendentn my view, liesin his/herability to manageandshapethe environmenin
new directionsrelativeto curriculumandprogram to utilize variedmarketingtechniquesto
integratehumanrelationsskills meaningfullyinto schoolsto seekout newandvariedfunding
techniquesandto establisha philosophyof schoolswhich sayswe are service aswell as
educationpriented.lt is time thatschoolsuperintendentsakeon therole of assistingn the
designof thefuture of our society ratherthansimply ¢ a p thapgstandp r e s(Blarks,o
2001).

Themostimportantcharacterizatin thata superintenderntanandshouldpossesss that
of personality A superintendentvith theright type of personalitycanbe energizingand
motivating,is a creativethinkerthatemphasizethe establishmendf servingothersfirst and
looksat obstatesandchallengessnecessaryo endureto continuegrowth professionallyand
personallyfi S ¢ hdetdcksin the United Statesareopensystemsandconsequentlgubjectto
social,political, economicandlegalissuesemanatingrom the broadersocietyandthelocal

community.Kowalski (2013)notesthatproblemsfacedby superintendentarerelatedto a

10



complexmix of contextual societal,andinstitutionalvariables Differencesn district contexts
help explaininconsistencieacrosdistricts;howeve, scholarsagreethatsuperintendentare
facedwith pervasivesocialandinstitutionalp r o b | (Bjarkset@l., 2014 pp. 456-457). There
aresolutionsto thesetype of problems it beginsandendswith the leadershipof the
superintendenf resilientleaderfinds the solutionto a problemandgrowsinsteadof adopting
thecharacterizatioof avictim thatcannotseepasttheir welfare.A resilientleaderadoptsthe
type of charactethathashigh moralvalues learnsreflectiveskills thatallow themto learnfrom
experienceto betterleadwhentheyariseagain,resilientleaderamaintaina positiveoutlook
whenadversityrearsits ugly headandcauseshaoticchallengesvithin the organization,
resilientleadersalsolearnto establisha supportteamthatthey candependon for guidanceand
directionwhile experiencingarduoudimes.ii R e s ilehdereactdn the courageof their
convictions.Theyrealizethatconvictionswithout correspondingctionsarenothingmorethan
promisesu n f u | (Reed& Ratteison2007, p. 99).

Fortheremainderof this chaptertheliteraturereviewedwill be mostapplicableto
leadershigesiliencyof superintendentandwhatfactorscontributeto the earlydepartureof
rural superintendentghallenge®f schoolleadershipn smallschooldistricts, and
characteristicef leadershimmeededo bearesilientsuperintendermf a rural schooldistrict.
However,to begin we will investigatethe history of the superintenderpositionfrom whenit
wasfirst createdo thedynamicleadershipositionthatit is today.The office of superintendent
is acritical positionin the succes®f a schoolsystem.The superintenderttasthe bestchanceo
impactsomanylives for generationshatcouldresultinto goodthingsor bad it depend®nthe
decisionghataremadebasedon theleadershigphilosophythathe/sheusesn thatposition.The

significantpointis, whateverdecisionshavebeenmade theywill havealastingeffecton
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st u d levestWee will look atthefive role conceptualizationthatmakeup the frameworkfor
understandinghe breadthcomplexitiesof superintendentandthe definesthe skills required
(Bjork etal.,2014 p. 9).

Thesecondsectionof theliteraturereviewwill compriseof thefactorsthatcontributeto
the earlydepartureof rural superintendentd.ekniepe(2015)notesthat,i R u schobldistricts
play anintegralrole in the communitieghattheyserve Beyondprovidingstudentswith the
basicedwationandtrainingthatareimportantfor securinganeconomidivelihood, rural school
districtsalsoprovideeconomicsupportandserveasa culturalcenterin the community.Many
researcherbBavesuggestedhatthe survival of rural communitiesdepend®f creatingand
sustainingcollaborativepartnershipsvithin s ¢ h o(p.1).9Rerural superintenderis theface
of public educatiorin thesecommunitiessoit is imperativethathe/shecreatesa schooldistrict
thatis alearningcommunitythatwelcomes the public andnotjust a placewherestudentsare
educatedOtheroccupationahazardof rural superintendentthatwe will investigateare
political conflicts,schoolboardissuesandpolicies,contractnegotiationsfiscal issues,
internalexterngpressuresemotionalchallengesandpush/pullfactorsthatall canaffectthe
tenureof the superintendent.

Thethird sectionreviewsthe literaturepertainingto challengesn rural schooldistricts.
Thesechallengexanrangefrom centralizatiorof admiristrationpower,multiple job
responsibilitiessmallereconomiesvhich canmeanlessresourcesgcommunityconnectionsand
push/pullfactors.ii T Isa&hooldistrictis the fundamentabdministrativeunit of schoolingin the
United Statesandthe superintendnttheleadofficial. The natureandthe challengeof this

position,however yvary acrosshelandscapeBecausenostsuperintendentieadrural districts,

12



thechallengegacingthosedistrictsarethe onesthattypically bedevilthe Superintendency
overd I(Howleyetal., 2014).

Thefourth sectionof this literaturereviewwill addressheliteratureaboutthe
characteristicef successfusuperintendentthatshowleadershigesiliency.Leadership
resiliencyis basedon the capacityof a superintendenb leadtheir schoolsystemghrough
adversity,maintainemotionalintelligence andmakethe bestdecisiondor their district. The
fifth andfinal sectionwill addressheleadershigskill of mindfulnessandhow this concept
relatesto leadershipesiliencyandemotionalintelligence.
The Office of Superintendent

An investigation of educationalleadership. The supantendent is the chief executive
of ficer i n t odkhgsiperinerdamasthe redporsibilityiard taccauntability to
implement various school board policies timeludecarrying out the vision and mission of the
district; adopting and implementing souredearchedbasededucational programs, maintain
operational cost within budget managingstaff, andmaintenance and care for fkilities. The
superintenderis responsible for creating and managing his/her central office staff and
principals.Superintendents must work wisichool leaders in implementing successful academic
programs in order to achieve educational goals and close achievement gaps tiéfevean
socioeconomic classes of students. The superintendent is also held liable for the interactions and
demands of the community stakeholders (parents, business olwoakgiovernment agencies)
and the board of education members. The Superintendent must be good stewards of the district
resources and guide his/her team in a direction that is conducive to the overall success of the
district. The most important task ofetlsuperintendent is for the wdleing of all students within

the district and ensuring that a free appropriate public education is made available to all students
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in the district. The office of superintendentstabeti n t he ear |l y litB®0s as a
and the school board delegated most of the routine responsibilities of administration to the
leadership of the school district. The formal position of superintengennot createdntil the

mid-1800sin Buffalo, New York. The second superintendastestablished brief time later in

Louisville, Kentucky. Also, by thenid-1800s13 large cities had appointed superintendents of
education and by the beginning of the 1900s most urban school districts had appointed
superintendents to lead their schootdisi ct s . ADuring successive er e
and technological changes helped to define an
were initially regardedsteacherscholarsor instructional leaders in the 1800s, the increasing

size and complexity of school districts in the 1900s demanded that superintendents serve as
managers. As time progressed and at the end of the World Wars the face of education changed

yet again with the creation of governing bodies of education that reskebtsed of directors

during the boom time corporations. The superintendents took on the look and management style

of CEOs andop-downmanagement style was integrated into the school syskdtasthe

Depression the way students were educated was inélddncthe thoughtand voiceof their

parents. This influenced school district administration ithirgk who they collaborated with and
expanded their ideals of key stakeholders that included pagimte this time the American

Education System has exmmnced multiple reforms of education. These reforms involved

increasing standardized test scores, increasing the rigor in teacher certifications, making schools
accountable for student performances, increasing high school graduation rates, giving more
dedsion-making authority back to the schools, and the third reform foatsgdals on the most

important part of the education puzzedthat is the student. The fourth and current reform that

we have been undergoing is that adoption of the common teor@asds across the United
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States, which ensures a consistent curriculumightaughthroughout the schools in our Nation.
This shift in education is ultimately preparing our children to be productive citizens and be able
to enter the workforce upon graduating from a secondary institution. All of these reforms in
education haschangeceth superi ntendent 6s rol &sboland expect
habilitation since the early 19800 sSinded®0,been
as scholars have tried to understand the nature and direction of these changes usingenationw
studies that focus on superintendentsd rol es.
roles not only is grounded in both historical and empirical evidence that reflect its evolution but
al so emer gi n g Bjorleesgh, 20d4dspi Hb1). Thest fiversles créate the structure
of the differentiated skills and knowledge needed by the superintendemtlaride researcher
to understand bettéhe scope of job responsibilities that accompany the position of district
leadership. The fiveotes in no particular order are teaciseholar, organizational manager,
democratic leader, applied social scientist, and communicator.

Superintendent asteacherscholar. The superintendent assumes the rolehodf
executive officer in the school distridthis not only entitles that person as the leader of the
district, butit also accompanies the responsibility of being responsible for the education of all
students within that district. AA task force
superintendet leadership institutions declared that leadership has significant effects on student
learning and successful superintendents must work to respond to opportunities and challenges of
educating diverse groups of studer(td/right & Harris, 2010pg.221-222. The Super i nt end
posiion of leadership within a school district is located in a pivotal location that affords he/her to
have direct access to key the board of education, other administrative staff (central office or

building level), key stakeholders within the community, corafdhe direction of resources
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offered to schools, and direct connection with the vision and mission of the school diistrict.

order to have academic success and to budd@lastingpositive legacy in education,

superintendentare chargeavith the seious and critical responsibilities in how they lead and

make decisions that have lasting effeéisd educators need and hunger for the type of
leadership that is authentic and basednor al val ues. AThe relational
processing coponents of leader authenticity led themselves toediffectively include iran

unbiased fashion in carrying out school procedusetool improvement practices involve many

actors at several levels throughout the school district. Adherence to besegreatigires that

teachers, principals, and parents all play key roles in school improvement processes. They need

to be inspired and coordinatexhdtheir work products need to be communicated and supported

within and throughout the school community. Astetl earlier, the superintendent is the only

person with the positional authority to orchestrate these activities. Therefore, the
superintendentdéds disposition toward authentic
improvemenp r a ct i ¢ Bunaway(H8nicockd & Wan@013 pp. 50-51).

Just as school improvement practices are important and key in a superinteadbat
scholarés |l eadership skills, the personificat
accountability. This school reform aeodability is shaped by the personalization of the person
in the district leadership position and by the expectations set by the demands of the school
system itself as directed by state mandates. The challenges in school reform and efforts of being
a supentendent teachescholarare placednside parameters and guidelines of budget cuts and
state mandated policieSxternal mandates from the state departments of education has made it
conducive for district superintendents to improve best teaching psattitdeeir school systems.

Due to state budget cuts and shrinking local school district budgets the resources have not been
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available to focus on those best teaching practices and resources that are conducive to successful
education.

Superintendent as ananager. The role changewith job responsibilities for
superintendents occurred during our Progression Ear in thel®&®g This inevitable change
initiative was due to the ew@mcreasing growth of school districts and the resources that were
the byproduct of growth. Superintendents were tasked to perform several operative functions.
These included but not limited to managschool districts, maintaining an organizational
culture while respecting local community characteristics, fiscal management, and navigating the
political climate that required a unique skill set on a national, state, and local level. To
successfully marge within these environments the superintendent had to subscribe to a type of
management practice that was contextual and respangamature Thiswas validatedn a study
of ContextResponsive Leadership, which examined superintendent leadershipiimgvary
settings of context i Adutset, Weeconceptually grounded our study withefamily of
contingency theories of leadershifowever, we have come to see the relationship between
context and leadership as a reciprocal one, and believe our fiqtongde empirical evidence
that supports our emerging theory of conteegponsive leadership as practical wisdom in action,
which reveals a complex mix of knowledge, skills, and disposition appropriately deployed by
effective leaders as they engage indfloconversations with dynamic situational variables.
Contextresponsive leadership expressethrough action, the way the leader behaves, not
anyonepredisposed style consistingofdeo nt ext ual i zed qualities or
(BredesonKlar, & Johansson2007, p.20). Superintendentsho have distinguished and
appropriately acknowledge those contingencies will revel in an abundance of success. The

position of district leadershiig engrossewvith elements of conflict that intertwine themselves in
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thedaily operatioml activities of deliveringquality education to students throughout the school
district. Superintendents cannot realistically manage all of these environments; thus, a change of
leadership structure has to happen in order for schoolodists t o be successf ul
restructuring initiatives that call for decentralization &rdncreasing schodkevel control

through schoebased decisiemaking processes, however, suggest a primary change in the
Superintendency and the externbsupervision ok ¢ h o o | &HKyal, RORJ pr549). The

successful superintendent will manage in a way that allows schools to have more autonomy and
hold local level administrators accountable for the academic goalee ¢ontextof rural
superintendents that are responsible for multiple positions due to budget constctualrely

heavily on local administrators to participate in management duties of their respective schools.
Rural superintendents have to deal with a Iadhefsame aspects that plague large urban school
districts but without the same level of resources available to those school districts. Rural
superintendents have to manage academic goals while battling high poverty levels within the
community, lower budgs that incur the same budgetary cuts as larger school districts that can
better absorb that type of managerial pressure and maintain academic success. Thus, the
superintendermnustberesourceful and creative in how they manage school funding and how to
locate additional school funding from ntmaditional sources. Superintendents also have to

endure and manage the changkesducational policies from the national and state governmental
agencies. fAA recent shift i ndvandedecanommigsn pol i cy
towards decentralization, marketization, and performativiigve restructured school leadership

and recultured the work of school leaders through various mechanisms. This shift in the focus of
reform has created a relentless preoctapavith educational reform through leadership

development and led eodeclinedo f f i ci all interest in school man
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superintendent that learns how to be aware of the economic and political changes, communicate
effectively to keystakeholders, establish positive working relationships with board members to
advance the school district financially, can be the lead educator through direction from scientific
researched teaching skills can successfully manage a school district.

Superintendent asa democraticleader. During the early1900sthe responsibilities of
our superintendents and school boards were legally bound into legislation that created a district
leadership position that took on corporate characteristics groundeidmtific management
principles. This type of corporate management in our school systems lasted through the late
1980s Then came the educational reform movement that focused on cooperative assistance
ideology that was the focus of students and theirfamils . A Thi s emphasis str e
needs of families through integrating social services with schools and school districts so that
families could focus more on their childobés ed
mazes to obtain basic r® (A | &Whitakey 2007 p. 155). Thisreform did place more
autonomy in the schools and less with the school district but caused situations of friction when
decisions were made by principalsdthe superintendent was a lesser part of the management
eqguation. Accountability for student achievement became the focus durib@bsandthe
success and failure of school distribtsbeen linkedo the instructional leadership capabilities
of the siperintendentimproving student proficiency scores and academic growth, establishing a
mission and vision, collaborating with colleagues on difficult decisions, managing reduced
budgets due to cuts, and building a strong leadership team are complexsit@bipes that a
superintendent faces within their rol&.superintendent that describes to and practices
democratic leadership must also consider equality in the school district that encompasses

diversified races, religions, and genders. To succes$éaltyin this type of environment, that is
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not the traditional school demographic that made up school districts in the past, a unique set of
leadership skillare needethat addresses the needs of students, families, and key stakeholders
in the 2% Centuy. These skills place priorities with the students and ensuring the best education
is provided Also, sharing responsibilities and leadership with building level administrators and
teachers; invests in community involvement; democratic citizenship thtbadéns of civic
curriculum that builds a better productive citizen; and embraces the instructional leadership role
of being accountable for fair assessments, relevant standards, thajpaoeluctof board

policies created for the success of studantsschools. The democratic leader of a school

system also actively participates and encourages the input of the constituents that make up the
community.lt is important to give key stakeholders a voice, respecting various opinions, and
sharing ideals ancbllaborating with the community about what is best for the students is the
essence of an educational democr&¢iile promoting and subscribing to this type of leadership
and allowing more groups of constituents to have a voice will foster situationafo€icand
obstaclestammanage fAVal ue conflicts have al ways been
some extent, if only as result of the generation gap between adult faculty and youthful students.
However, value conflicts now seem to have becoefmithg characteristics of the school

leadership role. The work of educational leaders has become more complex, much less
predictable, less structured, and more conlfiderdo  ( B & §tekewch 2004 p. 134). In

order to lead in a dynamic eraaeducaibn, superintendents have to commit themselves to
become persistent in the continuation of learning new management techniques while creating
school environments that are conducive to equity for all stakeholdescreates conflict and

requires a democtia leader that is well versed in conflict resolution.
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Superintendent associal scientist/architect. Society today and in the future, faces the
trauma of difficult economic, social, energy, and environmental problems. These societal
problems translate into major dilemmas for public education. In the decade ahead, public
education will be faced with infletn, leveling out enrollments, further erosion of local control
of thepublic schoolsystem, an older population, and a major new emphasis on technology and
communi cati on. I n short, the future of public
2001) Superintendents are called on to become leaders that incorporate characteristics of
leadership that reflethe skills of asocialscientist and social architects.

The role of a social scientist encompasses several functional and dependent domains in
theworld today. This role increases the relevancy of history, economics, public policies,
psychology, and sociology in the livesafchool superintendeniBhe superintendent has to
integrate knowledge of all of these domains into daily leadership paaticeder to navigate
the district leadership position and to improve the academic performance of the school district.
Over the last 30 years educational reform has intrigued a multitude of people that has affected
the way teachers deliver instructionjlding level administrators and central office
administrators lead their school districts through collaborative planning and transforming school
into a learning culturelThe way society operates is a learned process through the generations of
people passmtheir respective cultures, laws, and norms down to the younger population in their
communities. The position of the school districts in each of these communities is to prepare
productive and contributing members of society through the use of currantitunr and best
practices of instruction; assist communities in adapting prevalent behaviors that are compliant
with current social norms, economic policies, and political transformatioesder for a school

system to embark on a new journey of estabiig a new vision and mission, then a culture of
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collaboration and trust must be establishetiveen the superintendent and key community
stakeholdersWorking through this diverse group of people and dealing with the issues that
encompass our daily livegves way to stages of contention thequiressuperintendents of
education to become a social architect in ord
as projected require bold, innovative, and enthusiastic prestdversi people of heiglgned
awareness who understand and can control their environments and the technology which binds
them. Visions willbe createdby a new generation of educators who embrace the idea that their
role is that okocietalar c hi t ect 6 ( Mar ks, 2001) .

Superintendentasa communicator. The compelling obligations of district leadership
areto reinforce the relationships that exist between the school district, schools, community, and
stakeholdersThisis accomplishethrough successfully through various forms of
commurication. The platform for communicating does differ from rural distaotmuch larger
urban districts where the superintendent has teams of personnel dedicated to public
communications of events and directions of the school district. The importanhpt&dtis that
without this communication, failure of any goals of the distsct mmi nent . A Communi c
skills have been recognized as essential for
This acknowledgment, however, appears to have tragred by two myopic assumptions:
Anyone can communicate effectively, and administrators should alter their communicative
behavior as they transition from one role to another. These convictions have become much more
consequentiaboth for local schools avreformmi nded s oci e200p)oAsbresulval s ki
of these increased consequences for lack of leadership, local and district leadership personnel
have lost their employment due to their apathetic attitudes towsrdsedf the students,

teachers, stakeholders, and community. Superintendents are change agents in the school district,
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and change initiativeimkeorganization, collaboration, and they also must be able to
communicate adequately with all stakeholders that harested interest in the school district.
APl anning that occurs without significant com
the part of the school leaders, is at risk of being viewed as out of touch with the community
values and communitydel r es and t herefore unworthy of the
plan that begins with the knowledge of community opinion can seek to draw together the varied
stakehol ders in the &&Edefsorp2008 p.87). processo ( Wi nan
The educationalagpls of the school district require that the school district leadership
communicates to all personnel tihalvea vested interest in the academic success of students.
This academic success has a large circle of influence over the lives of several gentvatio
can have a negative or positive impact on the local community, but it all depends on the intrinsic
leadership of the superintendent, which begins with good communication.
State of thesuperintendent. The Tenth Amendment of theg.S. Constitutiordoes not
regulate power over the states in the context of their education departments. The states reserve
the rights to govern and enact education legislation through the state board of education which is
filtered down to the local boards of educati®he responsibility of local boards of education
governing their respective school district is remitted to them through their state department of
educationThe office of superintendent has transformed through several educational reform
efforts in our country. Inthemid-19" century the position was considered a teaso@olar
whose primary goal was to attend to the quality of education that the students of the district
received. As our country began to grow and populations boomed withcowumunitieghe
superintendent took on more of a management position that developed into a chief operating

officer mode that was guided by the board of education. It the3 aftérshe Great Depression,
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superintendents prescribed to the theory that parent involvement naploh the pursuit of
quality education for their childre.his led theway to someeducational reforms that
encompassed a focus on science and mathematics, desegregation, high stakes accountability for
schools, equity, to where we are at today with higher order thinking skills, depth of knowledge,
and collaboration. The role of the supéendents entwinedwith the purpose and need for
educationTheir responsibilities and nature of the work required of a superintendent are
intricately woven through local, state, and national politics. And their roles do hold a place of
prominence that connected to key stakeholders in the communities in which they serve.

The concern of tenure for superintendents is growing as the position becomes more
complex and demands for performance Vigtlverresources are more comméior a school
district that is in need for improvement academically and for a school district that wamnékéo
amoveto the next level in academic performance and increase student gains must realize the
importance in preserving the superintendent of education. In a studyesintepdents of
education in Missouri, there was a 20% turnover rate each school year, and more profound than
that statistic is that over half of those superintendents left the field of education to pursue a new
car eer . A Sup someprobleensandaryrot whichfar@ peesisting and intractable. Data
from the 2010 decennial study commissioned by AASA identified these issuesar€Hesyedn
rank order with those being most important at the top: (a) financing schools, (b) school board
relations, (cassessment of student learning outcomes, (d) planning and goal setting, (e)
changing priorities in the curriculum, (f) management problems, and (g) accountazdbility
credibility. Interestingly, inadequate financial support for schooldban listeds teing the
most serious issue facing superintendents since tyediOstudiesvere instituted n 192 3 0

(Bjork et al., 2014p. 16).
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Another key issue with the office of superintendent is the gender gap that is represented
by males to females in this leadpip position. With the population of the United States being
slightly more than half females and a quarter of those feraateisientifiedas people of color,
these administrators were primarily consigned to lead elementary schools and position bf distric
leadership in small school systems. Over the history of education in the United States, white
males have dominated the leadership position of superintendent, thus garnering a higher average
salary wage that comes along with a more prestigious posittriasger and more affluent
school districts.

Females in thesuperintendencyiUnder r epresent ati on of wome
superintendency is well documented. Though the number of women in the superintendency has
increased in recent years, it is still astonishingiv compared to the number of women who are
in academics. Since 1992, the number of women in this position has increased to 13% compared
to the previous level of 6.6%. While the statistics show a positive trend, it will be approximately
2035 beforeweec h par ity i n t he -Staibd Burkinam 205).dAleomasy 6 ( Ga
women garner these leadership positions, they still have to develop skills that will not only help
them obtain a superintendent és positonandhomtop but
be content in their leadership role. After the positiondesn obtainedemale superintendents
have to navigate through obstacles tifegntheir malecounterpartglo not contend with while
holding the district | eadership position. #nAFe
male counterparts to be single, widowed, divorced or to have commuter marriages. They are also
more likely to be responsible for m@stic chores. They also continue to face negative
stereotyping as a result of entering what is still a largeliedominatecc ul t ur &0 ( Reed

Patterson2007). Some of these obstacles can beistifted in how female superintendents
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manage their digtt. Successful superintendents have the knowledge and skills to create healthy
relationships with school boards, be able to establish important connections with key
stakeholders within the community and the business community, and they have to be able to
endure tough times and abstain from actions that can damage important relationships and their
code of ethics.

Female as well as their male counterparts in the district leadership posioid act
prudently by focusing on building their resiliencylkskand refuse to develop a defeatist attitude
orvictims yndr o meetal.(f2P®0d &)a descri bed Aprofessional v
condition faced by superintendents whose fApro
tarnished, 0 afdtihad ptod i inmaxwil gataves in order t
caution that female superintendents may be mo
syndr ome 0 ( p pugdgeddthat pel3dhd and @afedsional preparation is the best
guaranteehtat a superintendent will weather the crisis. -8elifidence, acting as if one is in
control of the situation Ano matter how disas
management, andlf&@a war eness wer e ot dseitediltserphgen& Bulkin,esi | i e
2013 p. 120. Swcessful female superintendents are zealous in their pursuit of developing
strategies that help manage difficult situations énesteduring their tenure. In a qualitative study
of 15 New York female superintendents, reskears discovered five themes that were congruent
with one another. AThe analysis if the data r
superintendents becoming more resilient in the face of adversity: (a) Superintendents focus on
being valuedriven, not gentdriven leaders. They drain their resilience and those they serve if
their response to adversig/basedn what is politically expedierdtthe moment; (b) Resilient

leaders do whatever it takEsassess past and current reality comprehernysiVeky need to
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know the bad news as well as the good news of a given situation so they can make the most
informed decision possible; (c) In the face of adversity, resilient leaders stay positive about
future possibilities. They believe something desirable camecfrom setbacks, but they know

nothing is guaranteed; (d) Strong leaders draw on a base of caring and support during tough
times. This theme permeated all of the interviews. Leaders rfegackato talk about adversity

and strategies for moving throudtetadversitynealthily; (e) Resilient leaders act on the courage

of their convictions. They realize that convictions without corresponding actions are nothing
more than promises unfulfilléd ( RePattdrson2007 p. 98-99). Insteadof all the obstacles

that face differing gender district leaders, the complexities of education are always changing the
landscape of managing a school district. As we progress more accountability for academic gains
has been pl aced o mponsibiliy agendpamd haschaagedileadetsliips r e s
practices that favor female superintendentss will enable the female gender to close the gap

in representation in leadership positions and some cases, give females a slight advantage in
advancing and shagrthe vision of the district.

Superintendenttenure. Another issue that we face in this country in additioth&o
underrepresentationf females imadistrictleadership position is the issue of tenure ship in the
position of superintenderBjork et d. (2005 determined that six years was the average tenure
ship for a superintendent. In a study of 215 California superintendents, the length ofvasure
averagedtthreeyears due to various reasons besides retirement that contributed to early
departues. These early departures can prove to be detrimental to school systems and have lasting
negative effects on students and their academ
executive officer of the district, responsible for sharing a cleasrvisnd goals for the school

system, building a supportive environment to achieve these goals, evaluating personnel and
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education programs, recruiting educators and leaders with strong qualifications, and managing
district finance efficiently and effectiwe(Alsbury, 2008; Byrd, Drews, & Johnson, 2006;

Education Writers Association, n.d.; Petersen, 2002; Waters & Marzano, 2006). Superintendent
turnoverdisruptsdistrict management and can negatively affect staff morale, funding for district
operations, andommunity support, potentially hurting student achievement (Ray & Marshall,

2005; Waters & Marzano, 2006). Search and recruiting costs for district functions (Metzger,
1997). A superintendentodés exit al soneedf t en der
multiple yearf sustained nurturing before they take rgatllan,2 0 0 (a3 dited (NGrissom&

Mitani, 2016 p.352).

As the superintendent position has transformed over time into a complicated and intricate
dynamic leadership positiothe succes®f a school system is reliant upon the leadership
characteristics of someone that can disentang
schools and the superintendency are facing many challenges in the wake of cultural, political,
economicand moral challenges that are reforming the basic institutions in our society, including
public schools. Those changes are influencing governance, management, and policy
development in education. The pubsichool superintendent continues to face contsye
because of the educational and political balance of the position, but itonustunitiesthe
superintendency has been respected. In the past, aspiring superintendents were plentiful because
of the salary package, status, and challenges inherem intho s i t i oBradey, & Slatee vi n o
2008 p.106). Insteadof all thesocial, political, and academic challenges that superintendents
face in the daily operations of running the school district, #ueystill viewedas the lead
teacher. For example, gerintendents must think of diversified student demographics as a

beneficial dynamic that will grow the entire district due to the exposure that all students will
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receive in the district from being able to interact with other studentsiffiénentcultures and
backgroundsThiswill ultimately aid the closing of academic achievement gaps, which will

make the system increase overall growth but it all starts with the leadership provided by the
superintendent, thus improving the rate of tenure for thisipasih . A The superinten:i
changed. Additional challenges created by heightened public demands for improved student
performance even when increasing enroliments of students from more diverse backgrounds are
occurringhaveled to more stress placed oruedtional leaders. Moreover, teacher and principal
shortages, inadequate school funding, deteriorating and crowded school facilities, and excessive
time demands have created a leadership crisis. Those complex factors have contributed to a
gradual loss ofdith in public schools and loss of respect for the position of the padiiizol
superintendet(Trevinoet al, 2008 p.107).

The many issues that superintendents face that can alter the length of tenure is fiscal
responsibilities, establishing and mi@ining good relationships with the school board,
disseminating the academic student data and being accountable for the proper interventions to
address gaps in academic achievement in differing subgroups, creating and maintaining a vision
and mission fothe school district, and the demands of management decisions that can affect the
lives of hundreds of employees and more importantly potentially thousands of studentliges.
instability of higheleadershigpositions is driven by factors listed abovealalso from personnel
aspiring to move to larger school systems or to olt@ightier salary packag@s some cases.
AMoves are associated not only with | arge sal
measured byhesizeof thedistrict), higher student performance, and reductions in the number
of low-income students. We also found that rural districts are disadvantaged in the

superintendent labor market. Descriptively, they have higher rates of turnover than other locale
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types. Also, we uncared substantial evidence that superintendents tend to move away from
positions in rural districts towards positions in more populated urban and suburban areas. Moves

of this type are patrticularly lucrative in terms of annual compensation. The relatwepaly for
superintendents in rural districts may be one reason for patterns of consistent with
superintendents wusing jobs in rural di stricts
phenomenon observed in a variety of public sector pasii{Grissom & Andersen, 2012;

Watson & Hassett, 2004). These mobility patterns may contribute to leadership talent shortages
faced by rural school districts (Cooper, Fusarelli, & Carella, 2000; Lamkin, 2006). States and
districts may need to take additidistéeps to increase the attractiveness of superintendent

positonsi n r ur al areas i n or deascitedaGrissona&rivitdnie ader s hi |
2016 p.384).

Robert J. Tekniepe of the University of Nevada, Las Vegas defined factors such as
political conflict, employment contracts, internal and external pressures, and fiscal stress were
the factors that influenced involuntary turnover. Political tensions ¢senfanm stress factors
on the political climate between the superintendent and the school board; especially if
perceptions of one anothgleamfrom the idea that they are inadequately suited to lead due to a
lack of knowledge and preparation.

The dynant relationship between the superintendent and the school board balances on
the fine line of give and take. This dynamic can take a negative turn if the relationship between
the two positions are not in good standing. This could lead to micromanagingh&droard of
education and cause the superintendent to leave their leadership position by choice or may be
forced out. If the two parties have a good working relationship, then the superintendent should

have a longer tenure compared to the prevezesarioAnother stress factor that can develop
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throughouta superintendent rein is how well they have negotiated their contracts of employment.
A properly negotiated contract can combat political firestorms that could otherwise result in job
termination and in@ase leadership stability within the school district. Internal and external
pressures are other stress factors that can contribute to an early departure from the leadership
position. AA | ack of cohesiveness wmethbemsut ual
and superintendents during labor negotiations, labor problems, and other key gpsolviein
effortsincreasehe probability of pustinducedd e par t ur es o ,p.9ekni epe, 201
Superintendents that do not value the importance of buildingaesiiips within the community

and key stakeholders whielnegrounded in collaboration and servégddershigend to shorten

their tenure and increase their chances of failure in establishing any change initiative or the
possibility of a positive academimpact on students.

The @mmunityhas historically played a key role in the perception of the school system
based on the actions of the superintendent an
from community stakeholders (such as politicians amginess leadersyye minimizedthe
probability of puskhinduced departures decreases, but when the superintendent views the school
district as disconnected from the personality and life of the community, the probability of
pushedinduced departures incress Many times, community stakeholders are uninformed
about a school d i sarctionsacesofely reflecisguheisageada,dvhedhermmora n d
not they are in the best interest of the communitycamds t r i ct @8015plf% kni e p e,

The fiscal stess factor is one that has been around from the beginning of an established
education system and this one factor can impact all levels of education, all academic endeavors,
and can causandincreased level of tension between the superintendent, schaod| teschers,

other key stakeholders, and the parents. With the demands of operating a school system at
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maximum efficiency with limited resources that seem to be cut everythiedéenureof a district
leader can be short from sé@tiposed movement due tile amount stress that these
uncomfortable fiscal pressures bring to the leadership position.

The important aspect of a superintendent leadership tenure is the stability that it brings to
the school system. When a superintendent successfully navigateghtithe stressors of the
position all vested interest will thrive in the success that his/her leadership influences which also
touches the lives of students through the positive impact the leadership has on academic gains.
The contradictory scenario dfat picture is the early departure of a district leader. If it takes 3 to
5 years for a change initiative to make an impact on a selgstdmthen one must agree that
the negative impact that early departures of a superintehdex far-reachingnegaive effect
on the school system. APubl i c spmdsedaypudia per i nt
schools, encounter organizational, economic, personnel, and staligat challenges.
Governance and financial challenges exist for the superintendent during ttedsy
operations of school districts. If the expectations of society todayp amerease student
academic performance and attempt to reform our public education system, then the present
challenges of the superintendents need to be better understood. Both public school
superintendents and stakeholders should work together to improve s chool syst ems
et al, 2008 p. 106).
Factors that Contribute to Early Departure

ARur al school districts play an integral r
providing students with the basic education and training thatg@tant for securing an
economic livelihood, rural school districts also provide economic support and serve as a cultural

center in the community. Many researchers have suggested that the survival of rural communities
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depends on creating and sustaining calfabve partnerships with schools (Hobbs,1991; Miller,

1993; Spears, Combs, & Bailey, 1990). It follows, therefore that rural superintendents, acting as

the face oftheis c hool di stricts play a criti asaxitel r ol e i
in Tekniepe, 2015p. 1). With the responsibility of being the face of the school district harbors

the accountability of the academic success or failure of the school system. Superintendents must

be able to steer through volatile settings that arisefgublitical conflicts, school boards and

their policies, fiscal issues, contract negotiations, faculty and staff conflicts, key stakeholders and

the community. These factors do contribute to stressors that are inherent with the district

leadership positio and can cause an early departure from the position. This early departure can

have dar-reachinpnegat i ve effect upon the school syste
academic performance in the present and-torgr m. A Rol e ¢ o nwhéniact t ypi c:
personis facedwith expectations requiring behaviors that are mutually competing or opposing

(Olk & Friedlander, 1992, p.389). Although many rotaflict situations are temporary, certain

rolesare continuously subjectéd conflicting role demarsgland expectations. Such is the school
superintendent 6s r o lissconsideted higraonfliet manageralmpositiant 6 s r
(Arnez, 1981; Blumberg, 1985; Boyd, 1982; Jackson, 1995; Kowalski, 1995; Leithwood, 1995;
Thody, 1997 since superintedents serve as middlemen and as mediators between conflicting
demands and expectations coming from various stakeholders. Thus, superintendents are

i mmersed in a vague and uneasy harmony of opp
p.33) ankd amanecédatwmadictions and anomalieso (C
circumstances portray teHe meantti owrf tthaet siup ea i mhb
1987) and that, being Athe DNA of the superin

ine vi t adclted ioNir & Eyal, 2003 p.547).
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Educating students in the 2¢entury has added additional responsibilities and mandates
from the Federal Government that require educators to make adequate academic progress from
year to year, mandated testing requirements, and to add to the complexity of this situation we as
a nation have grown through a continlyaincreasing population of nelBnglish speaking
immigrants with children that have flooded our school systé@ims.superintendent is held
accountable for the academic progress and success and for molding all studentstiieroug
education that builds a foundation of a futur
changed. Additional challenges created by heightened public demands for improved student
performance even when increasing enrollments of students froendiverse backgrounds are
occurringhaveto lead to more stress placed on educational leaders. Moreover, teacher and
principal shortages, inadequate school funding, deteriorating and crowded school facilities, and
excessive time demands have createddelship crisis. Those complex factors have contributed
to a gradual loss of faith in public schools and loss of respect for the position of thesphblit
superint en ceceah200® p.(0Nr evi no

Other factors that contribute to the superintengesmaturelyjeaving the leadership
position can be the age of the superintendent. School districts that recruit more experienced
superintendents that have a greater depth of knowledge in how to increase academic performance
of the students may be at areabat is close to retirement. According to Grissord Mitani
(2016) there is a 20% turnover rate with superintendemtdover half of those district leaders
leave the position thus adding to the trend of tenure laeouond3 years. Also, older
superntendents tend to leave the system sooner than less experienced and younger
superintendents. AWe also find that the | onge

in contrast, associated with a higher likelihood of moving elsewhere ratindethang the
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system altogether. We also find that district academic performance predicts superintendent
turnover, but not linearly. Districts with very high and very{mst score performance are less
likely than districts in the middle of the performardistribution to lose their superintendent,
which may signal competinfigo r ¢ e s 0 & Mi@ni,i281§ @ 382). Salaryranges for
superintendents tend to affect the tenure of superintendents. Geesgawitani(2016) found
that for every $10,000 in sajagain, there was a 2 to 3 percent in reduction of early departure
from the positionThisis strong evidence that an increassalary has a positive effect on the
length of tenure for superintendents. In order to obtain a hggti@ry some superintatents in
therural school district may choose to leave the school system for a more urban setting in larger
school districts which in turn offer better compensation packages, which can put the rural school
districts at a competitive disadvantage withlarged i st ri cts. fAWe al so f oun
districts are disadvantaged in the superintendent labor market. Descriptively, they have higher
rates of turnover than other locale types. Also, we uncovered substantial evidence that
superintendents tend to r@away from positions in rural districts toward positions in more
populated urban and suburban areas. Moves of this type are particularly lucrative in terms of
annual compensation. The relatively low pay for superintendents in rural districts may be one
reason for patterns consistent with superinten
stonesodo to positions in | arger districts, a p
posi tGroinsssoonf & Ander sen, 20 la8cted M@rissena&rMitati, Ha s s e t
2016 p. 383384).

The simple reason of stressors tbtatn from being placed in the middle of political
crossfires that involve key stakeholders, board members, community members, and educators are

enough to drive some superintendents out of the profession or system. Thee political issues can
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encompass local baapolicies, differing values, and political ideals. In some systems where the

board and superintendents are elected, these political reasons can have such a dynamic impact on
perception and can be the cause oéndeumrl y depa
(1970) contended that, when community dissatisfaction with school policy, school board

members, or the superintendent reaches a certain critical level, the citizens exercise their power

at the polls and defeat an incumbent school board membeudrthe election process, the
communitycanchange their representative on the board to more closely match their values, and

the school board has the power to relieve superintendents of their position, if necessary, to

change scho@ o | i @g ciedibAlslfury,2003 p. 692). Someof the policies may affect the

finances that are so crucial to the survival of school systems. Every year federal funding for
education seems to take a hit due to new political agendas, which are giving birth from organized
constituents that do not place school systems at the top of the financial needs priority list.

Political pressures can affect the way superintendents decide on how to fund schools which
ultimately can have a negative or positive impact upon so manyfivesc hool superinte
are in charge of large amounts of public funds and are responsible for budgeting, collecting taxes
and other revenues, -todagfiscal®pmeiations, andreportohgtiset r i ct 6s
financial status of the district in amzlance with professional standards and state and federal
statutes and regul at i on ascifeddisAbshien Barris,& H&soa f Kk ovi c
2011 p.1). The uniquaedynamic of public school funding is that it reflects the priorities of the

district leadership and has a direct impact on parents, students, teachers, board members, and
principals that take pride in their schools; and do not want to see their education system

experience hardships but they do want to achieve academic excellen@ss8ucc

superintendents are attacking this problem and being proactive in dealing with budget cuts, but
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the superintendents that take a more victim approach and are not as vigilant in dealing with these
obstacles usually find themselves leaving the supritent position earlier than they had
pl anned. #ASchool |l eaders are being asked to s
less, while at the same time resources are dwindling and expectations are often escalating
(Guthrie, Springer, Rolle, & Hak, 2007; Ramsey, 2001). Adsit and Murdock (2005) suggested
there has never been a time in Americads hi st
huge discrepandy et ween public expectati onsasaitedint he ad
Abshieret al, 2017 p. 3). Inthese complex times f@ducationthe superintendent that extends
their time of tenure are the ones that have embraced the ideals of true collaboration. The
superintendents that have involved board members, local administraachere parents, and
the community in the process of decisions that directly affect the funding of the school district
are the ones that are most successful in their academic endééw@sver,these decisions
have a direct effect on the resources ma@dable to schools, thuafecting the academic
success of students. This procesmifessitself into the form of a superintendent losing their
tenure or establishing themselvegasitive impactful leaders that place what is best for
students at the top of the priority list.
Challenges of a Rural Superintendent

The superintendendyg facedwith many challenges that must managewithin the
guidelines and standards set by the Americasoéigtion of School Administrators (AASA) or
the Interstate School Leaders Licensure Consortium (ISLTI&se challenges include but are
not limited to centralization of administrative powers, having to be accountable for the
responsibilities that accompamultiple job titles, having to operate within a small budget that

seems to receive Federal cuts every year, conduct school business within the boundaries that
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community connections require, and they face push/pull factors that can influence their

manageent decisions and tenufghere are severabcial, political, and economic issues at the

local, state, and national level that superintendents must be mindful of and have the ability to
translate those issues over to setting goals and the directiorlegigémgy a school system. This

requires diversity in roles and responsibilities that have to be carried out by the district
leadershipThese diverse roles require a wide range of managerial skills that comes from years

of experiences thdine-tunea distict leader Responsibilities can include transportation director,
becoming a chief financial officer, fto be versed in the art of elementary and secondary

curriculum decisions, able to incorporate new policies that are directed from the board of

educaton that affects the daily operations within the school building, having to build

relationships with the media, and also superintendents are the leadership role models for all

leaders within the districi Th e s uper i nt e-first eentdry isch€ed with greaterwe nt vy
chall enges as opposed to the expectations of
reform focuses on accountability, fsehmged scor es
by issues on a much n0ol; e 43@).aKowalski (R0&3) eomcuars tfaHoO u st o
the demands of the superintendency have become increasingly complex. Kowalski asserts that

the position of superintendent has evolved into a leadership position of (a) tectublar, (b)

business manager, (c)rdecratic leader, (d) social scientist, and (e) effective communicator
(p.226) . Houston (2001) explains that todayos
approach to the job from what was once consid
today must be prepared to master the art of connection, communication, collaboration,

community building, child advocacy,asdur r i cul ar choi cesascifeddloust on

Weiss Templeton, Thompson, & Tremor015 p. 6). Superintendentare alsacharged with

38



the responsibility of being an intercessor for all students and ensure that equitable policies are
enforced, create cultures of autonomy for building level administrators, establish programs that
reach out to the communities and promotes conityjinvolvement with the school system,
make sure that the curriculum is differentiated so that all students learning styles and levels are
addressed, and finally that all curriculum is made relevant to the student population.

Educational finances are@her area that presents itself with multiple challenges that the
superintendent must overcome and manage in order to becmeessfulln spite, the
significant budget cuts that education has had to endure over the years, district leadership has had
theresponsibility to increase academic performance with reduced resources that directly affect
school systemsThis dynamic is causing school leadership in rural school districts across the
nation to adopt new policies that require schools to increase stoeeacher ratios, implement
a smaller reduction of the workforce, implementation of fees that have to be absorbed by the
parents, and also force school boards to adopt policies that reduce the amount of instruction time
that a student receives withiretschool calendait Ma n'y s madhdol dstticks ladross the
state of Texas are struggling financially. The adverse financial climate in which small Texas
schools find themselves operating is the result of several factors. The primary driver of the
st at eds dmusedrollment, vehighsnteans that small schools often have to provide the
same services that larger schools do, but with less revenue. In addition to the challenge of having
less revenue than larger schools, small schools have a disadvantage on thitues el of
the budget based on basic market economics. Larger schools often benefit from the effects of the
economy of scale while small schools do not. The superintendents of these small districts are
searching for ways to increase revenues and reslgEnditures because in many instances,

these are the only ways that they will be able to avoid cutting programs, eliminating personnel,
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consolidating,oc | osi ng d oetal 801X pA7h Supariendentsf rural school
districtshaveto grapplewith harsh financial choices. In most states, the future financial situation
is not promising as more allocated resource cuts continue to evolve from their respective
governmentsThisis in addition to working with the board of education while birthind an

adopting a financial budget that not only balances but fulfills the necessary means of providing
freeand appropriate education for all stude&stablishing a financial budget can be a

complicated and complex problem that requires creative thinkiaddoess all the fluid parts of

a school system that work together for a common goal but do require fiscal support and
accountability. A successful superintendent can learn how to manage this and build the capacity
of their team toward achieving their fi$@nd academic goalSuccessful superintendents find

ways to keep a positive attitudenidchallenges like finances, they take stock in themselves and
invest time to make sure that their health stays intact and that they dedicate time to their families.
Superintendents must always be transparent and be well versed in communication skills when
dealing with finances, especially when faced with the challenge of budget cuts to the school
system. Giving the perplexity of the financial situation that all schystems seem to endure in

the face of growing academic goals mandated by the state and federal governments; district
leadership is in dire need of assistance in learning how to navigate through economic challenges
whil e maintaining mandsoresochoa administradrsihaversen. A De
dramatically, partially due as a result of increased public scrutiny due to escalating costs in
education (Brown & Cornwell, 2000). Consequently, for superintendents, the district budget is a
great source of anxig(Hayes, 2011). Glass and Franceschini (2007) reported that since 1923,

nearly all of the tetyear studies conducted by the American Association of School
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Administrators (AASA) have revealed that superintendents consider their role in school finance
to bethe source of their most seriotish a | | eascgee sAbshieret al, 2011 p.1).

In addition to smaller economies faced by rural superintendents, other challenges that can
and will be faced are the dynamics of community connections and pushfgalisfthahaturally
inheritof the superintendent position. The changing roles of this position were brought about by
the demands of federal, state, and local level governances on the school system. Such changes
weredirectlyinfluenced byemanang socal, economic, and political contingencies that
projected increased academic performances upon the local school systems while having to
perform withfewerresources. These fueled demands are drivehdxreationof an economy
that is accountable on a mag®bal perspective and the wdbeing of the United State$hus
education demands have increased along with the accountabilityofuhee r i nt endent . 0
the past three decades, fAwidespread coscern f
arguably the most intense, comprehensive and sustained effort to improve education in
Americadéds historyo (Bjork, 2001la, p.19). Sinc
linked the quality of public schooling to the weking of the countrimmersed in a highly
competitive, global economy. These reports not only examined the condition of education but
also heightened expectations for schooling, called for improving instruction, and contributed to
fundamentallyalteringhow schools are organie d, ad mi ni st easeitediBjorki gover
et al, 2014 p.2). Thisaltering of school organization, administration, and governance created a
new dynamic leadership style that is grounded in collaboration and communitratiom true
spirit of collaboration, involving theommunity and key stakeholdessmmanent in the success
of todaydés di st Ruratdupesnteidents lare flecieed te sessdim rpultiple

capacities and that includes having the capacity of communication.Kllhgesis required in
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order to effectively communicate in our digital society that uses multiple platforms to

communicate goals in the digital laden society that we live in tdtisyimperative that the

superintendent embrace the practices of colkimT and communication to establish important
relationships within the community in order to carry out district goals, board policies, and

budgets. Other factors that superintendents have to recognize is the push/pull factors that can and
will affectthed i r ect i on of the school district. APush
pressures that force leaders from their current positions. Push factors that affect rural
superintendents can include conflict with the school board pressures from witbomthrinity,

or simply negative perceptions of the superin
affairs ofthe district. Pull factors, in contrast, are those typically facilitating his or her

opportunity for professional, financial, or persoaal v ancement t o another ju
(Tekniepe, 20150.2) . The rural superintendentoés positioc
distinctive in a public setting that receivasichattention due to the dynamics that rural school

districts create. This dynaais fueledby the need of close relationships with key community
stakeholders, that could have a negative situation and cause an early departure from the position
due to political, economic, or social factors that play a pivotal role in the rural stibwimit.

AAs Campbell (2001) explained, community stak
pressures that they exert can complicate a su
operations of a school district. Therefore, superintendembsane skilled in responding to

community and political pressuresith an aim toward mutually beneficial outconmagyht be

more likely to avoid push induced departure. A superintendent who does not display the ability

to manage the diverse demands of camity stakeholders adequateill be at risk of

i nvol unt arascitddarpekniepey 20kom 3). (
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Superintendent Leadership Resiliency

According to Brackenreed (2010), beginning in 18&0s there has been a resurgence of
interest in the concept of resilience, the positive attributes in individuals and institutions. Studies
were focuse@n what made certain individuals successful and the personal characteristics that
manifested themselves tneir everyday lifedespitethe hardships that they were enduriSgce
that time resilience has been defined in many different ways and coehwgartz (1997)
defined resilience as something that promotes compassion, flexibility, and ability teedmmakc
after an encounter with adversity. Another from Luthar (2006) denotes resilience as the
constellation of personality qualities that enables positive adaptation to adversity. Bonanno
(2004) described resilience as the ability to maintain equilibiiutine face of unfavorable
circumstances, and Wagniald and Young (1993) defined it as moderating the negative effects of
stress and promoting adjustment to challenging circumstances. Some researchers believe that
resiliency is auilt-in individual attribue. These attributes arelaxedpredisposition,
acceptance, being flexible, malleable, and a controlling attifitttese attributes are the
combination of characteristics along with having a string sense edffielicy that make up a
resilient superintedent.

Resilience is a relational phenomenon in the context of interactions between an
individual 6s surroundings and personal factor
dynamics, specifically, support from family members, peers, and sodamnmunity
organizationsand nst i t ut i o 2 p.2). Medifalllnd Risapia (1994) and
McMahon (2006) reported that the existence of support systems at home, school, and the
community engender fAthe dev e ltssspcmassetfficack, constr

goals orientation, optimism, internal expectations, personal responsibility, and coping ability,
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which in turn lead to resiliency. For the present study, the resourcegctigateviewedevealed
a limited amount of research iretisontext of leadership resiliency. The research did reveal
several resources on student resiliency and the resilience of individuals facing adversity.

Within the context of educational leadershigre are many challenges that odauhe
daily activties that require a superintendent to possess and apply leadership resiliency skills even
in the face of adversityatterson et a(2009) have identified three broad skill sets that a
resilient leader must possetiseyinclude resilient thinking skillssapacity skills, and actions
skills. Resilient leaders do not always take in the scope or magnitude of a situation but do
consciously think about the positives and negatives of the situation with clarity and accuracy.
Good leaders seek out all informatjquositive and negative, in any type of situation that they
face and from all parties involved to gain a broader perspective of the sitdatioperintendent
who faces their daily challenges with a positive outlook and maintains high expectations will
have the capacity to reveal the positive out of a negative situafibae.one thing that any leader
can depend on that will happen is advergitgalamityis an imminent event that can range from
minuscule to immense. How this calamgymanageds inevitably made by the choices of the
|l eader and how they act in response to advers
set of resiliency capacity. Think of resilience capacity as the fuel tank that supplesessary
energy to prodce resilient actions. The amount of fuel in the tank is what leaders depend on to
get them through rough waters to safe harbor. At a given point in time, the boundaries of resilient
capacityare somewhat defindly a | eader 6 s accugoadnewsistiat e x per i €
resilience capacity is elastic over time. As leaders get stronger by successfully confronting
adversity, they expand their fuel tank and, by definition, their capacity to successfully weather

futurest or ms 0 dt&,2009 re9). Ore of thefour sources of fuel that constitutes a
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resilience capacity in leaders is personal values. Personal values can be further broken down into
hierarchical order of ethical values, educational values, and program values. Ethical values are
inviolable in nature and guide leaders in determining what is virtuous or immoral, which exceed
the Ilimits of time and in the coandvieiontiTheof educ
educational values, which are guided by the mission and vision distinet, which should

directly reflect those core values of the superintenddrg.program values are the points of

reference on the compassiad¢asof the district and the superintendent. The other sources of fuel

for building capacity in a resiliet¢ader are personal efficacy, personal yeling, and having a

personal support base. It is imperative that a leader has to develop the capacity for personal

efficacy in order to accomplish goals in the face of adverEltig gives the leader confidente

make criticaldecisionsvhi | e mai nt aining commitments and ad
sense of personal efficacy relates directly to positive personabeield), a third major energy

source in resilient leaders. This energy source consistseef ithgredients: physical wedkeing,

emotional welbeing, and spiritualell-b e i n g 0 (etRila2009e.1.G). dVith any adverse

situation, there will always be obstacles that will block progress and drain the fuel sources of the
superintendeniThis makes a support base essential to success in the face of calamity. This

support bases comprisedf support from family and friends, e@orkers, and mentors, which

re-fuels confidence levels in leaders while working through adys¥gedsat work.

Surerintendents are charged with managing adverse challenges while maintaining
academic goals through the ethical |l ens of th
challenges include but are not limited to rising cost, decrease in funding, federatesanda
increase in poverty, board turnover, teacher morale, and facility issues. Superintendents must

take on a team approach with the support base and develop their coping mechanisms to combat
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job stressors. A coping mechanism can simply be the implenmntidtalifestyle change. A
successfylresilient leader must eat a balanced diet and maintain an exercise program in order to
reduce those inevitable job stressors. fAConve
overeating, alcohol or drug abuse, oratgg attitudes can lead to negative outcomes, both

personally and professionally. Such maladaptive outcomelsecanoidedy proactive measures
designed to develop resilience and overcome adversity F a r mp.2).,It is 2rQcialfbr
superintendents to model a healthy lifestyle and resilience, and beneficial by developing these
coping mechanism3hisal so refl ects the school di strictéos
maintainngt he di strictés missi on aemidgoals. FRaimern whi | e
(2010), wrote that adversity provides educational leaders with the opportunity to model in

context the very behaviors that they seek to develop in their subordinates. Obstalctemeale

into educational objects that are used to demnatesresilience and thereby allow the educational

leader to earn authentic respect from organizational stakeholders. Another important coping
mechanism that superintendents need to employ into their daily lives is spiritual renewal.

Spiritual renewal hathe capacity to allow superintendents to stay focused on goals while

operating and managing challenging situatidcn8 y e mpl oyi ng heal t hy copi
school leaders can model positive adaptations to difficult circumstances during times of
adversity.Current school leaders certainly face tremendous challenges. However, school

leadership has never been easy. The incorporation of healthy coping mechanisms into a balanced
lifestyle can lead to both positive health benefits and more effective lead@&ghiplizing

these healthy coping mechanisms as part of their daily life, school leaders are more likely to
overcome adversity and accomplish organizational objectives. School leaders employing these

healthy coping mechanisms have an increased likelihbotental, physical, and social vigor.
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Through the effective use of healthy coping mechanisms, school leaders develop resilience skills
and increase their capacitytoovercoand v e r si t y 0 , p( 4k @he reslientead2rOniish
possess resilient thimg skills. This requires the capacity to comprehend the current position of
reality, be able to maintain a positive attitude, envision a solution and direction to take, and learn
from the experience.
Conclusion

Over the last several decades the roldefschool superintendent has changed. This
change in leadership characteristics has defined the roles of educational leaders on a global scale
as schools strive for excellence in achieving their academic goals.dBjatk2014, found that
most analystagree that efforts to reform schools launched during the past three decades (1983
2014) had a profound i mpact on superintendent
Super i nscepaa pmréspodsibilities require them to be good communicabdegpa
manage, establish themselves as an instructional leader, possess the aptitude of a political leader
and in many cases applied social scientist. These responsibilities are carried out in the face of
adversity thatncludes political conflict, fiscalissues on local and federal levels, internal and
external pressures, emotional challenges, curricuunginstructional issues, and multiple job
responsibilities. This skill set is a learned technique that is leadership based in resiliency.
Resiliency regires the superintendent to possess resilient thinking skills, resilient capacity
building skills, and resilient action skills. These skills are grounded in ethics which provides the

necessary fuel for the energy required to make mindful decisions.
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Chapter Ill: Methods

A Si nc e -1708setherackbone of American education has been rural education. At
that time, of t h-eonmcsohaotstys of Aimericgh Béhoolchil@renavere
enrol | edo (-Ddgadnl&esSkte, 2008).jAecarding the United States Department
of Education, nearly 1/3 of American school children attend public schools in rural communities
that make up 43 % of all public schools in the United States. Today the rural school district can
be designated into three seqit@rcategories that represdiiferentlevels of populations. These
populations encompass the fringe rural, distant rural, and remote rural geographic locations. The
rural fringedistrict is less than 5 miles from an urban location; the distant rural district is 25
miles from an urbanized areandthe remote rural district is over 25 miles from an urbanized
population. Specifically, in Alabama, the National Center of Educatiatis8ts (2010) reveals
that the state contains 16 fringe districts, 31 distant districts, and 17 remote districts. Research
reveals that rural superintendents must wear numerous and varied hats to meet the demands of
state and federal initiatives, mandgeal politics and ensure students receive the highest quality
of public education (Tobin, 2006).

From reading and analyzing various sources of information on leadership resiliency of
rural superintendents; the conceptual framework utilized in this swpund the ideals that
even in the toughest of times, educational leaders consistently demonstrate the ability to recover,
learn from, and developmentally mature when confronted by chronic crisis adversity. This
concept is founded on three broad skdts that are required of a resilient leader: resilience
thinking skills, capacity skills, anaktion skills. Throughoutheresearchsuccessful
superintendents either possess these skills sets or some combination that contributes to their

success as amecational leader. The researcher sought to determine what factors contribute to

48



the success of superintendents and what factors are responsible for the early departure of
superintendents to leave the profession. The definition of a resilient isddandedon
researckbased principles and strategies that support leaders as they struggle to successfully
overcome adversity (Pattersenal.,2009).

This chapter contains the purpose, significance, research design, research questions, data
collection methog anddata analysis. This chapter will discuss the methods used to explain the
level of leadership resiliency that rural superintendents possess and how that level of resiliency
influences their decision to stay or leave their leadership position. Eattitly, the most
appropriate methodology approach would be a qualitative descriptive study.

Purpose of the Study

The purpose of this qualitative descriptive case study was to explore the extent of
resiliency skills sets with rural superintendents. Thestedge of this could assist in
determining why superintendents decide on an early departure from their leadership position or
to continue with their career. This qualitative descriptive case study focuses on fifteen rural
superintendents in south Alabamdio were interviewed to determine the answers to the
following questions:

1 What are the most i mportant factors t
stay or leave their leadership role, as measured by interview questions designed to
target theiregponse8 How do these factors influence their decisions?

i How do rural superintendents define their professional resiliency as measured by

the Leader Resilience Profile (LIRP
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1 Do rural superintendents see resiliency as important in their decision to leave or
stay in their position? Does resiliency hinder or facilitate their success? In what
ways?

Significance of the Study

Public schools and the superintendency are facing many challenges in the wake of
cultural, political, economic, and moral changes thatefiming the basic institutions in our
society, including public school31evino et al.2008). Resilient leaders may seem like ordinary
leaders in ordinary timeslowever these times are turbulent times. Today we need
extraordinary leaders who finddlstrength to persevere and endigspiteoverwhelming
obstacles (Pattersat al.,2009). This study is significant because it will add to the body of
literature on factors that lead to rural superintendents deciding to stay or leave their leadership
postion. Additionally, this study will focus on how rural superintendents in Alabama determine
factors that influence leadership resiliency.
Research Design

The goal of this research was to reveal the factors that influence leadership resiliency and
how tho factors impact the decision of rural superintendents to stay or leave their leadership
position. This study used a qualitative descriptive case study approach to examine relevant issues
that were determining factors in the development levels of leageesiiiency A qualitative
study completed by the researcher through a personal interview platform with participants
qualifies as a scientific method that contributes to educational resafch.i s qual i t at i v «
study is an approach to research theilifates exploration of a phenomenon within its context
using a variety of data sourcdis ensures that the issigenot exploredhrough one lens, but

rather a variety of lenses which allows for multiple facets of the phenomenon to be revealed and
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uncker st oodo ( Baxpgd.rA cése sty skhquld 2e@dhddered when the study
needs to answer Ahowo and Awhy questions, whe
be manipulatedthe researcher wants to cover contextual conditions betaen are thought to

be relevant to the phenomenon under the study, or the boundaries are not clear between the
phenomenon and context (Baxter & Jack, 2008).

When the researcher started this project there were fifteen rural superintendents that were
recuited to participate in this study, but the researcher could only obtain a commitment from
thirteen rural superintendents in Southeast Alabamathitieencases thare represented
this descriptive case study included the fringe, distant, and retastafications of a rural
school district. The descriptive case study allowed the researcher to examine and study
i ndividual cases of factors that influence a
leadership positionThe thirteen rural supetiendentgarticipated in a facto face interview
that lasted 30 minutes, voluntarily participated in completing two different surveys. One survey
was the Leadership Resiliency Profile that measured their leadership resiliency, and a written
Survey of Leadrship in Alabama Superintendents (SOLIA) Survey that recorded
background/general data information, factors that would or would not lead to the
superintendentéds early depart ur e-erfdedguastionb.ei r p
This surveysuccessfully captured the demographic information of each participant.

Validity and Reliability of the Survey Instrument

As referenced in Chapter 1, the Leadership Resilience Profile (LRP), was used with the
13 participants to measure leadership resilieRoer professors from varying universities with
broad experiences in-K2 leadership conducted expansive research with leadership and

resilience literature. They established the following leader resilience axioms:
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1 The idea of leadership resilience is long term and mirrors how a lessherges

adversesituations.
1 The construct of | eadership resilience
role.
i The resilient leader may not reflect the same characteristicsadfextive leader.
AWithin these assumptions, the research team
the ability to recover, l earn fr om, and devel

(LRP Technical Supplement, 2008 2). Theresearcherdiscovered 62 indicators thatre
comprisedf three main themes with twelve subscales. These indicators were used to construct a
web-based survey thatas administeretb an expert panel comprised of senior educational

leaders. The survey waseated to solicit feedback from the review panel on the validity of the
survey accurately measuring leadership resilience. Each item was rated using the following

threepoint scale:

1 A requiredindicator of a resilient leader.
1 Useful but not required.
1 Not applicable (This indicator is not relevant in determining the resilience of a

leader) (LRP Technical Supplement, 2008).
As part of the validation process of this study, the senior level panelist submitted sixty
seven completed surveys that were useatkt@lop 73 items that were created to measure
|l eadership resiliency. Aln advance of distrib
bacceptabilitydéd i f at | east 80 percent of the
required or usefuds a demonstration of leader resilience. In other words, we rejected all items as

being content valid if a least 20 percent of the panelist marked not applicable in determining
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leader resiliena@ Only one indicator, item, failed to meet the threshold wdlal content
measure ofleaderesi | i enceo (LRP TepBnical Suppl ement,
The reliabilitywas assessed the context of internal consistency and stability esame
time. The internal consistenayas assessdiy administering the LRP to 65 edional leaders.
There were 43 surveys completed by the educational leaders. The internal consistencies across
the twelve subscales that revealed an Alpha coefficient of at least a .7 for 8 of the subscales and
the Alpha coefficient for the other four sabses ranged from 0.6349 to 0.6993 as shown on in
Table 1.
The stability of the LRRvas examinetby using testetest reliability. For the 43
completed surveys following the administered two rounds, the Pearson correlation coefficients
exceeded 0.6 for @ven of the twelve subscales. The three themes and twelve subscale groups

areoutlined below in Figure 1 and Table 1 respectively

Skill Set: Thinking Skills

Understandmg Faality Envisionmg Fotura Possibilities

|

Skill Set: Capacity Skills

Personal:

l

Skill Set: Action Skills
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Figure 1 Three themes of the Leadership Resilience Profile (LPR Technical Supplement, 2008).

Table 1.Internal Consistacy/Test Retest Reliability

Themes | Number Internal Consistency Test/Retest Reliability
of Items Chronbach A
Resilience 2 Understanding Reality = .634 Un. Reality = .670
Thinking Optimism =.7971 Optimism =.714
Skills
Resilience 6 Personal Values = .8629 Personal Values =.811
Capacity Personal Efficacy = .7294 Personal Efficacy = .696
Skills Spirituality = .8489 Spirituality = .721
Emotional Well Being = .6663 Emotional Well Being = .670
Physical Well Being = .6850 Physical Well Being = .670
Personal Support Base = .76 Personal Support Base = .628
Resilience 4 Adaptability = .7042 Adaptability = .532
Action Perseverance = .7462 Perseverance = .636
Skills Decision Making = .6993 Decision Making = .686
Personal Responsibility = Personal Rsponsibility = .758
.8174
Conclusion

This study uses the Leadership Resiliency Profile survey to provide the researchers with a

valid and reliable testing instrument that me

that the instrumentisvalidamde | i abl eo (LRP Tec,pA)i cal Suppl e me

Research Questions
This qualitative study addressed three research questions that are grounded in inquiry:
1 What are the most i mportant factors tha
stay or leave thir leadership role, as measured by interview questions designed to
target theiresponseéaHow do these factors influence their decisions?

i How do rural superintendents define their professional resiliency as measured by

the Leader Resilience Profile (LIRP
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1 Do rural superintendents see resiliency as important in their decision to leave or
stay in their position? Does resiliency hinder or facilitate their success? In what
ways?

Data Collection

This study consisted of multiple data collections methodsnichtded aronlinesurvey,
a paperandpencil SOLIA Survey, and esite interviews. The interviewsere recordedand the
datawas transcribeth order to isolate specific codes, trends, or themes. The intervieres
heldto a 3Gminute time limitoutof espect of the superintendent0:
(2008st ated that the hall mark of a case study i
comparison to other qualitative approaches, within case study research, investigators can collect
andintegrate quantitative survey data, which facilitates reaching a holistic understanding of the
phenomenomeing studied ( Ba x t er ,&5549.dke&uthor2gd 6n8o explain that
each data resource is like a piece of the puzzle that when coneeldgedtrength to the
discoveries and creatadetterunderstanding of the phenomenon.

For this researchtudy, the data thatvas collectedhrough interviews was fifteen semi
structured interviews between the participants and the researcher. The matzefroterviews
provided direct quotes, thoughts, and concerns of each rural superintendent. The multiple data
collection methods reveal skills that are required of successful rural superintendents to maintain
resilient leadership; and what factors plapke on the decision for the superintendents to leave
or stay at their leadership position.
Data Analysis

All data thatwas collectedrom the multiple sourcesere analyze¢h an organized

manner. fiOne danger associ ahdatdsowcetwoultbttreated anal y
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independently, and the findings reported separaiélig is not the purpose of a case study.
Rather, the researcher must ensure that theadateonvergeth an attempt to understand the
overall case, not the various parts of the <ca
(Baxter & Jack, 2008). The data theds collectecheeded to be transposed into relevant codes
thatrelateto this study. Acording to Bogdan and Biklen (2007), after the dataliegen
collecteda crucial step is the creation of coding categories in the data analysis. The data
collection and analysis can be an imposing part of the research process. Data analysis requires
severalsteps to completdirst, the researcher has to organize all data, thoroughly analyze the
data, isolate codes, trends, and themes, and finally accurately reporting the data.

Once the analysiwas completethy the researcher and the codes and themes were
transcribed, the researcher began triangulation of the data. Triangulation is the procedure used to
establish the validity haseen metTriangulation is both possible and necessary because research
is a process of discovery in which the genuine meansiding within an action or event cae
best uncoverelly viewing it from different vantage points (Schwandt, 1989). To further validate
the data, the researcher conducted peer debriefings for each of the case studies.
Coding Process

In order to processnd analyze the data thiatderivedfrom various research data, the
researcher must instigate the practice of codiihgs allows the researcher to make data relevant
and meaningful in the study, which is conducive to a deeper understanding of the réasgarch
allows the data to be categorized, connect relationships between data sets, and forms
commonalities among the phenomenon #ratderived r om each case study. n
categories are tags or labels for allocating units of meaning to the desaipthierential

information compiled during a case study. Codes are usually attached to chunks of varying size
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words, phrases, sentences, or whole paragraphs, connected or unconnected to a spedific setting
(Basit, 2003 p. 144). The codingprocess is cdmuously comparinglifferentdata sets in order
to establish necessary codes or categattes aids in the process of disseminating the data from
research and grouping key points of research into themes that are the basis for hypothesis in the
dissertabn.
Assumptions
The following assumptionsere madeabout this study:
1 The responses received from the participants would accurately reflect their
professional opinions.
1 All participants will answer all opeanded questions genuinely and honestly.
1 The participants will be asked tharmme questions however, based on
conversations, additional questions nb@yaddedo some interview.
1 Participants will not be pressured nor coerced in any way to provide sensitive
information relative to their schodistricts.
Background of Participants
The fifteen participants were selected based on geographic locations and populations. The
rural classification is broken down into three distinct categories in the state of Alabama.
According to the 2010 National Centdf Educational Statistics, classifies a rural area as fringe,
distinct, and remotélherural fringearea was defined by the censissa territory that is less
than or equal to 5 miles from an urbanized area, as well as rural territory that is |emsettpaal
to 2.5 miles from an urban cluster. The distant rural @rdafinedas a rural territory that is
more than 5 miles but less than or equal to 25 miles from an urbanized area, as well as rural

territory that is more than 2.5 miles but less thaequral to 10 miles from an urban cluster. The
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remote rural ares definedas a rural territory that is more than 25 miles from an urbanized area
and is also more than 10 miles from an urban cluBgaticipant backgroundse outlinedn
Table 2 below.

Table 2 Participant location.
Rural Area Distance System Superintendent

NationalCounty Mr. Homerun Derby
Phillies County Mr. Big Pitcher

O'|anhglﬁes BostonQity Mr. Red Sox
BraveCity Dr. Knock a Homa
Marlin City Dr. The Fish
RamsCounty Mrs. Georgia Dawg
: Astro County Mr. Big League
5'|'D2I55t?\;|]iﬁes PadreCognty Dr. Homer Run
DodgerCity Mr. Tee Lasorta
AtlantaCity Dr. Chop Shop
FalconCounty Mrs. Matty Ice
Remote SaintsCounty Mr. Cool Breeze
i 25 Miles Tampa BayCounty Mr. Black Beard
Arlington County  Dr. Dallas Cowboy
Tennesse€ounty Mr. AJ Titan
Credibility

The credibility of this researclhas establishemh an agreement to report valid
information from each participant. The responsibility of the researcher is to be truthful in all
reporting and establish value in the study. In order to achieve credibility, the researcher
performed the following: reviewedita multiple times to capture all important details and
phenomenon that may be present in the research data, triangulate all data, and aligning the
correct data with each participant.
Ethical Conditions

A contractuabgreemenis explaining the purpose of the research and obtained approval

from Auburn University and its Institutional Review Board (IRB)3&410/2018 (see Appendix
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A). The participants signed an informed consent document that informed them of the right to
withdrawfrom participation without penalty, whickas explainedo all of the participants.
Role of the Researcher

The researcher is a doctoral student pursuiAgR. in Elementary and Secondary
Supervision. The researcher interviewed fifteen rural superiatesndhat included one that was
in the same district that the principal works. The primary role of the researcher was to conduct
interviews with the rural superintendents and gather data on leadership resiliency and what
factors can influence the decisitinleave the profession or maintain their leadership position.
Limitations

As the researcher of this study, | will identify roywn beliefs, biases, and values before
conducting the survey and subsequently after its analysis. The study will not incltceuiiets
and observations of other school district personn¢henontextof resilient leadership with
their respective superintendent. Conclusions drawn from this study may or napphydbd
similar cases with rural school district leadership. Adddil studies are needed to add to the
existing research and knowledge on this topic.
Summary

Frommy research with thistudy, it is common knowledge that most reseascfocused
around the urban school settings and urban leadership of those schoo$ system is research
in the context of rural superintendents, but that data is limited in quantity compared to research
on urban superintendents. The 2010 National Center of Educational Statistics defines rural into
three distinct areagboutgeographic loation to an urbanized area or cluster. The position of
superintendent of education has been widely studied but not within the parameters of the three

rural classifications from the NCES. Less is knaegardingrural superintendency and the
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context of ledership resiliency even less is knovagardinghe rural superintendent. This study

will add to the body of literature for leadership resiliency with rural superintendents.
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Chapter IV: Results

This chapter will report the findings from the present gttmhcerning rural
superintendent leadership resiliency. Each superintendentakahterviewedharedhe
experienceshat defined their leadership resiliency and prepared them to assume the
superintendency position. Throughout the study, the reseavelsestble to describe and identify
themes that addressed the following research quesfijrisow rural superintendents define
their professional resiliency, (2) the most I
decision to stay or leave their leadership role, and (3) how resiliency affects the success of rural
superintendents.

The history of the office of superintendent dates back to thel@fiaentury. The
position of superintendent and the responsibilities that accompanied this office were influenced
and directed by changes in economic, social, political, and technologicgleshia theJnited
States. From the earlier characterizations oftedcherader t o t odayés school
roles and responsibilities have grown to encompass not only educational change initiatives but
have also morphed to managers of resouwesf t he | ocal school distric
school district, the superintendent is responsible for ensuring that legislated mandates, policies
and regulations are implemented properly and for providing oversight and support to local
s ¢c h ool sebal, 20B4).orhikrole is in addition to the many roles and responsibilities of
the rural superintenderRural school district boundaries can be geographically described by
their relative locatiorto a major population. The classificaticarerural fringe, rural distant, and
rural remote NCES 2012) . ARThese superintendents diffe

counterparts in urban, town, and suburban locales, as some research shows. Furthermore, their
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leadership inevitably involves challenges that diffem those encountered by superintendents
of school s | nHowleyetralu2014 p.61p)l ac e s 0 (

The purpose of this qualitative descriptive case study is to explore the extent of resiliency
skill sets with the rural superintendents. The knowleafghis could assist in determining why
superintendents decide on an early departure from their leadership position or to continue with
their career. There were thirteen superintendents selected from rural school systems in Southeast
Alabama to participatin this study. This study examined the factorsdiefineleadership
resiliency, influence a superintendentoés deci
resiliency hinders or facilitates their success.

Data Collection Procedures

The datacollection procedures included interpreting and analyzing three data sources in
the study. The three data sources included the followirdeth faceo-face interviews, the
SOLIA Survey, and the Leadership Resilience Profile Survey. All sources akdatded
factors that influence a rural superintendent
how resiliency facilitates or hinders their success, and defines leadership resiliency. An interview
scriptwas developethatwas basedn a preetermined list of interview questions that each
participantwas askedh a faceto-face meeting. The questions were developed by the researcher
to gain insight on how factors affect leadership resiliency with rural superintenaleditisey
were categoriegdby the research questions that guided this qualitative descriptive case study.

The data from the questiongre groupedinder the following: defined professional resiliency,
factors that influence superintendent tenure, and factors that hinder ibatiaesiiccessful rural
superintendents. The questions were designed and asked in a format that would be conducive to

the participants engaging in the interview with the researcher without fear of breach of
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confidentiality and an environment that achievedést and open responses. The researcher
wanted to create an atmosphere of trust that allowed the superintendents to reveal experiences
that helped to build or influence their leadership resiliency.

Throughout the process of collecting data, the-tad@ce interviews were transcribed
and reviewed for common themes. The interview data allowed the resdarabeurately
describe and interpret relifie experiences of the participanihe data from this research was
detailed for each participant and pisied multiple codes and themes. The SOLIA Survey that
was developetbr superintendents was designed to elaborate on experiences that helped to
define each participants leadership resiliency developed throughout their careenslifidne
survey that eachaticipant completed assisted the other research tools in capturing experiences
that defined the | eadership resiliency. AThe
to provide you an individual i z esonetplr2009p.l e of vy
13).
Research Questions

The present study was designed to answer the following questions:

1 Question 1: How do rural superintendents define their professional resiliency?

1 Question 2: What are the most i mportant

thedecisionto stay or leave their leadership role?

1 Question 3: Does resiliency hinder or facilitate their success?
Setting

This study occurred in a southern state with a population of 4.863 million people within a
southeast region of that state that is defined by a region that is generally rural in location. The

interviewswere conductedith 13 superintendents thaere locagdin rural school districts.
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The superintendents were selected becausentbieygeographically locatedthin one of three

qualifying descriptors of rural representing thdégerentlevels of populations. In Alabama, the

NCES(2010) indicates that thegpopulations encompass the fringe rural, distant rural, and

remote rural districts, that respectively within 5, 25, or 25+ miles from an urbanized area. The

superintendents were selected because their school distsdocatedvithin one of the three

classifications of rural.

Participant 6s

Background

Superintendent | Gender | Age | Race Education Years as Year When do

Superintendent | Eligible for | you plan

Retirement | to retire?

1 Female| 40- | Caucasiar Ed. S 6 2018 Not Sure
49

2 Male | 60- | Caucasiar PhD 15 2018 Not Sure
69

3 Male | 40 | Caucasiay Ed.S 1 2025 2025
49

4 Male | 50- | Caucasiar MS 15 2019 2024
59

5 Male | 40- | Caucasiar MS 15 2016 Not Sure
49

6 Male | 40- | Caucasiar MS 2 2022 2024
49

7 Male | 40- | Caucasiar PhD 7 2026 2026
49

8 Male | 40- | Caucasiar MS 5 2020 2025
49

9 Male |40- | African PhD 1 2020 2020

49 | American

10 Male | 60- | Caucasiar PhD 4 2018 2020
69

11 Male | 50- | Caucasiar BS 5 N/A 2021
59

12 Male | 50- | Caucasiar PhD 1 N/A Not Sure
59

13 Male | 50- | Caucasiar Ed.S 1 2018 Not Sure
59
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Participants

A total of 13 participants from differing school distrigiere chosefrom the 64 rural
school districts in the state of Alabama. These participants were superintendents that led school
districts that qualified as either fringe, distant, or remote rafad districts. The
superintendents that participated in this study were made up of one female and 12 male
superintendents. Of the 13 superintendents, five males had earned doctoral degrees.

The experiences of the thirteen participants were told thrthegimterview process using
their own words. The transcriptions of the interviews were analyzed to identify themes for each
research question. In addition to the data collected from thdddaeeinterviews, additional
data were collected from the SOLBurveys and from the Leadership Resiliency Profile (LRP)
that was completednlineby each participant. The LRP included a scale of low to high
resilience strength score that included 11 subscalewénatclassifiedinder the three themes of
leader redience thinking skills, leader resilience capacity skills, and leader resilience action
skills. After analyzing all of the data, common themes were used to centralize individual
experiences and determine how leadership resiliency is developed and diseaesiliency
factors that contribute or diminish the rural
findingsare organizeihto the following sections: how rural superintendents define their
professional resiliency, the most importantfactois at i nf |l uence a superint
stay or leave their leadership role, and how resiliency affects the success of rural superintendents.
How Rural Superintendents Define their Professional Resiliency

The first research question addresses how rural superintendents defines their professional
resiliency. Theparticipants responses were very genuine and able to reveal insights on

|l eadership resiliency from arebasaedngpést superinten
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experiences. The researcher found that the participants provided enough detail for each interview
guestion which in turn established the following themes. The themesdhatievelopetbr

research question one was as folloagositiverelationship with the school board, established
communication with the school board, establishing roles of the school board, supportive

network, making decisions, envision future, and positive outlook.

Positiverelationships with theschoolboard. Throughouta | | t he researcher
superintendent interviews, all thirteen participants agreed that cultivating a positive relationship
with the school board was critical and was very important to establish a collaborative working
relationship with the school boar8eing the chief executive officer in the school distrittvas
critical to develop positive relationships. To implement school board policies, carrying the vision
and mission of the school district, adoptiegearckbasededucational programs, maintainiag
budget and managing staff, all superintendents agreed that to accomplish all of these
responsibilities, establishing a positive relationship with the school board was very important.
Respondent R5 shared how important it was to establish a positivensgh with the school
board:

It isvery important. They are the ones that vote on policy antidkgt items in the
school. Ifyoud o rhéve some level of trust with them, then it can be very difficult to
build the resiliency that one needs to leactho®l system and to be successful at
accomplishing/our goals.

Respondent R11 commented on a current situation that he is dealing with from within his school
district and how a good relationship with the board helps him to deal with that issue. Respondent
R11 shared:

Very important. This situation | have been dealing with, it would be hard to solve if | did
not have a good relationshiButyouknowl can pick up the phone and calhy oneof

them at any time, explain to them this going oyaur district, youknow givemesome
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feedback, what about this person, tabwhatyouknowbecause they will know
somethingAndI have that kind of relationship will all five afyboard members and lif
d i d nnwould be toughYouwould be on an islangiouwould be making decisions in
yourownandit would be a deficit to the level of resiliency tigatiwould need to be a
superintendent.

While establishing positive relationships with the school board is very important, it is critical to

establish communit@n with the school board. Respondent R12 gave a unique perspective on
the superintendent and school board relationship:

| tsérsethingy o u @wags working onButa lot of what we do in education is like

lawn maintenanceY ougo out there and cut grassim yard, and everything looks gaod
andyousay, well 6drone f or ev er é w @dttdbe lback,out thexexdbingw e e k |
again.l t tliessame thing with board relatigns t cobnsmunicating effectively do not

want them to hear any big deals befdhey have heard it frome

Respondent R10 shared how important it is to establish an open line of communication with the
board of education to advert any surprises and keeping them informed of any issues within the

district:

| try to keep them informetltry to communicate with them a létnd| think they
appreciate that. They tolashethe other nightwewill let youknow wheryousend us to
much stuff. They are appreciative of being in the information Map.u Hot alowed to
pole themy o u @otakbowed to ask them their opinion, this is getting ready to come up,
get ready for itl think that becausknever try to surprise them in a board meeting, bnd
appreciate when they o rsdrgrisemein a board meetingAndthat makes meetings o
much smoothér So yea, communication with the boarthlk to them every day | send
them an information document once per day, sometimes three times a day thnoaih e

Respondent R8Isocommented on how he does not like to ssehis board and how board
relationships and superintendent tenure are related:

T h aitdl, 50 manyyoulook at the average life of a superintendent as far as their

career.A lot oftimesi t 28/sto 3 yearsAndso, part of that is because of the
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collaboration and working relationship between the superintendent and the boatd. So,
try to do a goodgob of communicating with theof what is going on. Again, going back
to surprises] told theml d o Hilée surprisesyoud o rlilie surprises. If there athings
youhear, please letneknow andw e @ao the samd.would say fol6 monthsw e 6hace

a good relationship, they could always be better, but they have been good teithiork
talk tomyboard chairman a couple of times per week. The otherlaiaéisto as needed.

Respondent R9, who wasy only African American Superintendent said:

| t tidasworking relationship that we have that Gust that wheh come to them with
something, they know, we need to do this. There is nothing that hasobsg:dawn

sincel have been heré.would never bring them anything that would be voted down. So,
there is this relationship of openness, trust, love, no matter what, we are always going to
be professional. We are not going to be arguing in front of emerydnd not even in

closed settings, we might disagree on some thing$ v&mld say lookl understand and

| e wdiksthrough it, but our relationship is awesome.

The participants all agree that it is very important to establish a positive relationship with
the school board and to establish communication with them in order to build upon their
resiliency as a leader. It seems through the responses of the supenistémateboard members
like to be keptwithin the information loop and that they do not like surprises to erupt when they
least expect itAnd for a superintendent to be successful, the respondents agree that
communication was a skill set that had to besgssed and exercised with the school board.

Establishing roles of theschool board. In order for a superintendent to be able to
increase their professional resiliency, the board of education bassducatedn their roles as
a governing board for thelsool district. Respondent R12 describes the situation that he
inherited in becoming a superintendent of a newer school system and a very young board that
needed guidance:

At the saméimeone of the things thatouhave to do iyouhave to trainyour board. In

order to build uporyour leadershipresiliencyeveryone has to know their perspective
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roles.We 0a tlereeyearold school system d o rhéve a single board member who has
been in this board for more than three years. So, being able to workherthih a
congenial way, teach them what is fair and what is not, and communicate effectively and
well; and get them to learn that communicatibn) aatbigyy piece of the jokAnd
sometimes that takeslot oftime it takes more time thayourealize. Ittakes meeting
them one at a time, for breakfast, or lunctry to do that every month. Sending out e
mails,| had to admonish them, telling them not to replysawe do not have an illegal
board meetingT h a thédlaaw.l can send/ a ¢hé ihformatian but,d o rst&rt discussing
it before the board meeting, that is illeg8lut, these kinds of thingguhave to teach,
butyouhave to do it in such a way thadud o rofiend.

The dynamic of having to manage a board that has five to seven members who may all have

different agendas can be a challenge to manage. They haee#oefully educatetthrough the
legal ramifications of their actions and responsibilities that they toatiee school district.
R1 commented:

| have five different board membgasidthey have five different personalities. This one
may be interested in finance, this one may be interested in athletics, this one may not be
interested in anythingjoukind ofhave to know what they wahthave a couple who

think they can problem solve and telehow to do it. So, thehsay ok, thought about

that, | try to play dumb, and explain with the law tlyatcannot do that, without making
them feel like they are giid. Sot h atlie@ynamic that dealing with the board

separates a superintendent from being a principal. That is the different part.

R3 also commented on why it is important to educate board members on their roles:

Sometimes, board members ideas ariétla but there, angougot tokind ofsit down
with them and reel it in a little bit and say,h anbt@eslly how itworks or this is why
wec a rddthis. Theyustd o rkidotv why we a rdd it this way.Thiscould create a
situation that would ch&nge the leadership resiliency msuperintendent

R5 commented on how knowing roles and expectations up front will help the people that make

up the district to be successful:
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| have been fortunate enough to be able to sit down with board members to discuss their
roeomyr ol es, and everybody el seds role. There
than unclear expectations for board members, teachers, students. If expeetaions

clear upfront, most people are going to try and meet those.

Some superintendents are fortunate enough to have a strong working relationship with the board
thatis built on mutual trust. Respondent R11 stated:

| am very fortunatewehave a good boardhey listen tane andthey trustmeon what
needs tde doneTheyd o rgdestionrmeabout things, but keep them informed, texting,
calling. This relationship helpsieto rely uponmyresiliency in complicated or heated
situations.

Having multiple personalities on the board requires differing levels of education. Some board
members like to have the basic information and some members prefer to learn how education
works and the mandates tlaae requireaf apublic schoolsystem. Alspsome board members
like to learn from different employees on the central office staff. Respondent R7 provided the
researcher with some incite to this interesting dynamic:

| try to keep them up to date with everything. The partnership | have with my@60,
works in conjunction with them as welhave one board member who likes to talk with

our CFO, and other members | can give that elementary explanation, quick to the point.
Supportive network. A superintendent has a critical responsibility in leadingd
growing a school system toward being succes$fube successful in education at any level
administration leadership has to develop a network of support. This network can influence a
systems prosperity and improvement as well as the advancemenatamdtion of a
superintendent by keeping them abreast of current issues. Respondent R12 did a great job in
revealing how important a diverse network can influence the success of a superintendent:

| 6anbbig believer in growing and buildingour network. Andthat becomes critical to

yourgr owt h and our school gangisttliescdosl abi | ity t
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superintendentdés association, CLAS, Auburn
Troy University, AUM, and Alabama Stat¥oustart growing thos@etwork pieced. get

the chance to be in the Texas Bgotfriendd nt ende
out therg andl get text messages from them and talking about stuff and different things;
youjust start getting information and using things ligeoup text messages, usitvgtter

to keep up withv h a happeningAndthen staying involved on the front end of
educationsoyouknow and understand what the issues are. There are thingks that
believewholeheartedlyn going to National Conferences at least every other yedr.m

involved in a group called Century Club 100, that is two superintendents from each state.
So,youmeet at the AASA every yeandi t addiscussion group on issues in education

and hear fronother states and get outside the little echo chamber the state beéardes.

youstart to learn some other things that are helpful and little thyggoad your gun

with. This supportive network assist®in not only maintainingnyleadership resiliency

butit also helps to strengthen it due to the resourcesltbah rely on when needed.

Respondent R6 commented on how the central office staff serves as a valuable resource to help
run the school district:

The main resource is the people arouneg persmnel,mystaff,| have a great CFO, and

a great Association Superintendent. The three of us meet almost every day we talk about
issuesAndmywhole staff, something thhimplemented as well, on Monday mornings,
mywhole staffsits around the tableandwe go around the roopandeverybody tellsne

what they got planned for the week; what they need help with, or if they got a problem or
an issue.

The researcher discovered through the interview process with the participants that some
superintendents incledstate organizations and legal advisory through board attorneys in their
network which enables them to build upon their leadership resiliency. Other sourcesrthat
revealedvere former superintendents of education and current superintendents ofoeducati
from multiple states within their network.

R10 stated:

71



There are a couple of other resources thabuld say benefit or contribute oy
leadership resiliency. There are two state organizationslitlestn on pretty heavily,
AASB for school board tgpssues. | lean on the School Superintendents of Alabama
(SSA) for information on my side of the table; use our board attorney quite a bit, he is
| ocal and does more for our | ocal stuff an
attorney, but he has beenrcschool board attorney for 30 years. Been there a long time,
we rely on him for that, so when we get into something really serious, like a special
education case, we go to a Montgomery for tBat, Henry will do all our local stuff, he
comes to every one of our board meetings,
almost alwayshereand provides us thah e & good resource tod.run a lot of stuff
past him I will ask him what he thinks dis or what doyouthink if that, so he is very
helpful.

R9 reaffirmed this by stating:

| feel thatmyleadership resiliency is stronger wheatilize our state department of

educationl utilize the State Departmeriheyare experts up theré, 6 anfirm believer in

making sure that there is a collaboration with the State Department and our sdhools.

utilize other colleagues who are former superintendents, sitting superintendents, not just

here in Alabama, but in Georgihuse online, everythingoucan think about in terms of

Association of School Superintendents, the Alabama Association of School Boards.
R13 added:

Knowing people at the State Department, knowiryyyendors, being able to reach
outsideand pull peopléné

Making decisions The commorgood for the school district has to take precedent in how
resilient leaders make decisiofiis requires character, courage, and integrity of district
| eadership that 1 s gr ou rddehdractenaredréqueathy geferpedto nci p
a shavingabackbone 6 whi ch r equi r e sthestrergtihof purposeemthc oup |l e d
essential to the concept thie characterIn the heat of controversy and struggle, courageous

leaders remain steady in their principles dnd rfadl prey to the foces that want to deter them

72



from doing what is right. Thegre driverby principle, not theiown attachment to popularity,
position, standing, or security. Nor do they succumb to the advice of colleagues or others if it is
contrary to their values and principtes ( P a etal200% @ 188). ResponderiRl did a

good job in describing the makeapwhat it takes to make the tough decisions that have an
impact on the big picture:

Wheny o u f@aagecwith two opposing viewpoints or sides, and each one has merit; what
yougot to do is figure out what is the right thing to do and dénidwhenyoudo that,

even thouglyouknow thatyoumay offend one group, as longyasifeel likey o u 6 r e
doing the right thing, thehthinkyoucan walk away from ity oumay takeyour hits, but

if youfeel likey o u @omeethe best thing, the right thing to do, thémnk youcan cope

with it better. Being able to work through this process of doing what is right for the
systemyour leadership resiliency maye challengedbut at the end of the daypuhave

done what is rightandyouwill be stronger for it.1 thinkwhat hangs on peopléheydid

not do their homework, maybe they did not consider everything, maybe they did not dig
deep enough in the issue to understand it. Hoermake a decisigrandyourealize it

was not the best decision, but the reason that it was not the best decisoause you

did not get enough information.

Superintendentéds Decision to Leave or Stay
The second question focused on the most factors that influence a superinténsien
decision to stay or leave their leadership role. The responses from the participants revealed
various common factors that would influence the participants to stay or leave their position. The
common factors that influenced the superintendents to t@estay in their position were the
following: Job stress, negative health issues, issues with the family, career burnout, issues with
their finances, feel unsupported, are not being effective on the job, bad board of education

relationships, and loss ofdlelected superintendent position. Factors that would have the
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greatest influence not to retire were still being able to make a difference/job satisfawiioces
were in a good position, good health, love of the kids, and support from all stakeholders.

Job stress.One theme that emerged from theaticipants responses that had the
potential to cause an early departure from their leadership role was job stress. Occupational
stressors can be a direct result of work overload, fiscal responsipéitiggersomd
responsibilities. If a superintendent has not developed methods to deal with occupational
stressors, then the daily responsibilities of the job could cause a superintendent to leave their
profession.

R11 has been a superintendentfioe years; he feels that occupational stressorsaan
a personb6bs emotional and physical well being.
early departure from the position:

| would think that most superintendents would say that the stress esglpse of the job
wearon youemotionally and physicallyAndso,youget to that point iryour career
whereyoucan retire, and it becomes a matter of gaido thejob if youcan stay with
it, and what is the job doing tupersonally. Whais it costng youin emotional and
physical terms?

R4 addedl always worry about that, even because there is so much stress in the rural
system just because of the money factors.

Health issues.Participants (R1, R5, R7) commonly reported that health would be a
factor that could lead to an early departure from their role. The occupational stressors on
superintendents over a lopgriodcan have negative consequences on their emotional and
physicalwellbeing. Participant R1 stated that not only Inesilthbut the health of her family
could also have the greatest influence on her decision to leave her position early.

R1 commenteddealth issues, husband had health issues, a family member that had
health issues.
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Family Issues.Participants (R1, R2, R3, & R7) all responded that family issues would be
a factor that could lead to an early departure from their leadership position. Participant R3
responded specifically about a need to provide additioma! tor his children.
R3 statedHaving children entering college around that time and freeing up time for
them.
Burnout i The responsibilities and probl ems i nh
schools are wide in scope and vari€gten superinéndents must lead in an environment in
which theyare isolatedwhere the responsibilities are numerous, and where they have limited
number of aliesand upportso (LitchR%®p2.Fenzel, & Pol ka
R4 provides a specific example of the describadhsiin that could lead to career
burnout below:

Burnout, probably something that everyone approaches one day in the fathvays
worry about that, even because there is so much stress in the rural system just because of
money factors.

Respondents (RR6, & R11) all mentioned that burnout could also be a factor that
would have influence a decision of leaving their position earlier than planned.

Finances.Finances seem to be an ongoing issue within the education system that is
driven by federal budgeuct s and growing state mandates. MnFe
Districts are hard pressed to raise additional local fulwld states are making deep cuts in their
shareof K12 education fundingé. When districts hayv
professional development opportunities, reduce support services, and end effective programs like
dropout prevention, students are bound to suf

R4 discussed how financial issweslead to stress within thenal school system below:

75



| always worry about that, even because there is so much stress in the rural system just

because of the money factors. We are not an Enterprise, Houston County, Dale County,

or Dothan City.| am trying to find the right amount ofomey to make the system work.

R7 discussed how finances could be a factor to influence him into a decision to leave the

profession early or not below:

Youknowl thought about that, even whewas doingmydissertation. Ultimatelyl, think

it comes downa financesYouknow finances caheif | can adequately provide fony
family, and even in retired lifé,can function and not a wealthy or extravagant way, but
where we can be happy, ahdan do for futurggrandkidsand these type thingBut|

think finances would be the number ehimgif | could financially afford to retire to get
out of the profession.

R10 addedt am going to retire in two years. There are frustrations with the positions
that are ongoing, that foud i dhavie & mind toetire, like finding issues, community issues,
stuff like that.

Board relationskupport level. The dynamic of the relationship between the
superintendent and the board of education can have a direct impact on the tenure of the
superintendentandthesusce of school system. The key to
establishment of a collaborative working relationship with the school board that is founded on
consistent communication.

R9 responded with the superintendamdthe board is similar to marriage andthat
relationship can dictate when a superintendent may need to leave the system due to fit. R9
provided the following analogy:

| would say if things were different with the type of board ktinatve. Ifyouknow, ifl felt
like we were notmmthe same pag®€re not going to agree 100%, butlifelt we were
not moving cohesively together as a teamould feel like that would be enough.
Because, that would be noticeable to the community, to our kidse to always remain

true tomyself | never want to be in a situation wheret ndétsa good fit. So, there is a
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great sense of humility that comes witby knowmy philosophy in life is, the higher one

goes in life, the more humble one must become. Witmaaitity, youhave to know

when it might not be a good fit, or marriage. Becalude believe that being a

superintendent and working with the board and having that board governance,

|l eadership team, that is a marri agudave And i
to dow h a in thes best interest of children and allow them to find someone else who is

the best fit.

R12 also reported that if he felt that the board did not want him in that leadership

position then he would have to leave this position withftiiwing:

| guess if they did not wante | have never been anywhere that they did not went
have been here a little over a yeandl d o rséetany reason thatam going to leave
here anytime soon. We have gdot ofwork to do anda lot ofgrowth to accomplish.
And| want to make sure whatlowhenl do leave, that there is something that we have
done.

R2 reported that building trust and keeping the board informed is the factors that make a
superintendent successful and that relationshi@tfant your decision to leave or stay in the
position.

We have an excellent school board. We have-msixber elected boardndthey are

rock solid. They understand what their role is and theynkebe the chief executive
Beingaroundmycolleaguesl hear horror stories about working with different board
membersw e Ojustenever had that heréthink successful superintendents spanot of

time working with their board members and making sure that they are informed first and
foremostl t réally critical and important thatour truthful with them, becauseybu

want them to turryoulose to be chief executive, then they have to yaustl t afi gbout

the relationships.

No longer effective. Three of the rural superintendents (R4, R5, R8) reported that if they

could not be effective or felt that they were no longer effective in their role, then they would

consider leaving their leadership role.
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R5 commented on a factor that would cause hitadge his position earlyf | found that
| was not effective anymore ahdias not able to lead our school system effectively for whatever
reason that would be.

R8 responded: would say that being effective.imyeyes, iff d i dfeeblikel was being
an effective leader, thdrwould think inmyeyes that it was time to do something else.

Loss ofelectedposition. There is a growing debate in Montgomery about the validity of
having an elected superintendent compared to selemted superintendent. gioof the thirteen
superintendents that participated in this research were board appointed superintendents. There
were a few individuals that were elected superintendents, which are always thinking about
campaigning for reslection to the point that it walse one factor that would cause the
superintendent to leave their role earlier than wie originally planned

R6 did a good job of explaining his situation and an alternative plan in case he was to
|l ose an election for the superintendentds pos

The only way thatwould leavemycurrent position would be to lose the electibam
an elected superintendent. In 2028m up for reelection and| am running for re
election. Ifl lose,l would be placed somewhere in the system bedaarsea tenured

employee antlam not going to leave home.
With factors that would have the greatest

in their leadership position, seven of the thirteen superintendentdriterviewed said that
being ablego make a difference would be a factor to make them stay in their current position.

R1 stated:

| feel likel still have something to givefeel like that)] meanl do. Thisis my 26" year
sol could technicallycouldretire, butl feel likel still havea driveto make things better.
| Overy driven.

R2 talks about a culture that Hasen developednd how his team works well together.
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| believe that we have a very good culture here at Pike County. The leadership team here
is a very strong leadershipam. We work together wall,t aGpsofessional, very

professional group and they all, we all share the same set of core values and a
commitment to kids.

R3 also talks about the love of his school sysfEne. love of this system, and that 6 s
small enoud thatyouknow everybody, t edsy to get along.

R4 discusses being able to provide for his system and making the community happy is a
factor that would influence him to stay in his position.

Success. Making sure that schools get what they need, Entb advovide that is a big
thing. Thisbeing an elected position, not being appointexknowl have to answer to
the people, not the board so muéimd,when the community is happyam happy.

R5 also stated for a factor that would have the greatistnce on a decision to stay in

his current leadership positiolif. | feell was beingeffective, and felt likew e Gachgeving our
goals and heading in the right direction, that would insjpireto stay.

R11 responded:think that anybody would lpe that the job their doing is helping to
contribute to a positive outcome in the school systdrat your having an impact on the
educational system, on the kids, that your hopefully doing good work.

Another factor that would have the greatest influencéheir decision to stay iacurrent
leadership position was a good finana#bation thatvas commonly stated by participants (R1,
R3, R6, R7, and R11).

Participants (R2, R3, R4, R8, R11) all commented in their interview that good
relationships with tair boards of education and support from the board and all stakehokters
a factor in determining if they would decide to stay in their leadership posvimmeover,one
participant (R2) stated that the love of the kids was a major factor that wtug&hue his

decision to continue the superintendency position.
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How Resiliency Affects the Success of Rural Superintendents

AEven in the toughest of times, educationa
to recover, learn from, and developmentatigture when confronted by chronic or crisis
adversity. This definition of resilient leadership rests on a solid foundation of reseeeth
principles and strategies to support | eaders
(Patterson et gl2009 pp. 3-4).

Experiences. The rural school system offers some differing characteristics that urban
school districts may not present that make for a more formidable leadership challenge from the
superintendentds perspective. The rtiomoithe super
student body comprising of a lower sogiconomic classification that a lot of other school
superintendents do not manage. Another factor that rural superinteadeaigposetb is the
scarcity of resource3hisforces the rural superintenuteto preside over all operational activities
for a school system. Arnold (2000) provided some insight of this characteristic as the author
revealed the lack of a mithanagement level required the superintendent to handle the brunt of
all operational decisns, andsome smaller superintendents will find themselves serving in
multiple capacities that include but not limited to curriculum director, school principal,
transportation directpandathletic director. Rural superintendents hold a {pgtfile job within
their respective school communities thet compriseof relationships with stakeholders that are
on a more intrinsic |level than compbmeted t o a
create a leadership work context that is difficult, especially with the current push toward higher
academic standards and advanicenl r ma | | e a etrali, 201 @. 2)(Irrocder foerural
superintendents to become resilient leaders thkéragositive impact on their schabstrict,

they must commit to establishing goals treuiredistrict reform, strong relationships with the
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school board and all community stakeholders, be able to manage constructive confrontation, and
create resoursethat will require a vast amount of differentiated experiences.

R2 contributed that his life long career experiences as an administrator has helped him
achieve success and establish himself as a resilient superintekitlerperiences in my career,
23years as a central office administrator and 9 years as a building level adminiggator
creditedfor all successes and the foundation that it has provided for my leadership resiliency.

R11 reported how experience can tegahresiliency and how to handé®ntroversial or
difficult situations:

Typically, what it does whdn 6fated with a controversial situation, it forceseto have

to get up to speed. It forceseto have to become more aware of what the real issues are,
andt h awhatls 6 aonstantly haing to tell our folks. They know typicatlyey're not

going to get a quick decision outrak | 6going to make them waand| try to get

them to do the same thing. Do not make a rash decisionyoakéme, soyouknow
everything; it goes back to that information, tigatir gathering all the informationThis

can testyour resiliency butif youtakeyourtime and think the tough situatidimough

most of the timegouwill make the right decision. Controversiatigtions affecyou
emotionally andyouget tunnel visionAndt h athie@verstthing whenyouget tunnel

vision in a tough situation. It can make it whgre u ot tlenking clearly, wherg o u 6 r e
not seeing the big pictuream having to constantlybkc up t o t he 30, 00060
what isreally going on here in this controversial situatidn.6the big picture persan

andl am constantly trying to get people to back up and see the big picture, so it forces
meto do the same thing. There is a temptatwhenyouget angry, whey o u @éndee
personal assault, to narroywour view, to get angry, this comes with experiencgcas

get older,youget burnt few times.

R10 commented that the complexity of being a superintendent is the toughest job in the
system that requiregou have to be aware of all the moving pieces and power structures within

the system to be successful:
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There are complicated things that we find ourselves in that has so many moving parts,
thatyougot toreally understand all those mang parts, to not get ambushed on the back
side of it. The complexity of the job of superintendent is diffémantany other job in the
school systen¥ougot to be aware of where the power structure is in the city, how to

work through those problems, agdt everyone owour side and make them think it was

their idea.

R7 shares how his experience as a Marine helps him to make tough decisions as a leader

and rely oryourleadership resiliency:

| go back to the days | was in the Marines. Agailgt oftimesyouwant to make good
guality decisions, butouc a roet analyze it. Being resilient will aid your ability to
make tough decisions quickliyhave noticed lot ofadministrators over the years,
before they make decisions they want to pulleopolicy manual book, want to talk to
85,000 people, they want to sitiband think on it. When people want decisions they
want it quickly yougo offyour common sense, gumstinctlay of the lawYouget to
know whaty o u tdymgeto accomplishl think that challenging situationmmakea person
a better administrator, a better decision maker, to a dedrean also see how it can
adversely affecgou, it can adversely weigh groubecause when there is not a quiiek
it does weigh oyou Whenyoumake tough decisionandthey are complex,think it
does makgoubetter.

R8 added:

Youknow wheryouhave to make tough decisioh$ope that it helpgou Becausé

|l ook back at tough decisions | havteto mak
things that you rememhendthose are the thing that you leainom. Hopefully, those

will assistyouin being resilient and in the future, in making decisions.

R1 focuses in on what needs to be done for the system to experience success through
leacership resiliencyt believe being able to make tough decisions and continue with what needs

to be donas key in sustaining a healthy lifestyle while being a superintendent.
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Being Positive.A resilient leader is a leader ttandemonstrate an optimistic positive
out of a negative situation, and they maintain high expectations that something good can come
from the adverse circumstances confronting them.
R3 talked about how he feels that showing a positive attitude throughotivaegations is
how resiliency facilitates his success:

Showing a positive attitude during adverse situations/circumstances, mentoring other
leaders with this style imydistrict, continuing relationships with others that have
experiences to lean onrfadvice, and relying on the resiliency that builds over time in
myopinion, is how am successful.

R4 also reported that resiliency facilitates success through being positive in negative
situations:Resiliency facilitatesny success by being able to madasitive decisions our of
negative situationdhave al ways been a dgl Amdyuciasrsibd | f f ul
time in situations thagouhave no control over.

R6 shared three points in how leadership resiliency facilitates his success as a
superintendenti always begin and end with a positive, always maintain high expectations, and
putmyseli n t he ot her personés situati on.

McMahon (2006ktated that a relationship between flexibility, a belief that change is
normal, an interndbcusof control, and personal resilience. He also stated that leaders who
develop a capacity to selight during times of adversity are more likely to overcome obstacles
and achieve success. A positive attitude during difficult times can simultaneously promote
personal health and serve as a professional example to both colleagues and educational
stakeholders alike (Farmer, 2010). Superintendents are forced to make tough decisions that will
affect the future of employees, students, and have lasting effects sshtdw system.

Resiliency is the ability to make these decisions through tough times, stick to sound principles,
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l earn through those experiences and maint ai

provides educational leaders with the opportunity toleh in context the very behaviors that

they seek to develop in their subordinates. Obstaclebecamadento educational objects that

are used to demonstrate resilience and thereby allow the educational leader to earn authentic
respect from organizatiohstakeholdels ( F a r mp. B).,Six@upefinfendents (R1, R2, R5,
R8, R9, R11) made comments through the interview process that exemplifies the model of
resilience thais displayed by successful superintendents.

R8 states three points that can afteet success of a superintendent during tough times:
Youcannot be successful in the role of superintendent without being resilient. Difficult decisions
have to be made right or wronig.t idportant to be able to bounce back in tough times.

R1 addedAsa superintendentyouhave to make tough decisions and be able to continue
with what needs tbe done

R5 simply believes that in order to be a successful superintendenatiatesiliency has
to be groundedn principles inyoureveryday lifeé¢ f ol | owi ng and | i ving

R9 claims that trying to learn through all experiences helps to be more resilézmt
from negative experiences, as there is always something good or meaningful that comes from
them which helps in develog resiliency.

R11 is in the opinion that envisioning tbhetcomesof difficult situations will facilitate
the success in being a resilient leadéelieve that iffoucan seg/ourway past a problem to the
eventual outcomegpouare more likely to beconeesuccessfylresilient leader.

Communication. Communication is imperative for the success of a superintendent of
education. When a superintendent embraces the skill set of beconsifigcéime communicator,

the byproduct is a positive influence on school culture, academic progress, and increasing the

84

n

by



capacity as a resilient leader. When communication produces mutual understandings, mutual
influence, negotiation, openness, credibility, andtinussitive organizational development
becomes probable (Toth, 2000). Superintendents that establish a consistent open line of
communication can stay engaged with their school system and be an effective problem solver
and build upon their leadership resiicy.

R7 embodies the essence of the importarfi@stablishing communication to solve
organizational issues while building a network of support. The following response was in the
context of his opinion about how his level of leadership resiliency hdisafee his success as a
superintendent.

| never quit any issye find solutions and motivate others by being a resilient ledder.
have an opetoor policy with an open line of communication with all. The staff and
family support element th&have inplace is very strong.

Participant R1Xevealed in his interview that a situaticould force you to be selective

in the information to give and to withhold. He also describes how he likes to include all actors in
receiving information when dealing with a situation, and he finishes with his thoughts on how
social media can cause problems while trymdeal with certain situations:

Sometimegouhave to decide whabutell folks and whayoudo not tell folks. Wheh

have a situationl, try to bring in the people closest to the controversym bad about
forgetting detailsyoumight tellmesome étails todayanda month from now might
forget those details. If 6 goea problem in a school, typically the first thing thatill

do isto sit down with the principal. If there is something thab iveard about, he may

not have hear@ébout Anykind ofcontroversy, and kind of a situatiamsuallyfirst place

| am going is thaprincipal. Becausé feel like they are the closest to the situation, and
they should be the most inform&uit, sometimes they are not, sometirhksow more

than they doAndyouknow, we both have to get up to spdditte to talk to theml like

to get their perspective like to be aware of the big picture, all the people, all the actors

that are involved. Is it parents, is it community folks, is it a problemywitinstaff, give
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methe whole picturel guess t niysature | cannot help it} am constantly stopping

them and saying, tethethat again. Becausé had to do that witkkidswhenl would

grab them in the hall, because there would be so many angles with the stdryatlait

not keep up with iButl thinkt h aimhpdrgant ify o u goingeto get th@ictureify ou 6 r e
going to get the story dowyigugot to hear it and understand ify o u lday,&and there

is a tendency to be lazypujustkind ofhear whatyouwant to hearY ouwill make the
standard cookie cutter respongerdthat might bealright, it might getyouby, and there

is a temptationto dothatbecause sometimes thas minutia thaoureally do not want

to getinto. Butthen sometimes$,am selective on whatvant to know. Sometiméesell
them,d o nell mmel d o nvartt to know. People are bad about coming tontelivh at 6 s
on Facebook. If a board member sengssomethingl will look at it, but my people, |

d o nvart to knowl d o rdéat with social media to muchly people know thatd o n 6 t
give it to much credenceknow it can become an issue, gatigot to doyour
homeworkyouhave got to talk tgour people.

R11 also added how communication is important in dealing with changes within the
school district and building leadership resiliency with their building level administrators.

Youknow, there is always going be changesituations that come upadt are stressful.

If I 6ot in tune with what is going on in the schdolp not going to have a clue how to
help them negotiate thdttry to keep an open line of communication vty
administrators.Y ouknow,mything to them if there is somethingthises to the level of
whereyouthink it is going to involvene or the board, lemeknow up front. Because the
principal is going to need helpe is always going to have to have a sounding board,
have somebody to talk. Thisnot only aids in devepingmyresiliency, but it also helps
to develop their leadership resiliency through district leadership support in tough
situations.

Qualitative Support for Themes Developed from Interviews and Surveys
In the role of being an educational leadkereare three key skill sets that ameicial for
a superintendent to project as a resilient leader. These three skill sets are resilient thinking skills,

capacity skills, and actions skills. églucationthere is a consistent dynamic of adversity that
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will have tobe dealtwith at some level. This dynamic canat regulatedh intensity, but the
superintendent does have the freedom to decide how they will think about the situation that faces
them in their leadership role. In order to make the best decisian academileader the
superintendent has to gather various sources of information from seiierantlevels in order
to fully understand the situation and make the best decision that will have a positive impact on
t he school diasldrsrdenmnstrate@riRoptsnistic vievrabhebatispossible.
They strive to make something positive out of a negative situation, and they maintain high
expectations that something good can come fro
(Patterson edl., 2009 p. 9).

Pattersoret al.(2009) stated that adversity is virtually inevitable. The option that occurs
is the way the superintendent decides to act on the adversity that is occurring in the school
district. How the superintendents decide to nganthe situatiois dictatedoy the level of
resilience capacity that the superintendent possesses. The capacity skills set that a superintendent
possesses determined by the experienceatbatevelopethroughout their academic career.
Pattersoret al.(2009) alscstates, that resilience capacity is elastic over time and through adverse
situations they build upon their success in dealing with adverse situations and expand their
capacityto weather future storms successfully

In order for a superintendeto become successful, they have to be able to deal with
adverse situations and be able to endsalklagea nd under st and those compl
leader can demonstrate satisfactory resilience thinking skills in the form of realistic appraisal
aboutwhatis happening now and what is possible in the future. The leader can draw from an
ample capacity of personal values, personal efficacy, personab@eli, and personal support.

Butif the leader does not act on the courage of conviction, especiaihgdlifficult times, then
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everythingelseigp ust t al letal., 2008 pd. 10-&1). A successful superintendezdn
display confidence in adverse situations and display action skills that are made up of
perseverance, adaptability, courage, andg®al responsibility in the decision ttzae made
during these difficult decisions.

With each researcfuestion there were various themes discovered terte categorized

under one of the three skill sets requiredwicessfylresilient superintendés (See Figur@).

Leader Resilience Skills
Adversity Strikes
Skill Set: Thinking Slll= 5kill Set: Capacity Skills Skill Set: Action Skills
Understanding Reality Personal: Perseverance
Envisioning Future Possibilitias alues idaptabﬂit'.-'
Efficacy Courage )
Spirituality Perzcnal Fesponaibility
Support Base
Phyzical Well-Being
Emotional Well-Being
Successful Outcome

|

Increased Resilience Capacity for Future Adversity

Stronger Values
Stromger Efficacy
Stronger Support Base
Stronger Well-Being

Figure 2. Leader resilience skillAdaptedf r om A Resi | iIFemtT lureauwlee rsthi Pi m
Patterson et al.2009.
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Quantitative Support for Themes Developed from Interviews and Surveys

Overall the Leadership Resilience Profile survey indicates that superintendents in
southeasterAlabama view themselves as having a higbderate level of resiliency skill with a
full-scale total average score of 38.2 across all subscales within trencesgirength score
continuum. Superintendents report they believe they are resilient in the following subscale
groups thatevealthe mean subscale score and the standard deviation for that sub3eddkein
2.

Table 2. Subscale Item Statistics

Resilient Skill Subscale Mean Std. Deviation N
Thinking Skills Optimistic 18.00 1.414 13
Future
Thinking Skills Optimistic 17.68 1.548 13
Present
Capacity Skills | Personal Values 17.92 1.441 13
Capacity Skills Personal 17.23 1.423 13
Efficacy
Capacity Skills | Support Base 17.54 2.106 13
Capacity Skills | Emotional Well 16.69 2.359 13
Being
Capacity Skills | Physical Well 15.15 2.154 13
Being
Action Skills Decision 17.69 1.548 13
Making
Action Skills Personal 18.08 1.553 13
Responsibility
Action Skills Adaptation 17.46 1.854 13
Action Skills Perseverance 17.54 2.106 13

Item-level data from the study provided support for several items identified from the
interview data. There were three themes derived from this study that were consistent with
previous studies on leadership resiliency. Those three themes were: Thinking SkillgtyCapac
Skills, and Thinking Skills. Each theme is supported by various subscale groups that reveal the

characteristics of a resilient leader. The subscale groupsé¢natderivedhrough this study
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included: optimistic future, optimistic present, personales, personal efficacy, support base,
emotional welbeing, physical welbeing, decision making, personal responsibility,

adaptability, and perseverandable 3contains the tables differentthemes and their

supportive subscale groups. The tablesreihe items means and standard deviations across the
subscale as a whole.

Table 3.Descriptive Statistics

Theme Mean S.td'.
Deviation
Thinking Skills 17.8462 1.12518 13
Capacity Skills 16.9077 1.29516 13
Action Skills 17.6923 1.47956 13

The results from the LRP survaye base@n a conversion scoring system. In accordance
withp ar t i cesporessesteach subsdalscoredn a5-pointLikert scale. The highest
possible score for each subscalBiie and the lowest being one. Accordito Pattersoet al.

(2009), the Leadership Resiliency Profile evaluates resilient strength for each subscale using the
following scoring system: Low 1421, Low Moderate 2232, High- Moderate 3243, and High
44-55for a total averaged score acrossddliquestions.

Resilientthinking skills. The leadership resiliency begins with a leader that incorporates
optimism in their thinking. In order for a leader to have the capacity to possess optimism, they
have to be able to think about the currentreatityda t he fut ure. AThe first
process begins with how you think about reality. Resilient leaders want to understand, as
comprehensively as possible, what is happening around them right now. They want to know the
bad news and the good new$ie second component of resilient thinking by leaders consist of
how they envision futurp 0 s s i b PaltersonieealR@09 . 162). Evenwithin the dynamics
of adversity,an optimistic, resilient leader maintains a positive outlook of a dire sdgnaFrom

the results as stated within the descriptive statistics of this study, optimistic future and optimistic
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present had a mean score of 17.8462 and a standard deviation of 1.12518, which scored within
the high range of the resilience strength scorginuum.

Resiliencecapacity skills. Wi t hi n t he superintendentds pos
dynamic that will happen is the onslaught of an adverse situation. The leader of the school
district has a choice in how they will respond to the adverse situation. According to Paterson
al.(200) , a | eader 0 s dateersnediow srang the leadep raspands within an
adverse situation. The resilient leader that experiesbesrsitygrows their resilience capacity
when they successfully navigate to a positive solution. Resiliéapacity Skills consist of the
following subscale groups: personal values, personal efficacy, support base, emotienal well
being, and physical webeing. The participants of this study scored a mean of 16.9077 with a
standard deviation of 1.29516, whicted all the participants on average in the ‘mygiderate
range in the resilience strength score continuum.

Resilienceaction skills. The unique characteristics about this resilience leadership skill
setaret hat 1t requires tdle Illteaideraltlo, aowatl kt H e ed a
|l eader takes that define their | evel of succe
thinking skills in the form of realistic appraisal abattatis happening now and what is
possible in the fiure. The leader can draw from an ample capacity of personal values, personal
efficacy, personal welbeing, and personal suppdiowever.if the leader does not act on the
courage of convictions, especially during difficult times, then everything glsetis t t al k O
(Pattersoret al.,2009 pp. 10-11). Theresilience action skills within this study consisted of the
following subscales: decision making, personal responsibility, adaptability, and perseverance.
Within the resilience strength score continugarticipants of this study scored a mean score of

17.6923 with a standard deviation of 1.47956 on the subscales, which fell within the high range.
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Summary

This chapter provided the findings from the SOLIA Survey, Resilience Strength Score
Continuum from the Leadership Resilience Profile Survey, awleéjoth faceo-face interview
guestions. The resultgere categorizethto codes and themes from the varisosrces of data
thatwas collectedThe factors that influenced the resilient skills sets of rural superintendents
aligned with data thavas discovereth the three pieces of data thatre collectedrom each
superintendent. The only outlier thvahs digoveredthrough research was from the fdoeace
interviews, which revealed that some superintendegate electedhto their position and some
were appointethto their leadership position.

The SOLIA Survey provided data on general background infoaomé&tr each
superintendent, factors that influence their decision to retire or not to retire and contained data
from short answer questionsgardingheir leadership resiliency. The results of the survey were
consistent with the faet-face interviewso what made up each superint
resiliency, what factors influenced superintendents to retire from their leadership position and
what factors influenced superintendents to not retire from their leadership position, and how
leadership resiincy has developed them into the leaders that they are today.

The participants of this research made comments through the interview process that
exemplifies the model of resilience thatlisplayed by successful superintendents. Experiences
throughout heir careers played a big role in the development of the leadership resiliency that
they reflect today in their leadership position. Six superintendents (R1, R2, R5, R8, R9, R11)
made comments through the interview process that exemplifies the moddieicegshatis
displayed by successful superintendents. This finding confirms that leadership resiliency is the

main characteristic of successful rural superintendents.
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Most of the thirteen superintendents that participated in this research were board
apminted superintendents. There were a few individuals that were elected superintendents,
which are always thinking about campaigning feekection to the point that it was the one
factor that would cause the superintendent to leave their role earliavhladwas originally
planned Thiswould be a unique dynamic to focus on for further research.

The interview process revealed several factors that influenced leadership resiliency with
rural superintendents. The common factors that influencesugherintendents to leave or stay in
their position were the following: Job stress, negative health issues, issues with the family, career
burnout, issues with their finances, feel unsupported, are not being effective on the job, bad
board of education reianships, and loss of the elected superintendent position. Factors that
would have the greatest influence not to retire were still being able to make a difference/job
satisfactionfinanceswere in a good position, good health, love of the kids, and sujppm all
stakeholders. The participants responses were very genuine and able to reveal insights on
|l eadership resiliency fr om arehasedngastegperercesi nt e n
which in turn established the following themes: positiglationship with the school board,
established communication with the school board, establishing roles of the school board,
supportive network, making decisions, envision future, and positive outlook. Through the
researclprocessit was discovered thaesiliency affects the success with rural superintendents
in the context of past experiences, staying positive in all situations, and the importance of good

communication.
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Chapter V: Conclusion

This study sought to examine how thinking skills, capagitilts, and action skill sets
required of rural superintendents affects their success in the context of leadership capabilities.
The study explored the factors that influence leadership resiliency and the challentyes that
administratiorfaces in leadaship roles with rural superintendents in Alabama. It is the hope of
the researcher that the voices of the rural superintenaientseards well as future research can
be conducted to educate educational leaders about the challenges that affect gtegeader
resiliency with rural superintendents. The investigator also provided folfpguestions to the
superintendents as part of gathering additional data for this study. This chapter presents a
summary of the study arideimportantconclusions drawn frorthe data presented in Chapter 4.
It provides a discussion on challenges that rural superintendents face as leaders and experiences
that can reveal factors that can facilitate further research.

A descriptive case study approaghs utilizedfor this researh. Evidencevas collected
from multiple sources that included a SOLIA Survey, a Leadership Resilience Profile Survey,
and indepth faceao-face interviews with thirteen superintendents from various rural Southeast
Alabama School Districts. Themes emerfredh the data collection processdthat data was
used to form the analysis that is in chapter four of this study. In chapter four, the researcher
summarizes the key findings from the data, presents factors that influence leadership resiliency,
and discsses the findings from the data that is analogous with the conceptual framework of this
study, and presents possible ideas for future research.
Overview of the Leadership Resiliency of Rural Superintendents

School reform over the last several decadesrtade a profound impact on the roles and

responsibilities of the school superintendents within the United States. Today the superintendent
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must be able to perform the duties of a teadletolar, which will require the capacity to lead

not only administratis but teachers in achieving academic goals set by the diStristequires

a superintendent to providevesion and mission that may demand the characteristics of a change
agent to advance student academic achievement and student outcomes. Sup#siitetege

215 Century must also serve in the capacity of a manager. The superintendent does serve as the
CEO of a school district with the roles and responsibilities of managing facilities, fiscal
operations, personnel issues, and school district bydgeile maintaining academic

accountability, along with fiscal accountability and implementation of federal and state level
mandates. With the multiple dynamic relationships tiagé to be maintainedavith school

boards, local communities, and the depanind education, the superintendent has to serve as a
political leader. The level of success the superintendens lasedn the ability to vitalize

these relationships to focus on the academic and business goals of the school district. In dealing
with all of the previously mentioned entities, the school superintendent must also serve in a
capacity that resembles a social scienfibts requires leadership that can use multiple forms of
data and realize how that affect the school districtraakless decsions based on this data that

will improve theacademicsuccess of the school district. The single most important form of
leadership that a superintendent must possess is being an effective communicator. This
characteristic is mandatory for a successfpkesintendent to manage and accomplish

educational reform goals while using vast amounts of data and working in the idiosyncrasies of
collaboration. The differentiated roles of the superintendent require specific leadership practices
and approaches. The alisuperintendent faces different challenges in the context of leadership
that is faced by urban or suburban superintendéftde faced with the same challenges of

being a change agent for positive outcomes, the rural superintendent has the burdergof dea
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with a school district that may be defined by a high population of poverty and low economic
resources, have to manage multiple responsibilities, and are more accessible to the local
community compared to that of urban or suburban superinten&eiirg.the sole leader of
education in a rural setting carries the sole responsifolityuccess or failure within the school
system. In order for rural superintendents tebecessfylthey must possess a level of

leadership resiliency that will carry thehrough difficult situations that can aridaily.

Patterson et a(2009 stated that in the toughest of times, educational leaders consistently
demonstrate the ability to recover, learn from, and developmentally mature when confronted by
chronic or criss adversity. This definition of resilient leadership encompasses the thinking,
capacity, and action skills thate requireaf a successful academic leader that struggles through
adverse situations and produces growth with a positive outcome.

The dynants of having the capacity to reflect resilient leadership as a rural
superintendent included the following themes, which vagresitiverelationship with the school
board, established communication with the school board, establishing roles of the school board,
supportive network, making decisions, envision future, and maintaining a positive outlook. The
common factorshatinfluencedthe superintendents to leave or stay in their position were the
following: Job stress, negative health issues, issues with the family, career burnout, issues with
their finances, feel unsupported, are not being effective on the job, bad board of education
relaionships, and loss of the elected superintendent position. Factors that would have the
greatest influence not to retire were still being able to make a difference/job satisfatdiores
were in a good position, good health, love of the kids, and sufppm all stakeholders. The
factors that contributed successful resiliency with rural superintendents were experiences, being

positive, and communication skills.
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The major findings from this study were the following areas: positive relationships with
all stakeholders, networking/ support system, finances, job stress, experiences, communication,
stakeholder roles, and being effective. A common theme that the majority of the participants
related to was that a strong support system was vital to the rueaksupnt endent 6 s succ
their capacity to develop strong leadership resiliency. Rural superintendents must possess or
develop interpersonal skills that are conducive to building strong stakeholder relationstsps.
is required for superintendents teveélop support in decisions that affect the school district in
the context of school policies. ASuperintende
constructive relationships with internal stakeholders may place themselves in an unfavorable
light with school board members, and possibly position themselves for nonrenewal of their
employment contractsorpushn duced depart urpelBs\WhefaTekni epe, 20
superintendent develops those relationships with stakeholders, they are makintgantong
investment intdhecommunityand establishes interrelationships tmatkeeveryone involved to
feel like a valued team membédiis body of work looks at retention in the context of how it
affects the capacity to develop leadership resiliency with ruratistgedents.

The next discussion in this chapter will consider the distinct discoveries for each research
guestion. It will also reveal how the data from the research is interrelated to the data from
research thas locatedn chapter 2. Themes and codesre identifiedrom the data of thirteen
interviews which answered all three of the research questions.

Question 1: Howrural superintendentsdefine their professionalresiliency?The 13
participants of this study all agreed that superintendent andlduberal relations were the most
important aspect in defining their professional resiliency. Throughout théddaee

interviews it became quite obvious that school board relations were important in the context of
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their success as a superintendentalsd the success the school district. The superintendent
is the acting CEO of the school district. They perform multiple job duties throughout the day
that encompasses an immeasurable amount of responsibilities. These responsibilities include but
arenot limited to managing transportation, curriculum director, testing coordinator, school
district finances, media liaison, communicator, and instructional leader. The other underlying
responsibility that goes along with the daily operations of the supedent is that of board
intermediary. AThe superintendent is responsi
recommendations regarding district operations, and setting the board agenda. It is interesting to
note that while the superintendent does pigdite in board meetings, it is in an advisory
capacity Finally, the superintendent is responsible for enacting all mandates approved by the
school b o et al,d2015 . 3V eéniowler for the superintendesthool board relationship
to work cohesvely, each side must know, understand, and accept their roles in the school
district. Thiscan become complicated due to changing roldmtfthe superintendent and the
school board, when both sides misuse the posaiotthe relationship becomes a paw
struggle, and the community that requires positive leadership and academic success for their
school system. AWhile the relationship bet wee
sometimes describeas strained and tumultuous, it is clear that thidicglahip is critical and
can be the driving force of a school district. An effective school board and superintendent
relationshipareaccomplished through continuous trainitigg involvementof community
stakeholders, commitment to sadsessment of goals and standards, and a strong focus on
student | e e&tranZ20ih@.d44).( Wei s s

The second dynamic that defined a superint

importance of networkg. It is imperative to the success of a rural superintendent that
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relationships mudte formedwith students, parents, teachers, administrators, board members,
and all key stakeholders within the community. Litckkal.(2009) found that establishing
administrative structures that are efficient and hiring administrative support personnel who work
well together and have the skills to support central office functions, as well as establishing team
approach, are qualities of an effective leader that carceetthe potential for workelated
conflict and overload. The importance of having a network or support group is paramount for the
superintendent to deal with occupational job stressors that may lead to an early retirement from
their leadership position.uscessful rural superintendents that project a team approach to their
leadership styl@osseses effective problerrsolvingskills participate instressrelieving
activitiesand develops professional and social relationships with key community members to
provide support. Lamkin (2006) conducted a study where rural superintendents also talked in
detail about their relationships in the rural community, their visibility, and the importance of
their involvement in the local community as a whdleis type of neworking is critical in
establishing positive relationships that will foster proportionate academic possibilities for all
students, garner egoing support from the state department of education that establishes roles
and responsibilities for the rural suppgendent and school board, and established networks will
provide the support that superintendents need from school boards which will foster success of the
local school district through implementation and completion of changes within the distfidt. e
significant responsibility of the school administrator in the rural setting is to build and cultivate
the relationshib et ween t he school and community throug
Edlefson, 2008p. 32).

The third common theme that defined profesai resiliency among rural

superintendents wakecisionmakingskills. There is a plethora of difficult decisions that a
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superintendent faces during the tenure of their leadership that can include organizational fraud,
having to fire building level admisirators, sexual harassment situations that not only involve

adults but students as well, and dealing igimotestin the context of employee demotions or
terminations. Rural school superintendents are entrusted to act in the conformity of the local

rules and values thareheld n hi gh regard to the | ocal c¢commu]
complex decisiommaking by superintendents stated that in the case of complex problem

situations, thingsould take on a different hue. In some situations, itlealifficult to justify

onedbs actions according to organizational sta
professional values. The point here is that being the superintendent often requires a skill set that
demands decisions to prodube bestoutcomes for student academic success and the best

interest of the school system. The participants agreed that the best way to make difficult

decisions was to gather as much informatiogaaspossibly can about the situation, seek

counsel from experiencedmerintendents, and make the best decision that will hold up to the

core values of the school system and community.

Question 2: The most i mportant factors tha
stay or leave their leadership role.The themes that we derived from the faet-face
interviews and the surveys about the factors
leave their leadership role were job stressors, health issues, family issues, burnout, finances,
board relations and suppono longer effective, loss of elections, emotional and physical well
being, and personal efficacy. The dynamic of an elected superintendent compared to an
appointed superintendent wil/l be addressed in
superintendency suggests that tdredefimadbper i nt end

emerging social, economic and political conditions, which in turn establish performance
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expectations for schools and students #natalignedvith perceived natioal needs and

transformational efforts. In large measure, historical events have defined an American system of

public education framed by federal, state and local community expectations. How these are

structured, funded and governed and how the superietend 6 s r ol es ar e define

trajectory of career (eBat20d4prni®d and i ssues face
Thereis a multitude of occupational stressors that can alter the tenure of the rural

superintendent. The super i nt equdethentt@pslotthect i ons

proverbial ship, school district, through inclement situations that are influbycactupational

stressors that involve faculty, staff, key community stakeholders, financial limitations, and

school board relations. Tekniepe (2015) eludes to this dynamic by stating that rural school

districts play an integral role in the communitieatttihey serve. Beyond providing students with

the basic education and training that are important for securing an economic livelihood, rural

school districts also provide economic support and serve as a cultural center in the community.

The stress that tee dynamics create can and has caused health issues with superintendents that

can negatively affect their emotional and physical Abelhg. This dynamic eithéorcethem to

change their daily eating and exercise habits or has forced them into an parturdefrom their

|l eadership position. fAHealthy coping anechani s

healthydiet can servéo reduce stress and increase health simultanedDetyversely, unhealthy

coping mechanisms such as overeating, alcohdtuay abuse, or negative attitudes can lead to

negative outcomes, both personally and professionally. Such maladaptive outcolmes can

avoidedboy proactive measures designed to develop

201Q p. 2).
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The roles ad responsibilities of the rural superintendent overseeing district operations
comewith a caveat of short tenure in most cases that are influenced by outside factors. Through
the researcherdéds findings, two ofertendenttimost co
retire early from education or leave their district leadership position would be family concerns
and job burnout. The most important of the two factors being family concerie charived
from various circumstances which family requiresftiieattention of the person serving as
superintendent; thus, forcing a voluntary or involuntary turnover depending on which perspective
thatyou take inthe contextof the importance of family and job responsibilities.

Through the course of the fateface interviews, the researcher discovered that all
participants at some level agreed that school finances have the potential to be a factor that could
limit the tenure in their leadership position and could be a factor that aided in their decision to
stay in their current leadership position. The school superintendent has numerous fiscal
responsibilities that have to be accounted for and are necessary for daily operations of the school
district. According to Abshieet al.(2011)effective money managemeis vital to the success
and survival of a school superintendértiisis evidence in indicator number five of the
American Association of School Administrators Professional Standards for the superintendency,
which requires t ha exhihtasungeetandingtofeschdokfinances houl d A
including data management, budget creation, budget management, legal aspects of managing
resources androblemsolving It also is noted that rural superintendents may come under more
stress compared to superindents from larger urban districts due to tight fiscal restraints and
resources to operatmder Another aspect of finances that could have the potential to affect

turnover rates with rural superintendents is personal salary. The researcher did ngt find an

102



situation where a participant was unhappy with their salary. The one common thread with salary
is that all of the participants would not mind making more money.

All of the participants thawere interviewedtated that good board relations were critical
in the length of tenure that superintendents serve. Another theme that coincided with this was the
level of support from their board. It is crucial to the success of any superintendent to have the
support from the board through a mutual working collal@matommunication, fair and
democratic governance, and the board has to be responsible for maintaining a good relationship
with the superintendent. AThe relationship be
supervises him or her is a centrgpact of the superintendency. The school board is the
super i nt en demplayé and supeavisar, arm thg two parties work together to ereate
policyf or t he school di stri,ptldd. Wiknthehamony ofthisAnder s ¢
dynamicis disruptedthrough bad board relations that may be due to something as simple as
knowing their roles in the superintendent/school board member relationship, the turnover rate of
rural superintendents will be negatively affected.

The last two factors that camfluencethes u p e r i n deeisiod te lkeaveéos stay in
their current leadership position was not being effective and the personal efficacy of the
superintendent in stressful situations. Superintendents have a multitude of job responsibilities
due t o i nadeqgua centengldlemanagemenvtashareghe administiatse load,
rural school leaders are involved in virtually every operational decision that takes place within
their districts. In the smallest districts, the superintendent may serve as the curriculum director,
sc hool principal, transport ateata.,2013).Whenct or and
superintendents feel that they are no longer effective in managing these responsibilities or lack

the personal efficacy to manage stressfiationsthen the netxnormal progression of their
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leadership role would be to step down. It is important that superintendents learn how to cope
with situations that can bring upon stress and thedeeibt that accompanies these stressful
situations in order to furtherthdire nur e. fAPeopl e who cope success
their work and personal lives tend to possess and utilize cognitive dispositions that promote
effective problem solving, engage in activities that help to reduce siresrsue social
relationsh ps t hat pr ovi ctal,2000p Ip shortt raral supekintendertiskhat
learn coping skills and improve personal efficacy have a better chance at increasing their tenure
as superintendent of education.

Another factor that the researchesativered whileesearchinghis study was the
dynamics of how being an elected superintendent compared to an appointed superintendent
influenced them in deciding to leave or stay in their current leadership position. These dynamic
demands further researahd will be touched again in the conclusion of this dissertation.

Question 3: Howr esiliencyaffects thesuccess of ural superintendents The
participants in this study revealed in this study that the one factor that had a major influence on
the amount ofuccess that they experienced while developing their leadership resiliency was the
experiences that they encountered throughout
differ from their more urban counterparts in education. The rural supergmefades situations
that are affected by the larger population of low s@tonomic students thate enrolledn
their school system, have to deal with limited resources, and serve in multiple leadership
capacities compar ed tabrural schomlistricts acessiAmericaard e nt s .
confronted with many issues. Concerns over inadequate finding and increased state and federal
mandates, such as No Child Left Behind, continue to add to an already full administrative

agenda. Therefore, supaendents/principals in small rural schools face the daily challenge of
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meeting these demands and preaalj2008).mordeetbf ect i ve
develop into a successful and resilient leader of a rural school system, district geals v

thought out and planned while expecting roadblocks, thefetbde good board

member/superintendent relationships, and most importantly they have to be able to develop the
necessary coping skills that will allow rural superintendents to seégtipécture and not foster

goal debilitating stressors that can halt the success of a school system due to poor leadership.

A resilient leader will develop the leadership characteristics to maintain a positive
outlook on situations that seem to have aklending. A resilient rural superintendent will avow
high expectations even throughout troubled times. Theycalsavork through difficult
situations influenced by legislative mandates and budget restraints that require a resilient leader
to stand on stmg principles that form the very core of their being. In order for this to happen
and maintain some level of success, the rural superintendent has to maintain a positive outlook
on their district and work toward their district goals in the face of allati®rs that could cause
them to fail.

The resilient superintendent can only achieve success if they implement good
communication skills through their leadership styleis requires a superintendent to become an
effective problem solver, be more engagetthin the school system, and increase leadership
resiliency. A Chamrbeemrécogaized as pssentlalifor dchool superintendents
from the positionds inceptionodo (Kowalski, 200
communicate ditrict goals, missions and visions of the district, be able to communicate with
stakeholders within the communities of the school district, communicate with the teachers and
students. According to Kowlaski (2005) the American Association of School Adratoist has

listed a standard on Communications and Community Relafitvesstandard states: The
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superintendent will articulate district purpose and priorities to the community and mass media;
request and respond to community feedback; demonstrate canbenigding and conflict
mediation; identify, track, and deal with issues; formulate and carry out plans for
internal/external communication; exhibit an understanding of school districts as political systems
by applying communication skills to strengthemrounity support; align constituencies in
support of district priorities; build coalitions to gain financial and programmatic support;
formulate democratic strategies for referenda; and relate political initiatives to the welfare of
children.Based on thistandard, it is evident that communication skills are essential for the
success of resilient superintendents that preside over rural school districts.
Discussion and Reflection on the Findings and Conceptual Framework

The findings of this study focused agsiliency skill sets within the rural
superintendentsdé | eadership position and to d
aligns with the findings from this study or revise the framework if needed. The original
framework utilized in thistudyis based on previous researchRatterson et a(2009) and is
around the ideals that even in the toughest of times, educational leaders consistently demonstrate
the ability to recover, learn from, and developmentally mature when confronted by chronic or
crisis adversity. This concept is founded on three broad skill sets that are required of a resilient
leader: resilience thinking skills, capacity skills, aationskills. These skill setwere validated
through the themes thatere discovereth the resarch. Keeping a positive attitude during
adverse circumstances was a theme that the researcher discovered that was consistent with all
participants of this study. The participants of this study seem to hold to the same ideals that when
situations arise, is important to take in as much as information as possible and make decisions

thatare basedn multiple sources of information so that they can draw on an accurate
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conclusion, which models the true essence of resilient thinking SKiliswas validatedvithin

the statistical analysis that revealed a mean score of 17.8462 for resilience thinking skills, which
placed the participants in the high range within the resilience strength score continuum.
AResilient | eader s de mowhatispossible Thaynstrive potmakei st i C
something positive out of a negative situation, and they maintain high expectations that

somet hing good can come from the adveea,bse circ
2009 p. 9).

Capacity skills presented multiple examples through the research that included job stress,
health issues, burnout, finances, board relations, support, no longer being effective, emotional
well-being, physical welbeing, and having personal efficacy. Riesit capacity skillare
developedver time through vast amounts of experiences with the superintendent position. As
these situations arise and the superintendent works through them, they grow themselves as a
resilient leader and increase their capaditiyss These examples are sabtegories that
contribute to the growth in resilience capacity, which are personal efficacy, persoratingll
personal values, and a personal support base. These subscales made up the theme of resilience
capacity skills vinere the participants had a mean score of 16.9077, which fell within the high
moderate range on the resilience strength score continuum. Pagkeas¢B009) discovered
that large or small, chronic or crisis, adversity is virtually inevitable. How tsadt®ose to
respond, however, is optional. This choice is determined in part by the skill set of resilience
capacity. Think of resilience capacity as the fuel tank that sughbegcessargnergy to
produce resilient actions. The amount of fuel intdrk is what leaders depend on to get them
through rough waters to safe harbor. At a given point in time, the boundaries of resilience

capacityare somewhat defindly a | eader 6s accumul ated experi e
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When a resilient leader faces difficult circumst&siand situations that cause
occupational stressors, their capacity to comprehend the situation and grow while enduring
distressatthe moment and able to synthesize future possibilities through this thought process
increase their resilient action skilBubscale groups thatere discovereth this research that
pertain to the resilience action skills are decision making, personal responsibilities, adaptability,
and perseverance. The participants scored a mean of 17.6923 on the resilience strength score
continuum, which placed them within the high r
an ample capacity of personal values, personal efficacy, persondleied, and personal
support.Butif the leader does not act on the courage of convictioncedlyeduring difficult
times, then everything else is just @lRdtterson et al2009 pp. 10-11). Based on the statistical
analysis from the Leadership Resilience Profile survey, superintendesotstireasterAlabama
view themselves as having a higtoderate level of resiliency skill set with a fsltale total
average score of 38.2 across all subscales within the resilience strength score continuum.
Implications for Action

This section addresses the issue of how rural superintendents builéakenship
resiliency and how the capacity to develop resilient thinking skills, resilient capacity skills, and
resilient action skills can affect the decision process of a superintendent leaving or staying in
their leadership role, how rural superintengdedefine their professional resiliency, and how does
resiliency hinder or facilitate their success.

The themes thatere discovereth this research study should be shared with other rural
superintendents, central office administrators, and building &lrainistrators in rural school
districts throughout this state. An important idea thamnpliedwith this study is the need for

other rural superintendents to employ the vast experiencesrénavealed through this research
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within their rural schootlistricts. An idea would be to allow rural superintendents from their
specific region to convene together and collaborate on ideas that build their leadership resilience.
The most considerable deterrent that came from a thorough revibelitérature
suggests that little attention has been focused on how rural superintendents in Alabama
determine factors that influence leadership resiliency. This area needs to be studied to learn more
about leadership resiliency with rural superintendents and to beoaddecate future
superintendents in Alabama about this topic.
Consideration for Future Research
From the findings and analysis of thesearchonesubtlet he me caught the re

attention that could present a potential research opportunitjreAaterviews were coded and
the survey dataas disseminatedhe topic of how being an elected superintendent compared to
an appointed superintendent affected their decision to leave or stay in their leadership position.
According to the Alabama State patment of Education (2008), the state of Alabama houses
1,538 public schools thare locatedn 67 county school systems and 64 city school systems.
About 98 percent of the city school superintendents are appoamtéthe majority of the county
schoolsystem superintendents are elected. It would be an interesting study in how leadership
resiliencyis developednd how it affects the tenure of elected superintendents compared to
appointed superintendents in Alabama.
Other suggestions for future reseaach listed below:

1 Replicate this study across a larger sample of participants.

T Further analyze how a superintendentds | ea

established relationships.
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1 Perform a qualitative study over a larger scale in a multiple ssigre on how many
years a rural superintendent compared to an urban superintendent will remain in their
position and what are the differing factors that influence this decision.
1 Replicate this study with a more diverse participant selection and how being a
superintendent of color relates to leadership resilicteryure, and how the demographics
of the school system compare to the superintendent.
Closing Statement
This study has identified how the capacity of leadership resiliency with rural
superintendents define their professional resiliency; reveals the most important factors that
influence a superintendent 6sroldandravealsliow t o st ay
resiliency hinders or facilitates their success. The rural superintendents in Southeast Alabama are
dynamic leaders and are highly functioning under multiple job stressors that make for a
challengingworkplace 1t i s t he r etlsissstudy s h soundisg beaidantdie s t hat
ignites future research on leadership resiliency with rural superintendents in southeast Alabama.
Rural superintendents do a remarkable job in being fiscally responsible and stretching limited
resources to provide toolerfteachers that turn around and delivaigi-quality education to a

student population that is mainly from low seeiconomic families.
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Data Colleetion Instrnments:

wWeicome John Doe
Leadership Resilience Profile (Revised) Scale LRP-R

Instructans: Respond to the stalements sslow regardirg your lusdership bebavicur using tha 5-point seale.

* Regusited

E - 'Strangly fogas | { Strongly
‘;Quest!on IDisagree Dlsagree‘Neutral .’Agree i Agroe
I'have a positive irfluence in. iy g [ S Rl

meking things happen

Y 5

feous My energy on the
cpporntunitias to rebound in
|a kac situstion without down
playing the imperiance of
{obstanies

0 halance the negative

itiva asaacts of advarsity ’
aspects |

I'possess the overall
sirength of urdersianding
currant vaalily in my
lcadership ralc

I make valug-driven ]
decisions even in the faze of ,

strong oppasing forces !
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| rely on strongly-Feld moral
ar ethical principles 1o cuida
me fhrough adversity

| 1ake a delierate stopby-
S1ER SpProact 1 cvercomes
adversily

il raintain a contidant
presence &s a leader inthe
midsi of acversity

| reach vut to Build tiusting

relationstips with those who
{pan provide suppart in taugh
mas

{1 have a strong supporl
vase 0 halp me frough
ough times in my
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emotional well-baing Inmy |
Isadaesrip role {

¥

!l damonstrata an ovarall

Ftrength of physical well-

aing in ardar to effenively
ca‘ty out my leadership rele

(I mariter my 2a+sonzl health
ifactors and then adjuet my
eavior acoorcingly

situalions that demand an
immediate respense

I'demonstrate an cveral
lstrengxh of making 3
CoUragenus cegisions in my ]
ksadecshin ok |

When | choose fo fake no {
laadarship acticn in the face
of advarsily | aezepl
personal accountazility for
{this choice

et ey

I have an cverall strengtly of
avcsplicg perseia
aspores bilily for iy
leadership actlons
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perspective afic move

Fﬁt"n?;i}?is‘ﬁk&'iﬁ s
aeyond them.

| search for ¢'eative f {
strategies 1o achieve |
nosilive resulls in & ditfizult :
situation i

= T e
(e . e | 8 e 1. |

rel:&mgtveuplnovar I i

coming adversity even when
all realislic strategies have
besn axhadsiad

|| demonsirale parseverance
iin my leadership role

Administration for the 21st Century:
A Survey of Leadership in Alabama Superintendents
(SOLIA —2018)

Part I; Background/General Data Information

Flease cneck the appropnste blanks:
1. Gender: niMae  Femals
2, Age: cunder 40 0 40-49 0 5058 © 80-6¢ 2 70 or more

3. low do you deseribe your ethnicity?
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0 African Armerican

Ol Agian Amencan

m Eurapesn SmaricaniGRucasian

o Hizpanlc or Leting

-t Mative Ararican

= Mative Haweaiian or Cihar Focifio lslonder

= Cther (Plaass apecify] .

4, Ghecktlhe highast aducation level vou lrave altainad.

i1 Eamned bachelor's degras O Graduste credil not toward & degrec
0 Graduate cradit toward a masters degres 0 Eamed master's degree
DOGraduake cradit toward -a doctoral degrea 0 Eamed daciorale

O Liner | Please spacity) E

4. WWhat percentage of vour school systam s cerlifisd 1 receive free or reduced-price lunch?

o,
=

5. How [ong heve vou served 25 a superintendsnt in vyl carrenl poslian?
_ Wagars,

£h Were vou appointad or-electad as the supesrintendeat?

Ec. Whal ig'the saldry range-of & suparintendont for vour system?

Ed. Howe many total vears have vou been a £ iparintencsat? “ears,

T Plewss irdicale e posilion yeu held immedistely 22%ore your current positicn. Botos my
ourrent posttion, 1 sanved az afan!

L Guperintencent 0 Assistant o Agsaciale Supshintendent
Z Faderal Programs Director O Special Edacation ZSoorgingtar

o lranspadtation [ ranlar O Principal

= As= stant Princigal o Coungelor

C Cther (Please specify)

g, How lono had you sensad in vour pravious positan? __Y@ars.

9. Oid vouw serve in the previous positan in your current spslam nr annfher sysiem 7
71 Gureend Syslem rAnainer Sysiam

12, What iz vour highast leval of cartilication?

= A Cerificaticn of Equivefznt Ui e Cerification or Equivelent
o Othet {Clease snecify) I

1. Ay weal yisan will o b aBgibie for relirgment 7

12, inwhat yeardo you plandts retie?y

Part ll. To what dedree will the followina faciors influence vour decision
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