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ABSTRACT

     The purpose of this research was to examine leadership 

behaviors exhibited by two principals in working with their 

school communities during and after a school crisis using 

Bolman and Deal’s (2002) four frames of organizational 

leadership.  The four frames were:  structural, human 

resources, political and symbolic.  The researcher obtained 

an understanding of the leadership behaviors using 

interviews and document analysis.  Using a multiple case 

study approach, the researcher focused on two high school 

principals from a Southern Arizona urban school district.  

Each principal experienced a major fight over the past 

three years.  The case studies examined leadership 

decisions and strategies implemented by the principal and 

others in relationship to a fight that took place between 

students.

     Some of the recommendations for educators included a 

school crisis team, clearly defined roles and 

responsibilities, understanding District guidelines and

procedures, controlling the decision making process, use of 

district resources and trained personnel, providing 

opportunities to meet with teachers and parents, fostering 
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trust, open and honest communication, grief intervention 

and counseling, and planning crisis response activities.  

The leadership styles of both principals differed 

tremendously.  Each was unique in their response to the 

crisis situation.  The four frames of organizational 

leadership (Bolman & Deal, 2002) provided a powerful lens 

to view principal leadership and behaviors.
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CHAPTER 1

INTRODUCTION

Introduction to the Study

As gatekeepers, school leaders have been placed in the 

position of addressing school issues when crisis situations 

occur on campus.  Each crisis is unique and time limited.  

Although security measures are effective, a school crisis 

does occur on or off campus all too often despite 

tremendous efforts being made to protect students and 

staff.  What concerns leaders is not only the short-term 

explosive turmoil but also the possibility of the longer-

lasting effect post-traumatic stress may have on the mental 

well- being of the students (Feherty, 2001).   

Cohen (1998) identified five specific characteristics 

of a school crisis.  These characteristics usually have a 

negative impact on school community members.  They include 

the unexpected occurrence of an event, the disruption of 

the normal school day program, the administrator’s 

perception of loss of control over the school environment, 
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the need for instant action, and the threat of potential 

danger.     

Effective school leadership is important in times of  

crisis.  An effective school correlate is strong leadership 

(Edmonds, 1979).  In a crisis situation, school leaders 

take responsibility for crisis resolution.  According to 

Decker (1997), principals set the tone and direction of 

resolving a crisis situation.  Fullan (2001) asserted 

leaders must be able to operate under complex, uncertain 

circumstances.  In the role of a school leader, a principal 

must assume responsibility for all decisions made and 

actions taken; assess the situation an determine what 

actions are needed; share information with staff; students 

and parents; and serve as a spokesperson for the media 

(Feherty, 2001). 

A school crisis is often the result of violence.  

Presently, school violence is perceived as one of the most 

serious problems facing our schools (Tracy, 1999).   

Incidents like Columbine in April of 1999 and the shooting 

death of a teacher and four students by a student in 

Jonesboro, Arkansas in March of 1998 have focused national

attention on violence and the safety of schools. 



15

In 1999-2000, 20% of all public schools experienced 

one or more serious violent crimes, and 71 % of schools 

reported at least one violent incident (National Center of 

Education Statistics, 2003).  The prevalence of fighting on 

school campuses has been a focus for some national studies.  

Clubb et al.(2001) found that physical fighting had 

received less attention in the violence literature, despite 

the fact that this behavior is more common than weapon 

carrying and carries a similar risk of injury. 

Although school leaders play a prominent role in the 

resolution of crisis situations, the literature is void of 

research linking school or organizational leadership to 

school violence or crisis situations.  Current literature 

is largely based upon professional perspectives, and field 

based research (Elliott, Hamburg & Williams, 1998).  

Furlong and Morrison (2000) suggested that when 

violence occurs in the community, especially on a school 

campus, whether by the hands of another student or by an 

outsider, actions must be taken to ensure the safety of all 

students and staff who serve them.  Before, during and 

after a crisis situation, school leaders should demonstrate 

leadership behaviors that refocus the community on the 
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academic mission and make decisions that are in the best 

interest of the school.  

Chapter 1 presents the statement of the problem, 

purpose of the study, and research questions.  Overview of 

methodology, limitations, and definitions of key terms are

also a part of this chapter.

Statement of the Problem

One of the national health objectives for the year 

2010 is to reduce the prevalence of physical fighting among 

adolescents (Center for Disease Control, 2005).  Although 

incidents like Columbine have focused attention on school 

violence, physical fighting occurs more often than the use 

of weapons or death.  Crisis situations that can result 

from a major fight have become a real challenge facing 

school leaders. 

The literature is void of leadership behaviors related 

to crisis situations.  In order to examine and better 

understand how a school leader responds to a crisis, Bolman 

and Deal (2002) suggested that administrators are more 

effective when they look at things from more than one 

angle.  Using multiple perspectives, when a school 

experiences a crisis situation, a principal should use an 

approach that will focus the community on the vision and 
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goals that restore order and normalcy (Duke, 2002; Miller & 

Chandler, 2003; Cotton, 2000).   

Effective principal leadership behaviors are viewed 

through the four frames by Bolman and Deal (2002).  The 

four frames are political, human resource, structural, and 

symbolic. Through these frames, a focus on the vision and 

goals of the school may provide a framework from which a 

principal can demonstrate leadership behaviors in crisis 

resolution.  This research study provides specific 

leadership information to guide and support principals’ 

practice during and after a crisis situation.

Purpose of the Study  

The purpose of this study is to examine principal 

leadership behaviors exhibited by two principals in working 

with their school communities during and after a crisis 

situation using Bolman and Deal’s (2002)four frames.

Research Question

The following proposed research question will be 

examined in this study:

What leadership behaviors are demonstrated using 

the four frames of organizational leadership to 

resolve a crisis situation? 
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Overview of the Methodology 

This qualitative study used a multiple case study 

approach and examined the meaning of principal leadership 

behaviors through the use of the four frames of 

organizational leadership (Bolman & Deal, 2002).  Inquiries 

focused on the demonstration of specific organizational 

leadership behaviors and decisions while working with their 

school communities to resolve a crisis.  Yin (2003) 

asserted the use of multiple case inquiry focuses on how 

and why the exemplary outcomes might have occurred and the 

importance of literal replication from case to case.    

The researcher focused on two high school principals 

from a Southern Arizona urban school district.  Both 

principals experienced a crisis event over the past two and 

one half years that received media attention.  The 

researcher used multiple sources of data including 

newspaper articles, a faculty meeting script, talking 

points, and a crisis response plan. Interviews were 

conducted with the principal and confidants who were close 

to the situation.  The interviews were structured based on 

Seidman’s (1998) three part interview series.  Several 

questions were organized according to life, details of the 

incident, and reflection.  Interviews were conducted with 
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key school officials who were close to the crisis incident.  

Data were analyzed using the four frames of organizational 

leadership as espoused by Bolman and Deal (2002). 

Limitations of the Study 

1. The research study consisted of a case study of two 

high schools in the same Southern Arizona school 

district which limited the ability to generalize 

and apply to schools at large. 

2. The study was limited to two principals and other 

school personnel who were identified as having 

knowledge of or were directly involved in the 

crisis event. 

3. The responses of the participants may not indicate 

full recall or disclosure of their experiences due 

to a time factor of 12 to 24 months.  

Definitions of Key Terms 

 Leadership. The development of vision and strategies, 

 the alignment of relevant people behind those 

 strategies and the empowerment of individuals to make 

 the vision happen, despite obstacles (Reeves, 2002). 

 Relational Trust. Reciprocal exchanges among 

 participants in a school community that have important 

 conesquences for the functioning of the school and its 
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 capacity to engage in fundamental change (Bryk & 

 Schneider, 2002). 

 Community. Educators create an environment that 

 fosters mutual cooperation, emotional support, and 

 personal growth as they work together to achieve a 

 common goal (DuFour & Eaker, 1998). 

 Violence. Any act that causes psychological, 

 emotional, or physical harm to individuals and/or 

 communities or that causes damage to property  

 (Elliott et al., 1998). 

 Crisis. A sudden, generally unanticipated, event that 

 profoundly and negatively affects a significant 

 segment of the school population and often involves 

 serious injury or death (Duke, 2002). 

 Fight. To oppose physically (Agnes, 2003). 

 Media. All the means of communication such as 

 newspapers, radio, and television (Agnes, 2003). 

 Reframing. A conscious effort to size up a situation 

 from multiple perspectives and then find a new way to 

 handle it(Bolman & Deal, 2002).  

 Resolution.  The action of solving a problem, dispute 

 or contentious matter (Lindberg et al., 2002). 
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 Risk Communication. An interactive process of exchange 

 of information and opinion among individuals, groups, 

 and institutions which often involves multiple 

 messages  about the nature of risk or expressing 

 concerns, opinions, or reactions to risk messages or 

 to legal  and institutional arrangements for the risk 

 management (U.S. Department of Health and Human 

 Resources, 2002). 

 Magnet Schools.  Schools or instructional programs 

 that have a unique theme or focus conceived to attract 

 students and parents for the primary goal of creating 

 a representative population.(U.S. Department of 

 Education, 2004). 

 Principal.  The person with the highest authority or 

 most important position in an organization.  The head 

 of a school, college, or other educational 

 institution. (Lindberg et al., 2002). 

 Political Frame. Highlights a world of scarce 

 resources, power, conflict, negotiations, and 

 compromise(Deal & Peterson, 1999). 

 Structural Frame. Emphasizes goals, efficiency, 

 policies, a clear chain of command, and results  

 (Deal & Peterson, 1999). 
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 Human Resource Frame. Emphasizes people’s needs, 

 skills, and the importance of a caring, trusting, 

 climate (Deal & Peterson, 1999). 

 Symbolic Frame. Focuses attention on meaning and the 

 symbols, rituals, ceremonies, stories, or other 

 symbolic forms in which faith and hope are encompassed 

 and communicated (Deal & Peterson, 1999). 

Organization of the Study 

 This research study begins with Chapter 1 which 

includes an overview.  The overview includes the 

introduction to the study, statement of the problem, purpose 

of the study, research questions, overview of methodology, 

limitations, definitions, and key terms of the study.  

Chapter 2 includes a review of current literature on 

violence and two leadership domains, specifically, research 

related to specific leadership theories by Bolman and Deal 

(2002).  Additionally, field based research and perspectives 

by several researchers about school and youth violence and 

crisis planning lend a well-rounded perspective.  Chapter 3 

addresses an overview of methodology, including a brief 

description of the crisis situations, instrumentation, data 

collection, and data analysis.  Chapter 4 addresses a 

description of each crisis.  Information includes a detailed 

description of the incident and background information on 
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the school, district, and principal to provide a context for 

the case studies.  Chapter 5 outlines an analysis of the 

data and results of the interviews.  Chapter 6 summarizes 

the findings, conclusions, and implications for the field 

and recommendations for further study.   
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CHAPTER 2 

REVIEW OF THE LITERATURE 

Introduction 
 

 When violence evolves into a crisis situation, school 

leaders play a key leadership role in resolving a crisis 

situation, thereby refocusing a school on the academic 

mission of the school during and after a crisis event.  

However, few empirical studies focus on the role school 

leadership in school violence (Elliot, Hamburg & Williams, 

1998; Marzano, Waters & McNulty, 2005). This chapter focuses 

on literature related to school violence and 

personal/interpersonal and organizational leadership 

domains.  

School violence at times evolves into a crisis 

situation.  Some researchers have conducted field based 

studies about the reasons for youth violence and the 

prevalence of violence in public schools.  This section    

provides a historical discussion by Casella (2001) and 

differing perspectives on the factors that influence youth 

violence (Casella, 2003; Elliott et al.,1998; Spina, 2000). 

Key leadership roles and responsibilities are reviewed to 

support the literature on leadership effectiveness.   

The compilation of theories, perspectives, and ideas 

are based upon field research, surveys, and individual 
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experiences from theorists who focus on leadership and 

violence.  In addressing the importance of school 

leadership maintaining a focus on the central mission and 

purpose of the school, Bolman and Deal (2002) espoused the 

effectiveness of the use of multiple perspectives in 

resolving a problem through four lens or frames.   

Crisis 
 

A crisis in school is the result of a violent act 

committed by a student or students and is a recent 

phenomenon (Feherty, 2001).  In a study designed to explore 

the nature of principals’ experiences with school crisis, 

Cohen (1998) identified seven schools as having experienced 

a crisis.  Principals, assistant principals, teachers, and 

counselors were interviewed about their experiences.  The 

study yielded four assertions about principal experiences 

with school crisis: 

1. School crises are defined by five characteristics  

and usually have a negative impact on school 

community members. 

2. Crises occur in two phases, and perceptions of  

principals vary by perceiver and phase. 

3. School administrators learn specific lessons 
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about the value of experience, common sense and 

instinct, conflict and opportunities, and 

critical errors from dealing with school crisis.  

4. Crisis management encompasses efforts to prepare 

for and intervene in a crisis situation. 

Decker (1997) and Feherty (2001) identified goals that 

can support a principal’s ability to frame what to do, 

when, and what should be done beginning with the initial 

moments of a crisis and lasting through resolution.  Decker 

identified the following useful goals: 

Goal 1.  Contain a crisis. 

Goal 2.  Prevent injury to students, staff and 

   faculty.  

Goal 3.  Care for the injured and notify parents. 

Goal 4.  Prevent damage to school property. 

Goal 5. Provide information to news media and the  

 public. 

Goal 6.  Return school to normal functioning order. 

Feherty (2001) in a compilation of suggestions 

including preparation, coordination, and resolution of 

aftermath issues, suggested four goals of a School Crisis 

Management System:   

1.   Increase the security of the staff and students. 
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2.   Minimize the damage and loss. 

3.   Return the school to its normal functioning level 

 as soon as possible by diminishing the chaos and 

    confusion.   

4.  Provide students and staff who are affected by the 

  crisis the necessary counseling to deal with the  

     trauma. 

School Violence 

Historical Perspective 

Former National Education Association president 

Futrell (1996) asserted that violence or the threat of 

violence has a direct impact on the quality of education.  

When teachers and students are more concerned about being 

victimized than about education, they cannot concentrate on 

teaching and learning.  In a historical review of school 

violence, Casella (2001) described the 1960s and early 

1970s as an era when violence in schools focused on student 

protests against injustices throughout the United States.  

Other contributions to school violence included crime in 

school neighborhoods, large classes, lax school 

administration, discriminatory discipline policies and 

poverty. 
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Furthermore, Casella (2001) noted that in the 1980s 

and 1990s, violence prevention started to reflect a more 

punitive and legislative approach.  During this time frame, 

the abuse of children gained greater awareness, and a focus 

on gun violence had been set largely in schools.  Policies 

and legislation were adopted in an attempt to make schools 

safer, and severe tragedies of violence involving shootings 

included greater numbers of middle-class and White students 

shooting and killing each other at school. 

The effects of violence on students can be far 

reaching.  Casella (2001) suggested that violence was not 

only an outcome of personal interaction but also of 

interaction among individuals and school systems.  Lorion 

(1998) espoused that exposure to urban violence threatened 

the physical health, mental health, and educational 

effectiveness of those who learn, teach, and work in 

schools.  Derksen and Strashburger (1999) contended that 

learning could not take place in an atmosphere of fear, 

intimidation, and violence.  

 According to the CDC (2004), youth violence involves 

the following: 

1. Children, adolescents, and young adults between 

the ages of 10 and 24.   
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2. A young person can be the victim, the 

perpetrator, or both. 

3. Aggressive behaviors such as verbal abuse, 

bullying, hitting, slapping or fist fighting.  

Also included are serious violent and delinquent 

acts such as aggravated assault, robbery, rape, 

and homicide committed by and against youth. 

4. Behaviors that do not generally result in serious 

injury or death. 

In a report designed to provide an overall picture of 

school crime and safety in the United States, Miller and 

Chandler (2003) collected a wide variety of data from 

school principals about school characteristics that have 

been associated with school crime.  In an analysis of 

responses from principals reporting on the number of 

incidents of each type of crime, six school characteristics 

were identified as being related to the prevalence of 

violent incidents in public schools during 1999-2000: 

1. Middle schools and secondary schools were more 

likely to experience violence than elementary 

schools. 

2. Compared to city schools, schools located on the     

urban fringe were less likely to experience at         
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least one violent incident, while no differences    

were detected between city schools and schools   

located in rural areas and towns. 

3. The percent of students who considered academic 

achievement important was negatively related to 

the prevalence of violent incidents at school. 

4. Schools that employed fewer classroom changes (0 

to 3) were less likely than schools that had 

either 4 to 6 or more classroom changes to have 

experienced a serious violent incident. 

5. Schools in which there is disorder are more likely 

to experience victimization of students.  For 

every additional disruption a school experienced, 

the odds of at least one violent crime occurring 

increased.  Also, as the number of serious 

discipline problems increased, so did the 

likelihood of experiencing at least one violent 

incident. 

Violence has evolved as a focus in schools for over 30 

years.  Violence on school campuses involves youth who 

commit aggressive behaviors and violent and delinquent 

acts.  There are a number of characteristics that relate to 

violence in schools.  These characteristics represent the 
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relationship between individual school characteristics and 

the prevalence of violence and serious violence that took 

place within the school.  

Fighting 

Although a high degree of media attention has focused 

on shootings such as Columbine, physical fighting occurs 

most frequently.  Offering a cultural perspective to 

physical conflict, Casella (2001) explained physical forms 

of confrontation are meant to humiliate and oppress.  They 

are often the result of a sudden flare up or consequences 

of long-brimming inequities, racial inequities, racial 

animosities, and prejudices against individuals considered 

inferior.   

Over the past 10 years, longitudinal data have been 

collected regarding the prevalence of fighting in schools. 

An analysis of surveys from Barrios, Brener, Eaton, Lowry, 

Simon & CDC (2005) found changes in violence-related 

behaviors among high school students in the United States 

during 1991 through 2003.  In 2003, one in three high 

school students reported involvement in a physical fight.  

Among students nationwide, 33% reported being in a physical 

fight one or more times in a 12-month period.   
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Additionally, a nationwide survey found that male 

students (41%) were more likely to have been in a fight 

than female students (25%) in a 12-month time period 

(National Center for Injury Prevention and Control, 2005). 

Overall, the CDC (2005) reported that physical fighting on 

school property declined significantly, from 16.2% in 1993 

to 12.8% in 2003. In 2003, 1 in 10 high school students 

reported being injured.  Although the report concluded that 

the prevalence of injury in a physical fight remained 

stable and overall physical fighting on campus declined,   

the number of students not going to school due to feeling 

unsafe increased from 4.4% in 1993 to 5.4% in 2003.  

 Fighting is an aggressive form of behavior that occurs 

frequently on school campuses.  Reducing the prevalence of 

physical fighting among adolescents is a national health 

objective.  Overall, physical fighting has declined between 

1993 and 2003 (Barrio et al., 2005). 

Perspectives on Factors that Contribute to Violence 

Violence is a complex and multidimensional phenomenon 

(Spina, 2000a).  Researchers from various disciplines have 

addressed this issue from different points of view and 

professional perspectives.  Educators, psychologists, 

psychiatrists, social workers, anthropologists, and 
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sociologists have contributed perspectives on the possible 

causes.   

Elliott et al.(1998) reported on research that views 

violence as a result of individual and environmental 

factors, specifically, family and the larger community.  

These factors contribute to the risk of violent behaviors 

and promote or inhibit violence:   

1. Perinatal difficulties, minor physical      

abnormalities and brain damage, can lead to academic 

and behavioral difficulties in school and also to 

increased risk of violent behavior in stressful 

situations.  

2. Poor family management practices increase the risk 

of violence by children.   

3. Physically abusive or neglectful parents are more 

likely to raise violent children. 

4. Violent disputes between adults in the family 

increase the risk of violence among children. 

5. Rebelliousness, association with peers engaged in 

violence, favorable attitudes toward the use of 

violence, and early initiation of violent behavior 

all predict later violence. 
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In a broader context, children who live in 

economically deprived urban neighborhoods characterized by 

extreme poverty, poor living conditions, and high 

unemployment are more likely to engage in violent behavior 

and be victims of violence than are children who live in 

less deprived areas (Hawkins, Harrington & Catalano, 1998).  

In this area of socioeconomic study, some believe that 

school violence is more a response to the system than to 

living conditions.   

In comparison to the perspective on individual and 

environmental factors, Casella (2001) reported on a 

perspective of school violence that was more than acts of 

violence in schools and directed attention to the way 

individuals and social structures at times interact to 

create violent situations.  Casella suggested the 

following:  

1. School violence is not only a behavioral problem  

but also a public production that steers the  

formation and implementation of policy, shifts  

blame away from middle-class and adult society,  

denigrates public schools, and offers excuses  

for a multitude of social problems. 

2. Lower-class youth are led to want, and what is  
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actually available to them is the source of a 

lead to violence. 

3. Youth are socially and economically isolated. 

They have conventional wants, but opportunities 

are not there that enable them to obtain what 

most middle class people have.  

Focusing on a deeper understanding of how economic, 

political, ideological, and discursive practices contribute 

to violence, Spina (2000a) stated that there are powerful 

subcultures that seduce our students with false promises 

and futile dreams in a world that makes their fruition 

improbable if not impossible.  Furthermore, Spina notes 

that our educational model itself fosters practices that 

may themselves be a form of violence.  Those practices that 

are intended to improve academic performance may actually 

harm poor minority students. Tracking, style of pedagogy, 

testing biases, cultural bias in textbooks, and dominant 

cultural values and practices are a few examples.  Other 

examples of school specific forms of violence may include 

inconsistent or unfair enforcement of rules, overcrowded 

classes, labeling, stereotyping and retention of uncaring 

or hostile teachers.   
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In another study, Fagan and Wilkinson (1998) examined 

violence research studies that focused on social contexts 

and the interaction development that occur primarily within 

the specific contexts of neighborhood, family, school, and 

peer group.  Examples of the kinds of social contexts 

identified in the studies include the following: 

1. Daily interactions give rise to competition and  

disputes.  Adolescents see each other on the 

journey to and from school, in their 

neighborhood, and in the range of social 

activities such as parties or athletic events.  

Individuals rank each other through a variety of 

social comparisons.   

2. Bystanders are present in the context of 

adolescents’ lives, and they witness and 

participate in disputes and in the confirmation 

and withholding of status.  Bystanders are a 

critical component in the escalation of disputes 

into violence. 

3. The social position of the inner city affords  

limited avenues for children to obtain the types 

of social status and roles available to children 

in other ecological contexts.  Street oriented 
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groups dominate social roles with limited 

opportunity for broader participation in 

community life. 

Socially, these kinds of influences may pose a 

challenge for school environments where youth from diverse 

cultural and economic communities come together. 

Pepler and Slaby (1994) describing another perspective 

that contributes to the understanding of the development 

and treatment of violence cites a 1993 report from the 

National Research Council on Violence that identified four 

characteristics within the school context that were 

conducive to aggression and may contribute to violence:  

(a) a relatively high number of students occupying a 

limited amount of space; (b) the capacity to avoid 

confrontations is somewhat increased; (c) the imposition of 

behavioral routines and conformity contribute to feelings 

of anger, resentment, and rejection; and (d) poor building 

design features facilitate the commission of violent acts. 

To elaborate on these points, when large numbers of 

students gather during less structured and supervised 

times, specifically, between classes, lunch, or after 

school, opportunities for engagement in negative activity 

increase.  Students may use these opportunities to settle 
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differences, confirm a rumor, or, as Casella (2001) 

described, engage in hidden forms of interpersonal violence 

such as bullying, sexual attacks, or harassment, or 

jumpings.   

In conclusion, Pepler and Slaby (1994) reported that a 

school environment is affected by individual 

characteristics of students, peer context, and family 

context factors.  These characteristics appear to affect an 

individual’s academic achievement and peer relations.  

Also, the interactions of these factors with the school 

environment influence the quality of teaching and learning 

in the classroom on any given day. 

 A crisis situation occurs as a result of a violent act 

committed by a student or students.  Although there are 

several behaviors that are associated with youth violence, 

the most common form of violence committed in schools is 

physical fighting.  Understanding school characteristics of 

violence and factors contributing to violence provides a 

framework for addressing implications for the teaching and 

learning environment. 

Leadership 

 Leadership is considered to be vital to the successful 

functioning of many aspects of a school (Marzano et al., 
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2005).  In a crisis situation, a school leader is placed in 

a position where effective leadership becomes important 

when providing clear direction and guidance to a school 

community.  Deal and Peterson (1999) stated, “To be 

effective, school leaders must read and understand their 

school and community culture (p. 9). 

 Marzano et al., (2005) in a meta-analysis of principal 

leadership research identified communication, culture and 

community as responsibilities for leadership effectiveness.  

Leaders must work to establish good communication and build 

a culture and community where a school community can work 

together to resolve a crisis.  Specific behaviors 

associated with this responsibility include the following:   

1.   Developing effective means for teachers to   

   communicate with one another. 

2.   Being easily accessible to teacher. 

3.   Maintaining open and effective lines of    

   communication. 

Risk Communication 

Sound and thoughtful risk communication can assist 

public officials in preventing ineffective, fear-driven and 

potentially damaging public responses to serious crisis  
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(U.S. Department of Health and Human Services, 2002). As 

the person the community holds responsible of action taken 

or not taken, the principal is perceived as being in charge 

and knowledgeable about the facts (Decker, 1997). 

The U.S. Department of Health and Human Services  

(2002) suggested three communication fundamentals that 

support effectiveness: 

1.   Developing goals and key messages,  

2.   Staying on message, and  

3.   Timely information. 

Initially, there is a need for setting goals and  

identifying messages prior to issuing any public comment.  

This is especially important in a crisis because of a need 

to review and effectively communicate the intended message 

during and after a crisis. 

Communicating in a timely manner is important.  

Snowden and Gorton (2002) stated, “Note no matter how awful 

or minor, if an incident has captured the attention of the 

school, community, or the world, be prepared to talk about 

it publicly and immediately.”  When reviewing the issues at 

hand, be mindful of the following: 

• The goals the community is trying to achieve. 
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• The emotional needs of the community. 

• Working collaboratively to resolve the crisis 

   (U.S. Department of Health and Human Services, 

2002).  Communicating crisis information effectively is 

important to educating the school community about the goals 

and messages to be conveyed.   

Effective risk communication is critical to a 

school leader’s ability to work with the school community 

in helping to understand the crisis situation and to know 

the next steps toward refocusing on the goals and mission 

of the school.  

Building Community 

 Fullan (2003) noted that leaders must establish a 

climate of relational trust within which tough issues are 

tackled.  Stressing another perspective on trust, Snowden 

and Gorton (2002) believed an essential priority for an 

administrator in working with most groups was the 

development of cohesiveness and trust.  They suggested 

specific needs that can influence the healing and  

effectiveness of a group.  First, members of the community 

who feel valued can make an important contribution to the 

effectiveness of the community in troubled times.  Second, 
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the school community should have a thorough understanding 

of the nature of the crisis.  A third condition for group 

effectiveness is the necessity for cooperation.  

Cooperation, because it encourages acceptance and a feeling 

of spirit, is necessary for the effective accomplishment of 

many tasks and goals. 

 DuFour and Eaker (1998) contended that school leaders 

must establish their credibility and earn the trust of 

others by modeling the attitudes, behaviors, and 

commitments that they call upon others to demonstrate, 

maintaining their composure, and responding professionally 

even in times of crisis or heightened emotions. 

 Key factors in assessing trust and credibility are 

empathy and caring, competence and expertise, honesty and 

openness, and dedication and commitment   

(U.S. Department of Health and Human Services, 2002).  

Additionally, the department noted five rules for building 

trust and credibility.  The rules included accepting and 

involving the public as a partner, appreciating the 

public’s specific concerns, being honest and open, working 

with other credible sources, and meeting the needs of the 

media. 
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Crisis Planning 

Schools must have procedures for preparation and 

management of crisis situations (Duke, 2002; Feherty, 

2001).  Pre-decisions are invaluable for those required to 

respond quickly and effectively when a crisis occurs 

(Feherty, 2001).  Although the importance of planning and 

preparedness is key to safe school processes, Spina (2000a) 

asserted the current methods of addressing school violence 

often consist of adding some new rule, piece of technology, 

or curriculum to an existing structure.  She adds they 

ignore the weak foundation they are building on as if their 

house of cards could withstand a stranger.   

Many general procedures and decisions can be made ahead 

of time to guide administrators who have management 

responsibilities (Feherty, 2001).  When developing a plan, 

Trump (2000) suggested that a balanced and comprehensive 

framework should be a part of an overall plan.  Key parts 

should include but not necessarily be limited to the 

following: 

1.  Proactive measures. 

2.  Crisis preparedness planning. 

3.  Firm, fair, and consistent discipline. 

4.  Effective prevention and intervention programs. 
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5.  Mental health support services. 

6.  A school climate stressing respect, acceptance of      

   diversity, belonging, trust, pride, ownership,  

   involvement, peaceful resolution of conflicts, and  

   related characteristics. 

7.  Strong and challenging academic programs    

   supplemented by diverse extracurricular activities. 

8.  Parental and community involvement, support, and   

   networking. 

  Crisis planning entails the manner in which a school 

community will respond at the beginning, during, and at the 

end of a crisis. Duke (2002), through the development of 

standards for safe schools, asserted that school 

authorities anticipate and prepare for situations that 

could be disruptive and dangerous.  In order to meet this 

standard, school authorities plan for various crises and 

their aftermath.  These plans include the following: 

1. Pre crisis planning - plans that deal with 

situations in which staff members are forewarned 

of an impending crisis.   

2. Post crisis planning - plans that include 

debriefing the incident, gathering facts, and 
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assessing the effectiveness of the school’s 

response. 

The U.S. Department of Health and Human Services  

(2002) suggested planning and preparation for effective risk 

communication.  Several tools for planning, preparation, and 

do’s and don’ts before, during and after a crisis are 

important tasks to be implemented in a school crisis plan. 

 A crisis situation challenges a school leader to 

demonstrate leadership behaviors that will quickly and 

effectively restore the school community toward refocusing 

on the teaching and learning mission of the school.  

Effective communication is a key component in providing 

goals and messages that are important to understanding the 

issues.    

Working with the school community by building trust 

and a sense cohesiveness are important to establishing 

credibility as a leader.  Snowden and Gorton (2002) 

contended that objectivity, impartiality, and good human 

relations skills were essential qualities for anyone 

attempting to gain acceptance or trust from others.  

 The process of developing a system wide approach to 

crisis planning is an ongoing process and one where a 

school leader involves the school community. 
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Leadership Theories 
 

This section examines multiple theories and 

perspectives in two domains of leadership.  These areas 

include personal/interpersonal and contextual leadership.  

These specific theories provide school leaders with 

strategies and skills that may provide guidance in decision 

making and actions in crisis resolution. 

Personal/Interpersonal 

Deal and Peterson(1999) asserted that a visionary   

leader continually works to identify and communicate the 

hopes and dreams of the school, thus refocusing and 

refining the school’s purpose and mission.  As symbolic 

leaders, who school leaders are, what they do attend to or 

seem to appreciate is constantly watched by students, 

teachers, parents, and members of the community.  School 

leaders model values through the leader’s demeanor and 

actions and deal openly with critical, difficult, or 

challenging events in the lives of staff and students, 

always aware of the message they are sending.   

 Trust is a key ingredient in leadership.  Fullan 

(2003) stated  

 Leaders, because they are in positions of authority 

 and power, must role model new governing values based 
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 on relational trust and disciplined confrontation of 

 problems.  The level of trust within an organization 

 influences the development of strong personal 

 attachments to the organization and the beliefs in its 

 mission.  When school participants hold such 

 commitments, they are more willing to give extra 

 effort even when the work is hard (p.67). 

 Bryk and Schneider (2002) found four features that 

were specific to high trust culture: 

1. Enable risk and effort. 

2. Facilitate problem solving. 

3. Coordinate clear, collective action. 

4. Sustain ethical and moral imperative. 

Communication is a transactional process (Shriberg, 

Lloyd, Shriberg, & Williamson, 1997). Shriberg et al. 

concluded the interpersonal skills an individual brought to 

a situation when interacting with others was important to 

the communication process.  This theoretical view builds on 

an interactional model and includes a range of factors in 

the relationship between sender and receiver. These factors 

include 

1.  Intentional verbal stimuli – our conscious attempt                      

  to communicate through words 
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2. Unintentional verbal stimuli – things we say                     

 without meaning to 

3. Nonverbal stimuli – All the non speech factors that 

 influence communication, including tone of voice,  

 gestures, eye contact, and posture 

4. Intentional verbal stimuli – What we want to   

 communicate. 

5. Unintentional verbal stimuli – Cues we are unaware 

 of or are unable to control, which nevertheless 

 influence our communication. 

Snowden and Gorton (2002) pointed out that one 

important component of communication is to be open and 

honest by making statements about feelings, attitudes, and 

reactions to situations.   

Vision, trust, and communication are important 

leadership qualities because they provide strategies and 

skills that support effective leadership in crisis 

resolution.  Effective leadership is key to refocusing a 

school community on the academic goals and mission of a 

school in the aftermath of a crisis. 

Contextual Leadership 

 Bolman and Deal (2002) stated that administrators are 

more successful when they look at things from more than one 
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angle.  Reframing is defined as a conscious effort to size 

up a situation from multiple perspectives and find new ways 

to handle it.  There are four frames that allow leaders to 

manage difficult situations in the daily operation of a 

school: political, structural, human resource, and 

symbolic. 

 The political frame focuses on the need for leaders to 

set priorities and make choices that often lead to 

conflicts because of scarce resources, time energy and 

differences among groups and individuals and their 

backgrounds and beliefs.  In this frame, building 

relationships and alliances, negotiating and learning from 

opposing viewpoints, and making clear and clarifying 

agendas are key strategies when seeking to balance personal 

interest, group influences, and resources.  Involving the 

school community in the decision making process is an 

important quality in this frame because building a base of 

support is critical in crisis resolution (Bolman & Deal, 

2002). 

 Visioning and setting measurable goals and standards 

are strategies that describe the structural frame.  

Organizations assign responsibilities and create a 

hierarchical structure to make meaning of communication and 



 

 

50 

chain-of-command activities (Bolman & Deal 2002).  

Developing procedural guidelines for crisis planning and 

assigning roles and responsibilities are examples of 

components of this frame. 

 Providing opportunities for meaningful shared decision 

making, participation, and empowerment between an 

organization and its people characterizes the human 

resource frame.  Creating a collaborative environment has 

been called the single most important factor in sustaining 

the effort to create a learning community (DuFour & Eaker, 

1998). 

 The symbolic frame marks the importance of culture, 

meaning, and faith within an organization.  Symbols govern 

behavior through shared values and informal agreements.  

Celebrations and rituals mark the significance of events 

and ceremonies.  According to Deal and Peterson (1999), 

school leaders must understand their school, its patterns, 

the purpose they serve, and how they came to be. Changing 

something that is not well understood is a surefire recipe 

for stress and ultimate failure  

 Leadership, as described in these two domains of 

leadership, is important to organizational effectiveness 

and improvement.  Bolman and Deal (2002) noted that school 
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leaders can frame, assess, and respond to situations using 

the four lenses in the following ways: (a)human resources – 

emphasizes people’s needs, skills, and the importance of a 

caring, trusting climate; (b)structural – emphasizes goals, 

efficiency, policies, a clear chain of command, and 

results; (c)political – power, conflict, negotiations and 

compromise; and (d)symbolic – attention on meaning, 

symbols, rituals, ceremonies and stories.  According to 

Bolman and Deal, in the world of education, some lenses are 

more important than others. 

Chapter Summary 

A crisis situation demands that a school leader 

demonstrate effective leadership behaviors.  According to 

Snowden and Gorton (2002), “Effective situational and 

problem analysis is necessary in order to avoid making an 

incorrect decision based on an inadequate understanding of 

a situation or problem.” Several leadership theories 

support a school leader’s ability to act effectively in a 

difficult and challenging situation. 

The ability to view a situation from multiple 

perspectives, specifically the four frames, is important in 

the context of crisis resolution.  Deal and Peterson (1999) 

noted, “As a leader, they recognize the pain of transitions 
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and arrange events that make transition a collective 

experience.  These transitions require recognition of pain, 

emotional comfort and hope.”  The leader must work with the 

school community toward functioning effectively in 

achieving the goals set forth in crisis resolution. 

School leaders must demonstrate many behaviors during 

and after a crisis situation.  The literature provides 

specific information about how to focus during and after a 

crisis situation and effective leadership behaviors for 

school leaders that may support resolution of a crisis 

situation.   
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CHAPTER 3 

RESEARCH AND METHODOLOGY 

Introduction 

The purpose of this study was to examine leadership 

behaviors by school leaders during and after a major fight 

that evolved into a crisis situation in terms of Bolman and 

Deal’s (2002) four frames of organizational leadership.  

The frames are political, human resource, structural, and 

symbolic. 

This chapter outlines the process and procedures for 

the multiple case studies.  This section provides an 

overview of the research design, a description of the 

research participants, instrumentation, data collection, 

and the data analysis methodology. 

General Overview 

This case study methodology was selected to provide 

understanding and explain meaning about principal 

leadership strategies during a crisis event.  Yin (2003) 

asserted the distinctive need for the case studies arises 

out of the desire to understand complex social phenomena.  

In brief, the case study method allows investigators to 

retain the holistic and meaningful characteristics of real-

life events.  The qualitative case studies described in 
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this study sought to interpret leadership behaviors during 

and after a school crisis that led to resolution in a 

school context.   

Yin (2003) noted the unique strength of a case study 

is its ability to deal with a full variety of evidence.  

Multiple sources of data were used to obtain information 

about principal leadership strategies during a crisis.  Yin  

suggested the use of multiple sources of evidence allows an 

investigator to address a broader range of historical, 

attitudinal, and behavioral issues.  According to Yin, 

evidence for case studies may include documents, archival 

records, interviews, direct-observation, participant-

observation, and physical artifacts. 

Parent letters, meeting notes, agendas, and newspaper 

articles were requested from both schools.  Newspaper 

articles were received from the Communications Department 

of the school district for both schools.  Parent letters, 

meeting notes, and agendas were received from Cochise High 

School.  No documents were received from Sequoyah High 

School.  The documents received were analyzed to gain a 

perspective on key critical events surrounding the 

incidents.  
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Questions were asked of each participant in the study.  

Interviews are one of the most commonly recognized forms of 

qualitative research method (Mason, 2000).  The structure 

of the questions provided for in-depth interviewing.  

According to Seidman (1998), in this approach, the goal is 

to have the participant reconstruct his or her responses to 

the situation.  

The design of the questions followed a three part 

series.  People’s behavior becomes meaningful and 

understandable when placed in the context of their lives 

and the lives of those around them.  This approach allows 

the interviewer and participant to plumb the experience and 

to place it in context (Seidman, 1998).  Each part 

addressed a different area of experience in understanding 

organizational leadership.  A snowballing technique was 

used in the decision to select participants to be 

interviewed from both schools.  Snowballing occurs when one 

participant leads to another (Seidman, 1998). 

Population and Sample 

The school district had the largest student population 

in Southern Arizona.  There were 106 schools and 59,946 

students.  The student population was very diverse 

ethnically and economically.  Both schools were magnet 
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schools with over 1,500 students.  Sequoyah High School was 

ethnically diverse, and Cochise High School was largely 

Hispanic.  Table 3.1 describes the demographics for each 

school in the case study. 

___________________________________________________________ 

Table  3.1 

Demographics for each High School. 
 
________________________________________________________________________ 

#Hispanic #Anglo  #African #Native   #Asian 
              
        Amer.  Amer.     Amer. 
_______________________________________________________________________ 
 
District(K-12) 32,627 19,038 4,148 2,509    1,624 
 
Total: 59,946 
 
Sequoyah(9-12)  1,643    837   184    98       69 
 
Total: 2,831 
 
Cochise (9-12) 
 
Total:  1,822  1,590     97       52        76        7 
___________________________________________________________           

 

In selection of high schools within a large urban 

district in Southern Arizona (Silver Springs), the 

following criteria were used: 

1. The school experienced a crisis that disrupted the 

school community within the past three years. 
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2. The school crisis involved a physical fight that 

caused injury to a student. 

3. The school received television and newspaper 

coverage. 

4. The school principal was present in the school at 

the time of the crisis event. 

5. Both schools were full service public High Schools 

with over 1,500 students. 

The researcher contacted district officials with broad 

knowledge of high schools and asked them to identify 

high schools that met the criteria.  The district office 

personnel included an Assistant Superintendent and the 

Director of Counseling who served at one school at the time 

of the crisis. 

To gain permission for the study, the subsequent steps 

were followed.  First, the researcher contacted both 

principals.  An agreement was reached with both principals 

that they would open their schools for study.  In one of 

the schools, the principal was no longer there.  However, 

the current principal was an Assistant Principal during the 

former principal’s tenure. Second, a request to conduct 

research was submitted to the District.  District 

procedures were followed in seeking to obtain permission to 
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conduct a study.  Third, permission to conduct a study and 

interview subjects was received from the Research Project 

Manager of the School District (See Appendix A).  Fourth, 

the principal permission form was personally delivered to 

each principal for his/her signature.  Table 3.2 describes 

the background experiences of the Sequoyah participants, 

and table 3.3 describes the background experiences of the 

Cochise participants. 

Table 3.2 
 
Sequoyah High School Participants Background Experience 
____________________________________________________________________ 
 
Research    Educational Experience  Crisis Training 
 
Participant    Role   Years in  Years in   Years in   
 
       Position   School    District  
____________________________________________________________________ 

Dr. Santana    Principal   3  3    13      Yes 

Mr. Benitez    Assistant   4        4         6           Yes 
           
     Principal 
 
Mr. Hernandez  Teacher     10       10       12           No 
 
Officer Madrid Security    9  9     9           Yes  
   
Mr. Allen      Director    5        0        12           Yes 
 
 

Human Subjects Procedures 

 After receiving permission to conduct research in the 

District, a Project Approval Form was submitted with  
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appropriate documentation to the University of Arizona 

Institutional Review Board for approval.  

 
Table 3.3 
 
Cochise High School Participants Background Experience. 
_______________________________________________________________________ 
Research   Role  Educational Experience        Crisis Training 
 
Participant        Years in   Years in  Years in  
 
         Position    School   District 
_______________________________________________________________________ 
 
Mr. Ansara   Principal     2        15        15            Yes 
 

Mrs. Feherty Assistant     3        3        11   Yes             
 
             Principal 
 
Mr. Mulligan Assistant    5        17        17            Yes 
 
             Principal 
 
Ms. Juarez   Teacher       3         3         4            No 
 
Ms. O’Leary  Coordinator  13         0        19            Yes 
_______________________________________________________________________ 

 

Protocol Design 

Upon receiving approval, an interview was scheduled 

and conducted with each principal.  A copy of the Human 

Subjects approval form is found in Appendix B.  Human 

Subjects protocol was followed at each interview. 

Research Participants 

Snowball sampling was used to select participants so  
 
the researcher could generate an appropriate sampling 
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frame (Mason, 1996).  Tables 3.4 and 3.5 describe the 

snowball sampling for the case study. 

 The participants in the case studies were initially 

identified as having knowledge or having been directly 

involved in the events surrounding the fights.  Snowball 

sampling occurs when one participant leads to another 

(Seidman, 1998).  At the conclusion of each interview, each 

participant was asked whom he or she recommended to be 

interviewed for the study.  This process was continued as 

each participant was interviewed.  The sampling frame was 

realized when the information generated produced no new 

data.  

Sequoyah High School 

 The interview process for Sequoyah yielded five 

individuals who were knowledgeable and had direct 

involvement in the crisis incident.  All participants were 

employed at the high school at the time of the incident.  

The participants included two administrators, one teacher, 

one security liaison and one district resource person.  
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Table 3.4 

Snowball Sampling for Sequoyah High School 
___________________________________________________________ 
 
Research Participant   Selection Criteria 
___________________________________________________________ 
 
Principal     Planned Interview. 

 

Assistant Principal   Recommended by Principal. 
      Worked closely with  

the Principal.  
 

 
Teacher Hernandez   Recommended by Assistant  
      Principal.  Advisor to 

students in Mexican American  
Culture Club. 

 
 
Security Liaison   Recommended by Assistant 
       Principal.  Mentored one of  
      the students involved in the  
      fight. 
  
  
Director     Recommended by Principal and 
      Assistant Principal.   
      Assisted with negotiations  
      students and the march.  
___________________________________________________________   
 

Principal Santana. Dr. Santana was of Latino descent 

and was Principal at Sequoyah High School.  At the time of 

the incident, he was in his second year as principal and 
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took on the role of incident commander.  During the crisis, 
 
 
Table 3.5 
 
Snowball Sampling for Cochise High School 
_______________________________________________________________________ 
Research  
 
Participant Role    Selection Criteria 
___________________________________________________________ 
Mr. Ansara Principal  Planned Interview. 

 

Mrs. Feherty  Ass’tPrincipal Recommended by principal.  
      Worked closely with the  
      Principal. 
 
 
Mr.  Mulligan Ass’tPrincipal Recommended by Principal and 
      Assistant Principal.   
      Assisted emergency response  
      team. 
 
 
Teacher     Recommended by Assistant 
      Principal.  Assisted with 
      student supervision. 
 
 
Coordinator    Recommended by Principal and 
      Assistant Principal. Planned  
      and organized crisis  
      management team and  
      activities. 
___________________________________________________________     

 

Dr. Santana assumed a lead role in negotiating with 

students because of his desire to maintain direct, open 

communication and relationships with students.   
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He began his principalship in the Silver Springs 

School District in 1994 at another high school in the 

district.  Dr. Santana described his role in the school as 

the instructional leader and lead teacher within the 

school.  He had training in the areas of disaster 

preparedness and crisis management sponsored by the federal 

government.  He had also attended crisis management 

training sponsored by the Silver Springs School District.   

 Assistant Principal Benitez. Mr. Benitez was of 

Latino descent.  At the time of the incident, he had been 

Assistant Principal in charge of operations and security 

for three years.  During the time of the crisis, Mr. 

Benitez was responsible for organizing and managing 

security personnel and school monitors.  He assisted Dr. 

Santana in negotiating with students because of his 

relationship with the students involved.   

Prior to starting a career in education, Mr. Benitez 

had been a USDA fruit and vegetable inspector for nine 

years.  He spent nine and one-half years as a biology 

teacher and an Assistant Principal in another Southern 

Arizona school district before moving to Silver Springs.  

Once in Silver Springs, he taught science for two years at 

a middle school and became an Assistant Principal at 
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Sequoyah.  He had been an Assistant Principal for four 

years. 

Mr. Benitez had several trainings in crisis management 

including a training sponsored by a Safe Schools grant.  He 

attended multiple trainings involving emergency crisis 

planning, school crisis planning and prevention, and on 

school violence and concealable weapons.  These training 

were sponsored by local law enforcement agencies, the fire 

department, the National Association of School Resource 

Officers and the School District.  

 Teacher Hernandez.  Mr. Hernandez was of Latino 

descent and was a teacher at Sequoyah.  At the time of the 

crisis, Mr. Hernandez had been at Sequoyah for 10 years as 

a Social Studies teacher and Mexican American club advisor.  

Mr. Hernandez was club advisor to the students involved in 

the “Unity March.”  According to Mr. Hernandez, “I didn’t 

really have a specific role; I guess the administration 

would want me to take care of my students within the 

classroom.” 

Prior to Sequoyah, he taught for two years at a local 

gifted and talented high school in Silver Springs.  Mr. 

Hernandez had no experience with the media. 
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 School Liaison Officer Madrid.  Officer Madrid was of 

Latino descent.  He served as a district security liaison 

and had served in that capacity at Sequoyah for nine years 

at the time of the crisis.  Officer Madrid’s role during 

the crisis was to talk to one of the students involved in 

the fight.  The student happened to fall within the list of 

students he was responsible for working with on a periodic 

basis.  Mr. Madrid stated, “My particular role in this 

incident is that the student, one of the students in 

question, was my student which falls under my alpha.”  

Specifically, Officer Madrid mentored a student involved in 

the fight. In general, he was responsible for mentoring 

students enrolled at Sequoyah whose last names fell under 

certain letters of the alphabet. After the fight, Officer 

Madrid assisted school officials with supervision on the 

mall.  In an effort to prevent an escalation of the crisis, 

he made the decision to seek outside support and call local 

law enforcement authorities to respond to the disturbance 

on campus.     

A native of Silver Springs, Officer Madrid was a 

member of the Marine Corps and a member of the local police 

department for several years.  Officer Madrid had been a 

part of the security team at Sequoyah High for the past 10 
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years.  He described his role in the community as the “go 

between” the students and the administration.  Some of his 

duties included assisting students with any crisis 

situation encountered on campus, mediations, counseling 

referrals, and assistance with outside agencies such as 

Youth on your Own.  Officer Madrid investigated crimes on 

campus in addition to his other duties. He had no 

experience with the media.  

 Director Allen.  Mr. Allen was of Latino descent.  He 

described himself as a, “product of Silver Springs.”  At 

the time of the crisis, he served as Director of Mexican 

American Studies in Silver Springs. Prior to serving as 

director, he worked for a local Senator and for the 

Attorney General’s office in the area of civil rights.  His 

teaching career began at Sequoyah, where he taught for 

three years.  He taught at another high school for four 

years before moving to the central office.  Mr. Allen had 

been a central office administrator for five years.  His 

experience with the media was limited to being interviewed 

about Mexican American studies in the local newspapers.  

Cochise High School 

 The participants at Cochise had knowledge of and were 

directly involved in the crisis incident.  The principal 
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recommended one assistant principal and the counseling 

coordinator. 
 Principal Ansara.  Mr. Ansara was principal of Cochise 

at the time of the incident.  He described his role as 

being intertwined with the community.  He viewed Cochise as 

one of the hubs of the community, situated around the 

church and community.  Mr. Ansara was a native of Silver 

Springs and taught at Cochise for 10 years. He served as an 

Assistant Principal and was Principal for two years.  He 

left Cochise one year after the incident.  At the time of 

this study, he was Principal of an out-of-state high 

school.  

Mr. Ansara had some training crisis management 

provided by the State of Arizona.  This training was 

supplemented by District training provided to all 

administrators in incident command and command structure. 

Mr. Ansara revealed, “I wouldn’t call myself an expert, I 

wouldn’t call myself completely naive, but more of a 

novice.” 

Through his experiences as principal, Mr. Ansara has 

had opportunities in the past to work with the media.    

 Assistant Principal Feherty.  Mrs. Feherty was of 

Caucasian descent and was the current principal of Cochise.  
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At the time of the incident, she was Assistant Principal of 

Curriculum and Instruction.  During the crisis, her role 

was to support the principal.  According to Mrs. Feherty, 

“I did whatever he needed me to do.”  She assisted the 

principal with decisions regarding the faculty and what 

support to provide to students.   

Mrs. Feherty described her current role at Cochise as 

the “Captain of the Ship.” She provided guidance as the 

instructional leader, dealt with management issues, and, 

most importantly, ensured student learning. 

 Mrs. Feherty had crisis training through the District.  

She noted Cochise was the site for a major practice session 

for crisis intervention because of a request made by local 

law enforcement for school participation on a voluntary 

basis.  Mrs. Feherty felt she had quite a bit of training 

in crisis management. 

 Mrs. Feherty explained that over the last two years, 

she had done numerous interviews for television and 

newspapers. 

 Assistant Principal Mulligan. Mr. Mulligan was of 

Caucasian descent.  He was Assistant Principal for 

Curriculum and Instruction, but at the time of the crisis, 

Mr. Mulligan was an Assistant Principal.  According to Mr. 
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Mulligan, his role was helping to make decisions or to 

provide a course of action.  He stated, “It might be to get 

on the phone and call somebody, being a coordinator of 

making sure things happen or getting the services and 

different things we might need.” 

   During his tenure at Cochise, he had been a science 

teacher for eight years, Athletic Director for four years, 

Assistant Principal for Activities for two years, and was 

currently in his third year as Assistant Principal for 

Curriculum and Instruction.  He described his role at 

Cochise as someone who had helped parents with the 

education and supervision of their children.  Also, he 

viewed his role as someone who mediated problems and 

supported the community. 

 Mr. Mulligan had attended a formal training in crisis 

management sponsored by the Arizona Department of 

Education.  He had also attended training on emergency 

situations.  He noted he had not had significant training 

in the area of crisis management. 

 Mr. Mulligan had very little experience with the 

media.  He stated,  

 When the media shows up at our door step, I’ve made 

 phone calls to make sure the district is aware and get 
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 direction for the school as to how we are to deal with 

 the media.  I won’t talk to the media unless I’ve been 

 given the green light to do so or reviewed what was 

 going to happen. 

 Teacher Juarez.  Ms. Juarez was of Latino descent.  At 

the time of the incident, she was in her first year as a 

Freshman English teacher at Cochise.  During the time of 

the crisis, Ms. Juarez described her role as keeping the 

lines of communication open with the students she taught.  

She stated, “It was just a matter of being there for my 

kids.” 

Prior to entering the field of teaching, she worked 

with Section 8 housing on the west side of the city for 

eight years.  The population on the west side of the city 

was predominately Hispanic.  Ms. Juarez taught for four 

years at a high school in another school district.  She had 

taught at Cochise for three years.  Currently, she serves 

as an Assistant Principal of another school in Silver 

Springs. 

 Ms. Juarez wanted to teach at Cochise.  She was born 

and raised in the community that surrounded the school.  

Speaking about her desire to teach in the community where 

she was raised, Ms. Juarez stated, “I wanted to go back to 
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where I was raised, to the community that had helped raise 

me, and give back to the community.”  Ms. Juarez’s way of 

giving back was education.  Teaching provided that 

opportunity.  Additionally, she wanted to follow and be 

mentored by Mr. Ansara.  Ms. Juarez had a few hours of 

school violence training in her former school district. 

 Ms. Juarez’s experience with the media went back to 

her former employment.  She worked for Section 8 housing, 

and at the time, the media was very interested in community 

improvements that were being made on the property.  She had 

no experience with the media in relation to the school. 

 Coordinator O’Leary. Ms. O’Leary was of Caucasian 

descent. She was the coordinator in the Counseling and 

Guidance Department in Silver Springs at the time of the 

crisis.  Her duties included coordinating grants and 

working with all counselors.  She had served in the 

department for over 12 years.  Prior to counseling, Ms. 

O’Leary served in the district as a middle school math and 

science teacher.  She had been an educator in the district 

for 19 years.   

Ms. O’Leary has been involved in several crisis 

trainings.  Her training encompassed Critical Incident 

Stress Management trainings and several trainings with Dr. 
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John Dudley on the grieving process.  Ms. O’Leary had 

experience working with the media.  During times of crisis, 

she explained that she was often the one who talked to the 

media.  Prior to her career in Silver Springs, she was a 

public relations director at a local company.  Participants 

in this case study included one principal, two assistant 

principals, one teacher, and one counseling coordinator.   
Instrumentation 

 The primary way a researcher can investigate an 

educational organization, institution, or process is 

through the experience of the individual people, the 

“others,” who make up the organization or carry out the 

process (Seidman, 1998).  The interview and document 

analysis was used to identify leadership behaviors and 

decisions.   A case study strategy was used to examine 

principal leadership behaviors using the four frames of 

organizational leadership (Bolman & Deal, 2002).   

One of the most important sources of case study 

information is the interview (Yin, 2003).  Additionally, 

Yin stated that throughout the interview process, the 

researcher has two jobs: (a) to follow your own line of 

inquiry, as reflected by your case study protocol, and (b) 

to ask your questions in an unbiased manner that also 
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serves the needs of your line of inquiry.  Three 

instruments were developed to respond to research questions 

regarding principal leadership experiences, behavior and 

role in dealing with school violence.  One instrument was 

developed for principals. See Appendix C. One was developed 

for staff. See Appendix D.  One was developed for District 

resource personnel. See Appendix E.  The case study 

research reported in this paper utilized formal questions 

using the three-part series (Seidman, 1998).   

The first of the three-part series focused on life 

history. Seidman (1998) noted the researchers task was to 

put the participants experience in context by asking him or 

her to tell as much as possible about him or herself in 

light of the topic up to present time.  The second series 

focused on the details of experience.  The purpose was to 

concentrate on the concrete details of the participants’ 

present experience in the topic area of study.  The third 

series focused on reflection on the meaning.  Seidman 

asserted that participants were asked to reflect on the 

meaning of their experience. Using this format, the 

researcher was able to gather a deeper understanding of 

principal leadership behaviors.  
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As a researcher, interviews suggested that people’s 

knowledge, views, understandings, interpretations, 

experiences, and interactions were meaningful properties of 

the social reality, which the researchers’ questions were 

designed to explore (Mason, 2000).     

Interview Protocol 

 Interviews were held between August 2006 and February, 

2007.  Prior to the start of each interview, the researcher 

provided a brief overview of the study.  In addition, the 

researcher reviewed the Subject Consent form.  The length 

of the interviews ranged from 18 minutes to 70 minutes.   

The principals, assistant principals, and security liaison 

officer were interviewed in their offices at their 

respective schools.  The former principal was interviewed 

in Las Vegas, Nevada.  One teacher and the coordinator were 

interviewed in the office of the researcher, and the other 

teacher was interviewed at a local coffee shop.  Both 

District leaders were interviewed in their offices.     

 Interviews were tape-recorded and transcribed.  Data 

from the transcribed notes were color-coded based upon 

themes related to the four frames of organizational 

leadership identified by Bolman and Deal (2002).  Results 

within these frames are reported in Chapter 5.  
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Document Analysis 

 Multiple sources of evidence were used to obtain data.  

Sources of evidence from Cochise included interviews, the 

crisis management plan, a flyer, school records, and news 

articles.  Although requested, Sequoyah did not provide any 

documents for analysis.  Yin (2003) suggested the use of 

multiple sources of evidence allowed an investigator to 

address a broader range of historical, attitudinal, and 

behavioral issues.   The most important use of 

documentation is to corroborate and augment evidence from 

other sources (Yin, 2003).   

Documentary evidence was used to complement the 

interviews.  Yin (2003) noted documents can provide other 

specific details to corroborate information from other 

sources.  Letters and newspaper articles were used to 

understand the scope of the incident.  The researcher 

submitted a request for newspapers articles, parent 

letters, and videotapes to the Public Relations office of 

Silver Springs Unified School District.  Letters and notes 

from Cochise High School and newspaper articles about both 

high schools were received.   
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Data Analysis 

The researcher transcribed data from each interview.  

Using Seidman’s (1998) three-part series as a guide, data 

were analyzed by the researcher to find common themes and 

perspectives.  In addition, data were compared to find 

similarities and differences categorized into themes.   

Rich quotes were used to tell the story (Seidman, 

1998).  Using the quotes allowed an opportunity to gain a 

deeper understanding of the role the participant played in 

the incident.  The data were studied, analyzed, and 

interpreted for the purpose of creating profiles and 

connecting themes for interpretation using the four lenses 

or frames of organizational leadership espoused by Bolman 

and Deal (2002). 

 Data analysis includes an in-depth discussion of 

leadership behaviors in relation to crisis resolution.  The 

participants discussed their knowledge and understanding of 

a crisis incident on their campus.  Results included the 

staff and district resource personnel’s perspectives on the 

principals’ leadership decisions’ impacted using the four 

frames of organizational leadership (Bolman & Deal, 2002).  
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Data Interpretation 

Interrater reliability was used to study the data from 

the interviews to examine principal leadership behaviors 

using the reframing theory.  Two graduates from doctoral 

programs from the local university were asked to read all 

interviews and analyze the data.  One individual was a 

former counselor in the district and coordinated the crisis 

response teams and plans.  In addition, this individual 

developed the crisis response plan for Cochise.  The other 

individual was a former high school principal in the school 

district.  Using this process, the researcher and 

colleagues individually reviewed the responses to all 

questions from the interviews and identified common themes 

and perspectives.  Each individual found the interpretive 

analysis of the situations to be consistent within the four 

frames of organizational leadership (Bolman & Deal, 2002).     

The next step involved a thorough review and 

comparison of the researcher’s findings and her colleagues’ 

findings.  Common themes and perspectives were established 

as a result of this process.  A final step was relating the 

themes to the literature and to the research question to 

determine if they were in agreement.  See Appendix F and G.  
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A summary of the findings was developed and is included in 

Chapter 6. 

Chapter Summary 
 

 This chapter explained the research methodology used 

to identify and understand principal leadership during and 

after a crisis situation using Bolman and Deals (2002)four 

frames of organizational leadership.  The next chapter 

explains the results obtained from this qualitative case 

study. 
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CHAPTER 4 

RESEARCH CONTEXT 

Introduction 

 The purpose of this study was to examine principal 

leadership behaviors exhibited by two principals in working 

with their school communities during and after a student 

fight using Bolman and Deal’s (2002) four frames.  The high 

schools selected for the study were located in an urban 

school district in Southern Arizona.  This chapter included 

a description of the district and schools, the incidents, 

and research participants.  This information provides a 

context designed to understand how principals made 

decisions during and after a crisis situation using the 

four frames. 

Silver Springs Unified School District Description 

 Established on November 4, 1867, Silver Springs is an 

urban district located in the heart of a Southwestern 

state.  Throughout its 139-year history, Silver Springs has 

been reflective of the patterns of growth and activity in 

the community.  For example, throughout time, similar 

problems have been encountered:  inadequate finances; 

overcrowded classrooms; critical newspaper editorials; 
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conflict between the school board, administration and 

teachers; and public controversy over elections. 

In 2006, Silver Springs serviced over 60,000 students 

from diverse backgrounds in Grades K-12.  The ethnic 

enrollment breakdown was 32.3% Anglo, 6.8% African 

American, 54.1% Hispanic, 4.1% Native American, and 2.6% 

Asian American.  The district had a total of 106 schools: 

76 elementary schools, 20 middle schools and 10 high 

schools.   

Throughout its history, Silver Springs faced many 

challenges in its effort to meet the needs of a diverse 

student population.  The most notable challenge was the 

Langston-Rodriguez lawsuit in 1974, which initiated an era 

of desegregation in the Silver Springs Unified School 

District.     

Desegregation in Silver Springs 

 In 1974, the National Association for the Advancement 

of Colored People (NAACP), representing the Langston 

plaintiff, sued Silver Springs Unified School District for 

alleged racial imbalance in their schools.  The same year, 

the Mexican-Americans for Equal Education, representing the 

Rodriguez plaintiff, filed a federal lawsuit against the 

District on busing.  The plaintiffs argued that by 
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“discriminatory construction site selection and 

gerrymandered zone lines,” the school district had 

perpetuated a tri-ethnic system. 

 In 1978, Judge John C. Franklin issued a court order 

outlining the phases of implementation for the district.   

As part of the implementation plan, the Magnet school 

concept was developed.  Two high schools were identified as 

Magnet schools.  In 1984, Sequoyah High was added as a fine 

arts Magnet school.  In 1995, Cochise High was added as a 

communications and technology magnet school. 

Ethnic Studies Department 

The Silver Springs Ethnic Studies Department was 

comprised of certified and classified personnel in the 

Hispanic, African American, Pan Asian, and Native studies 

departments.  These personnel provided individual and group 

support to students in the areas of academics, social 

skills, counseling, and parent and community involvement.  

Additionally, these departments offered services in 

professional development and student intervention planning 

and activities. 

 Staff was assigned to schools with the largest 

population of student’s representative of each department.  

A goal of the Ethnic Studies Department is to promote 
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student advocacy and work with school staff to ensure 

increased student achievement. 

Crisis Response Team 
 

The Silver Springs Unified School District Crisis Team 

was comprised of school counselors throughout the district.  

Under the direction of the principal, the crisis team 

members assisted in classrooms and provided small group 

counseling.  The Counselor Crisis Response Team provided a 

supportive service to help schools assess, plan, and 

intervene in crises affecting staff and students.   

Procedurally, the crisis team was called to service in 

a school when a death or traumatic event occurred.  Key 

services include assisting staff with school plans, helping 

teacher’s process information with students, and working 

with students individually and in groups. 

Emergency Crisis Plan 

 Silver Springs has a District wide emergency crisis 

manual.  The document is comprised of a template with 

specific procedures that apply to all schools.  Information 

includes procedures on district and law enforcement 

notification, evacuation, fire drills, Africanized bees and 

hazardous conditions, lock down procedures, and school 
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crisis team information.  Site specific information can be 

included as part of the plan. 

Sequoyah Magnet High School Description 

 Established in 1892, Sequoyah High was located in the 

central part of the city and was one of the oldest schools 

in the city.  In the foyer of the high school was the Wall 

of Fame.  Portrayed on this wall, were the faces of many 

prominent politicians, business people, and educators who 

graduated from this school.   

Sequoyah served students in Grades 9 through 12.  

According to the mission of Sequoyah Magnet High School, 

the community would:   

• Respect and appreciate cultural diversity. 

• Exhibit creativity, personal courage, and risk 

taking to reach potential. 

• Successfully realize attainable goals and master 

essential skills. 

• Preserve tradition. 

• Ensure a environment for equal opportunity. 

• Continue interaction with the community. 

• Take responsibility.   
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The magnet curriculum included specific courses in 

performing and visual arts.  Technological education 

courses supported a comprehensive curriculum that was open 

to all students. These courses provided the most current 

technology available in humanities, arts, math, science, 

and computers, bilingual and block English, and social 

studies classes.  In addition to programs, student services 

included counseling, health, peer mediation and several 

community partnerships that supported student needs.   

Over the last 10 years, the student population had 

grown to over 2,831 students.  The school was the largest 

high school in the district and had one of the most diverse 

student populations in the city.  The ethnic enrollment 

breakdown was 29.6% Anglo, 6.5% African American, 58.0% 

Hispanic, 3.5% Native American, and 2.4% Asian American. 

Students who attended Sequoyah came from all areas of the 

district boundaries and immediate neighborhood boundaries.  

Due to Sequoyah magnet status, students from outside the 

immediate neighborhood boundaries were bused to the school.  

In the year 2005-2006, 822 magnet students were eligible 

for transportation services. Students who attended Sequoyah 

High Magnet School represented families who came from the 

high end of the economic spectrum to poverty.   
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Sequoyah has a large faculty and staff with an average 

number of years of teacher service of 12.1%.  The staff 

composition included approximately 225 administrators, 

counselors, teachers, and support staff.  Over the last 

three years, the student attendance rate averaged 96.8%, 

the graduation rate averaged 93.4% and the dropout rate has 

increased slightly from 0.8% to 1.0%.  Approximately 40% of 

the students were on the free/reduced lunch program.   

The Arizona Department of Education designated the 

high school as “Performing.” Over the past three years, 

Sequoyah had failed to make Adequate Yearly Progress (AYP). 

Sequoyah was the largest high school in Silver Springs.  

Immediately west of the local university and district 

headquarters, the school had a large campus housing four 

buildings, a gymnasium, and a football field and rested on 

a main public thoroughfare.    

The Mall 

 Located in the center of the campus, a large area of 

outside space held the majority of students attending 

Sequoyah.  The mall rested between the gym and vocational 

building on the southern part of the campus and between the 

main building and the cafeteria on the northern part of the 

campus. 
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Each day student’s gathered before school and during 

lunch to socialize, read, or practice musical instruments.  

When students gathered, they segregated according to race 

and gender.  These students maintained their self-

designated locations at opposite ends of the mall.  

Additionally, students gathered in multi-ethnic groups and 

by neighborhood area.  These neighborhoods represented 

areas with specific gang affiliations.  Couples who 

demonstrated fondness for one another were also very much 

an integral part of the scene.   

 The mall grounds were heavily supervised, with each 

administrator assigned to a designated area.  Security 

personnel on bicycles also circulated among the crowds.  

Students interacted with one another by playing hackysack 

and basketball and story telling.  They greeted each other 

by hugging, laughing, and talking with one another.  

Administration banned students from wearing certain colors, 

specifically blue or red. School officials engaged students 

in conversation on the mall. 

The Mall was an area where several student disputes 

have been initiated and played out in the presence of other 

students.  Administration made efforts to address this 

issue by maintaining high visibility and being more 
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proactive in communicating with students.  This issue 

plagued Sequoyah for many years. 

Description of Sequoyah Crisis Incident 

On May 13, 2005, a near fight broke out prior to the 

start of school because a group of Hispanic students was 

posturing and flashing some gang signs across the Mall to a 

couple of African American students.  Table 4.1 describes 

the sequence of events at Sequoyah, the largest high school 

in Silver Springs. 

All of the students who participated in this incident 

were actively involved in local neighborhood gangs.  

Several other student onlookers were present while waiting 

for the bell first period to ring. 

During passing period, at approximately 10:00 a.m., a 

group of two or three Hispanic students got together and 

went after a group of two or three African American 

students.  As several students watched, one of the African 

American students physically assaulted one of the Hispanic 

students.  The incident took place in the stairway on the 

third floor of the Technology Building.  Both students were 

members of local gangs, specifically Hollywood and Bloods.  

The Hispanic student was taken to the hospital to be 

treated for minor injuries. 
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Within a few hours, other Hispanic students became 

upset because in their perception, noting had been done to 

the student who was not taken to the hospital.  On the Mall 

at lunch, approximately 40 students became disruptive, 

claming that administration did not take any disciplinary 

action against the African American student who had injured 

the Hispanic student.  Also, the Hispanic students thought 

the African American student was permitted to return to 

class.  The students were loud and refused to talk to 

administration.  The principal began to encourage the 

students to listen and go to the administration to work 

things out. 

The focus of the principal’s dialogue with the 

students was to identify the issues surrounding the fight 

and identify which students were primarily involved in 

instigating the disturbance.  The principal wanted to make 

a connection with the student leaders and convince them to 

come to his office to discuss ways to resolve the issues.  

At the end of the lunch, some students refused to go 

to class and began flashing gang signs.  The disturbance 

drew approximately 200 to 300 student onlookers.  As a 

result, students were shouting, running throughout campus, 
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Table 4.1   

Sequence of Events for Sequoyah High School 
 
_________________________________________________________ 
Time Frame    Series of Events 
__________________________________________________________ 
 
 
7:45 a.m. Students of rival gangs taunting 

each other. 
 
 
8:00 a.m.    Call to class. 
 
 
10:00 a.m.   Fight between two students in  
     stairway. 
  
 
10:15-10:35 a.m.  Students running around on campus 
     refusing to go to class; shouting 
     taunting; negotiations begin with 
     students; campus lock down. 
 
 
10:35 a.m.   Police arrive. 
 
 
10:45 a.m.   Student arrests begin. 
 
 
11:45 a.m.   Seven students taken away in vans. 
___________________________________________________________  
 
 
and refusing to go to class.  Some Hispanic students  
 
started to go looking for the African American student  
 
involved in the earlier fight.   
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The local police department was called by the Security 

Liaison to help restore order.  At least 11 officers 

arrived.  Although there was police presence, some students 

continued to refuse to go to class and did not want to 

disperse.  Additional police officers were called which 

seemed to aggravate the situation.  Dr. Santana noted, “The 

kids started to cry, some of them started to get very 

agitated, some of them started to go look for the African 

American student.  We had security trailing them to make 

sure that nothing transpired.”  In an effort to stabilize 

the situation, three students of African American and 

Hispanic descent were identified as leaders and taken into 

one of the administrative offices. Dr. Santana reported, 

“We took three of the leaders, and they were taken into the 

office.  Two other students were arrested and forced 

inside.”   

Once arrests were made, students began to calm down 

and the situation dissipated.  Dr. Santana further noted,  

So there we had between 200 to 300 students  running 

 throughout the campus.  It was nasty.  And,  then you 

 deal with the rumors, you deal with there’s a 

 weapon.   And then, you’re looking at it saying, all 
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 right, now why would I release second lunch.  Let me 

 get these kids in, so we called a lock down.  

Dr. Santana ordered a campus lock down so that second 

lunch would not interfere with efforts to stabilize  the 

campus.  This meant that all students, faculty, and staff 

were to remain in classrooms and offices until further 

notice.  Additionally, with the exception of law 

enforcement personnel, no one would be permitted to arrive 

on campus or leave campus.  

As a result of the incident, seven students, two boys 

and five girls of African American and Hispanic descent, 

were arrested on suspicion of interfering with the peaceful 

conduct of an educational facility and disorderly conduct 

and were taken away.  Two students received long-term 

suspensions.  One of these students withdrew from Sequoyah. 

 This incident elevated racial tensions between 

Hispanic and African American students at the school.  In 

response, student leaders of the Mexican-American and 

African American Culture Clubs met and decided to hold a 

unity march the following week.  The purpose of the march 

was to unite ethnic groups and not allow disruptive 

students to create turmoil between African American and 

Hispanic students. 
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 The unity march was billed as an effort to ease racial 

tensions, bring unity among students, and send a message to 

the community that the crisis incident at Sequoyah was a 

result of rival gangs.  According to Dr. Santana, “This 

wasn’t a race issue, and that distinction was critical to 

this crisis.  The parties happened to be Hispanic, and 

happened to be African American.  It was more of an issue 

of gangs.”  Dr. Santana continued, “The kids came to me and 

wanted to protect the fact that Sequoyah was their school.  

And, so that’s where they started to talk about the march.  

We turned around and said, ‘Hey we’re in.’”   

 Mr. Hernandez, the Mexican-American club advisor, was 

not involved in the initial discussions about the march and 

felt it was a planned event by school and district 

administrators rather than a grass roots effort by 

students.  He revealed, “Mr. Benitez called me and said, ‘I 

need some of your students.’”  In response to Mr. Benitez’s 

request, Mr. Hernandez asked a couple of his students to go 

to the principals’ office.  He further revealed, “Things 

that aren’t authentic don’t work to solve the problem.  It 

worked to make people feel better about the school, 

possibly and who those people are. That march, it wasn’t 

for them.  I know that.” 
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On May 19, 2005, approximately 75 students and 

District staff marched approximately two miles from 

Sequoyah High to the local university.  The students wore 

green shirts symbolizing the green in the Mexican and 

African flags.  The banner the students carried said, “When 

cultures unite, we silence discrimination.”  School 

administrators involved in planning the event and the 

Superintendent marched in support of the students.  The 

incident and the culminating unity march received 

television and newspaper coverage.  One local television 

station reported the following, “Sequoyah High students are 

taking back their school.  They say they won’t stand by 

while disruptive teenagers create turmoil there among Black 

and Hispanic students.”  A local newspaper article 

reflected the same sentiment in its story.  Immediately 

west of the local university and District headquarters, the 

school had a large campus housing four buildings, a 

gymnasium, and a football field, on locations at opposite 

ends of the mall.  

  
Cochise Magnet High School Description 

 “!Si Se Puede!, Yes, it can be done!” was the motto 

for this school located in the southwest area of the city.  
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This area was immediately west of the Interstate in a 

predominately Hispanic community.  Established in 1956, the 

school had served the educational needs of the neighboring 

Hispanic community with students in Grades 9 through 12.  

The name of the school was chosen from a poll of students 

in 1956.   

 The mission statement espoused,  

 Faculty and staff make a lasting difference in the 

 lives of students.  We are driven by ethical and moral 

 commitment to provide a safe and supportive 

 environment with a curriculum grounded in standards 

 and application, so that students may graduate into 

 society as innovative learners who value honor, 

 respect diversity, and pursue excellence. 

 Cochise was a college preparatory and communication 

arts and technology magnet.  In addition to regular 

instructional programs, students could take coursework that 

supported an ability to excel in the areas of television 

and radio production, multi-media production, broadcast 

writing and reporting and remote video and studio 

production. Cochise has state-of-the-art facilities to 

support student preparation and success in these areas. 
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Prominently displayed on all communications was the 

Seminole Hotline.  The purpose of the hotline was for 

reporting issues or incidents that may threaten the health 

and safety of the school community.  Counseling, mediation 

and community resources were available to all students. 

Within the past 10 years, the student population at 

Cochise as grown to 1,802 students.  The school was 

predominately Hispanic.  The majority of the students who 

attended Cochise came from families whose economic status 

ranged from blue-collar working class to poverty.  The 

majority of the students lived in the immediate 

neighborhood.  As a magnet school, some students qualified 

for transportation services.   

Fifty-eight percent of the students received 

free/reduced lunch.  The ethnic enrollment breakdown was 

5.5% Anglo, 2.8% African American, 87.2% Hispanic, 4.0% 

Native American, and 0.5% Asian American.  Over the past 

three years, the attendance rate averaged 91.6%, and the 

dropout rate had gone from 3.9% to 2.4%.  During this same 

time period, the suspension rate rose from 448 to 461. 

The Arizona Department of Education has designated 

Cochise as a Performing school.  Cochise made Adequate 

Yearly Progress during one out of the last three years. 
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Description of Cochise Crisis Incident 

 The crisis at Cochise involved the death of a student.  

At approximately 12:44 p.m. on September 5, 2003, two 

students had a scuffle.  One student died within an hour 

and a half of the fight.  Table 4.2 describes the sequence 

of events for this case study.   

___________________________________________________________ 

Table 4.2 

Sequence of Events for Cochise High School 

___________________________________________________________ 

 
Time Frame    Series of Events 
__________________________________________________________ 
12:44 p.m.   Two students engaged in a fight. 
 
 
12:44-1:00 p.m.  EMT personnel arrived on campus. 
 
 
2:00 p.m.    Search began for other student  
     involved in fight. 
     Approximate time of student’s  
     death. 
 
2:15 p.m.    Crisis Response Team arrived on  
     campus. 
 
2:30 p.m.    School dismissed 
________________________________________________________________________ 
 

No weapons were involved and the incident lasted no 

longer than 30 seconds.  The incident occurred at the end 
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of fifth period as students were exiting into the hallways 

on the second floor in Building 200, which was located in 

the northeast corner of the campus. 

 The first to respond was a teacher who was trained in 

CPR.  The second to respond was a student who was trained 

in CPR.  The nurse arrived and took over administering CPR 

to the student.  A 911 call was made.  At this time, the 

principal, Mr. Ansara, locked down the campus.  Emergency 

Medical Technicians arrived and were routed to the area. 

According to Mr. Ansara, “This was a typical incident that 

could occur at any school on any day.  The difference was 

one student had a heart condition.”  The students’ heart 

condition was the ultimate cause of death. 

At approximately, 2:00 p.m., a search for the other 

student began.  At about the same time, the student was 

pronounced dead at the hospital.  At this time, there was 

no indication of why the fight started.  A decision was 

made to call an emergency faculty meeting, to determine how 

to evacuate with a crime scene in operation.  At 

approximately 2:15, District central office personnel 

arrived on campus.  School was dismissed at 2:30 p.m. 

Approximately two hours after the incident, the other 

student arrived at school with a parent.  The student was 
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cooperative with school official and police.  At this time, 

there was no disciplinary action taken against the student. 

Immediately school and District officials worked together 

to develop a crisis response and management plan.  On the 

evening of the incident, the principal and school and 

District officials left at approximately 11:15 p.m.  Each 

individual was assigned to assist with closing the 

building. Everyone exited the building through a back exit 

at the same time to avoid the media that was camped across 

the street.  Within four days of the incident, hospital 

officials revealed that the student had an underlying 

condition. 

Chapter Summary 

 This chapter explained the context in which the 

research study was analyzed.  A description of the 

experiences and knowledge of the research participants and 

a description of the high schools and crisis incidents 

enabled the researcher to provide a rich interpretation of 

the information leading to principal leadership decisions. 
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CHAPTER 5 

RESULTS 

Introduction 

 The purpose of this study was to examine common 

leadership behaviors used by school leaders during and 

after a major fight evolved into a crisis situation in 

terms of the four frames of organizational leadership as 

espoused by Bolman and Deal (2002).  The four frames of 

organizational leadership used in this study were 

structural, human resources, political, and symbolic. 

 This study was based primarily on the results of 

interviews conducted with key school personnel from two 

high schools from the same district in Southern Arizona. 

Using a snowballing approach, each interviewee was 

identified by key staff. 

Description of Sequoyah Crisis Incident 

 All interview participants had prior experiences with 

a crisis situation.  The principal, Dr. Santana, described 

his experience with a crisis as having to deal with them 

periodically.  He continued,  

It’s on the job training.  It’s your sitting here 

minding your own business or making sure the school is 

functioning and then you get word that something 
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either is about to happen or is happening, and in 

which case the experience is as a principal dealing 

with them as they surface.  

 Assistant Principal Mr. Benitez suggested that a 

school crisis occurred when a situation placed the students 

and staff in danger.  It could be a multitude of things 

such as a chemical spill near the campus or student unrest 

on campus.  He considered it a drastic interference with 

the educational process on campus. 

His first experience with a crisis involved a former 

student who was shot and killed beneath an underpass.  He 

was still at school when he received the call.  He 

described the student as a good friend of some gang members 

who followed his friends to the underpass as a spectator. 

Another incident involved having to lock down the campus 

because an escaped prisoner from downtown was in the area. 

 Dr. Santana explained that a crisis occurred when 

there was a disruption of the educational day and the 

disruption was at a level that kept learning from going on 

in the school or portions of the school.  He noted,  

 You have a truck that turns over right here on 47th 

 Street and it’s spilling out chemical gas, that’s a 

 crisis and that’s external.  When you have groups of 
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 kids fighting with each other because of a gang 

 related situation or you have a situation going on 

 where there is a conflict that can be categorized as

 conflict or a crisis as well. 

 Dr. Santana believed a crisis was resolved when the 

situation had stabilized. He defined stabilized as when the 

situation was resolved you know the facts, and that you 

have resumed teaching and learning at your school.  He 

asserted,  

 When you’re in a state that is fluid, and teaching and 

 learning is not going on, and you still haven’t gotten 

 to the bottom of the facts of what was causing the   

 of the crisis, then you cannot say that you’re beyond 

 the crisis or that you’ve solved the crisis. 

 Mr. Benitez responded that in lock down situations, 

the crisis was resolved as soon as the lock down was 

lifted.  In the situation involving the death of a former 

student, it maybe took two to three weeks.  With the death, 

there were additional activities such as debriefing, 

recovery, bringing in counselors and others to assist 

students, and thinking about what would happen at the 

funeral and what would happen when students wanted to 

memorialize the student. 
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 Mr. Hernandez described an experience early in his 

career.  He revealed, “I was a student teacher; we had some 

unrest in 1993 with a pretty simple fight.  What became 

complex about it was the reaction of the students.”  He 

continued, “We didn’t have a principal; we had an interim 

principal.  It was almost like a recipe for what would be 

later called a riot. We had the SWAT team and every police 

officer at our school.” 

 Officer Madrid had been involved in various situations 

involving school violence.  He stated, “I’ve seen many 

students come and go and participate in gangs, upstage walk 

outs, also situations which required a large response by 

the local police departments.”   

 Reflecting on his experience with school violence, Mr. 

Allen spoke about his high school years as a member of the 

Barrio Central gang.  He revealed, “I claimed Barrio 

Central and we were always fighting with the other gangs at 

Sequoyah.”  Comparing school violence in the past, when he 

was a student, and the present, he noted,  

I was involved in school violence, but not to the 

degree to what we see today.  No one ever died, or  

people didn’t die as frequently.  I don’t think the 

intent was to necessarily kill somebody; you know a 
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lot of time you fought somebody, you beat somebody up  

and it was over.  Now, it isn’t like that. 

 Another key comparison made by Mr. Allen was the 

severity and frequency of the violence and how violence 

left the school and went into the streets.   

Research Question 

 What leadership behaviors are demonstrated using the 

four frames of organizational leadership to resolve a 

crisis situation? 

Sequoyah Structural Frame 

 Structural arrangements demand continual attention 

just as human needs do (Bolman & Deal, 2002).  According to 

Bolman and Deal, (2002),  

 In a classroom, a school, or any other group, people 

 like to know where they’re headed, who’s in charge, 

 what they’re supposed to do, and how their efforts 

 relate to others.  Bosses are supposed to develop 

 policies, provide direction, and make sure everyone’s 

 on the same page (p. 84).   

 Several questions were asked to obtain information 

about how the principal applied the structural frame when 

making decisions after a crisis situation.  These questions 
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asked about the roles, planning process, and resources used 

during a crisis situation. 

As required by Silver Springs, Sequoyah had a 

detailed school safety plan.  Specific roles and 

responsibilities were a part of the plan previously 

assigned by Dr. Santana.  As part of procedure, the plan 

was reviewed with faculty and staff.  Also, fire drills and 

lock downs were practiced on a regular basis.  The 

existence of a plan was an example of the structural frame 

in place at the school.   

Dr. Santana described his primary role as simply being 

the point person or the incident commander.  He said,  

It was a combination of getting to know the facts and 

 how to get it to be okay.  Specifically, how deep it 

 is, where the crisis is happening, and whom the 

 leaders were in terms of the students who are causing 

 the issue.   

Dr. Santana assumed the key role of negotiating with 

the students to get them to go to class.  Mr. Benitez 

described his role as working closely with Dr. Santana and 

informing his security staff of what was going on.  He 

coordinated communication and duties among his security 

staff.  These duties included identifying the students and 
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working with his staff to remove students from the 

situation.  Dr. Santana made a decision to go into lock 

down to minimize disruption and the health and safety of 

students. 

  The plan was part of a collaborative effort.  Dr. 

Santana stated that he and Mr. Benitez worked with the 

district Risk Management Director to develop a plan.  Mr. 

Benitez used the expertise of the School Resource Officer. 

Dr. Santana delegated security issues to Mr. Benitez.  He 

worked closely with Mr. Benitez in the assignment of duties 

to staff members.  Officer Madrid did not address the plan.  

However, he focused on efforts by the liaisons constantly 

talking to the kids, especially members of any gang-

affiliated groups.  He said, “We are constantly monitoring 

their tone, behavior and attitude on campus.  We try to 

elicit information.”  Officer Madrid described his role as 

looking for the student in question, interviewing him and 

determining whether the student was involved in the fight. 

Although Mr. Hernandez expressed that he had no idea 

who was involved in the plan, he acknowledged the existence 

of a plan.  Also, he had no role in the plan.  He felt the 

school had good structural plans.  He stated, “I’ve seen 

when that incident comes around, it seems like everybody, 
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the security staff, if you will, and the administration, 

seem to be on the same page about how we’re going to handle 

this.”  Mr. Hernandez further noted “There is a structure 

in place that they are comfortable with when an eruption of 

passion happens.”  This is how he characterized the fight.   

One example was the use of security staff to monitor 

and supervise the movement of students.  Dr. Santana 

shared, “What we’re trying to do is make sure we have 

adults with the groups of kids that we know are causing 

problems.”  On the day of the incident, he used the radio 

to contact his monitors and directed them to follow the 

Hispanic students who were searching for the African 

American student in an effort to prevent the fight.   

While he began the process of negotiation with the 

student leaders who were inciting the disturbance, security 

issues were turned over to Mr. Benitez.  Mr. Benitez 

assigned teachers who had a planning period or did not have 

a class at the time of the incident to search the hallways 

and the bathrooms.  Mr. Benitez requested that teachers 

remove any students from the bathrooms and place them in 

the classroom with an adult.   

Mr. Hernandez agreed with the actions taken by Mr. 

Benitez; he said of the administration requests, “Put these 
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kids in this room.  Put these kids in this room.”  Mr. 

Benitez directed the security staff to assist with 

directing students back to class and to patrol the hallways 

to make sure there was an adult in every classroom.  Mr. 

Benitez used the expertise of the School Resource Officer 

(SRO) and the School Safety Officer.  He stated, “The SRO 

was an awesome person who had a lot of questions, a lot of 

answers and wanted to go ahead and make sure that it was 

done right and that the school had something in place.” 

When asked about a school plan for addressing a 

crisis, Mr. Allen said, “Call Ethnic Studies.”  They deal 

with race issues.  Additionally, he indicated,  

I call what we do a lot of search and rescue; find a 

 kid, rescue a kid, find a solution to the scenario, 

 rescue the scenario.   I’m not sure how much time 

 people actually engage in actually thinking out a 

 crisis.   

Mr. Allen’s role in this incident was to get to the 

root of the problem by talking to students.  Also, he met 

with students planning the unity march. 

 Several months prior to the fight, Mr. Benitez noted 

that during the planning process, the Director of Risk 

Management reviewed the plan looking for issues of 
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liability, consistency, and coordination of transportation 

of buses.  The SRO looked at the site to identify areas of 

concern for staff or school structures.  The School Safety 

Officer reviewed areas of need when coordinating with 

district resources.  Teachers were asked for input on how 

they could provide support.   

 Three examples of the structural frame (Bolman & Deal, 

2002) were identified by participants at Sequoyah.  Dr. 

Santana deferred the delegation of roles and 

responsibilities to Mr. Benitez for mobilizing staff to 

respond to the incident.  As incident commander, Dr. 

Santana assumed a lead role in decision making and 

negotiations with students.  This became a critical task 

because of his involvement with the students.  Dr. Santana 

espoused,  

 You have to be at the forefront.  It is very important 

 that you are confidently handling the situation, and 

 that you have a plan in place, even in the darkest 

 moments of the crisis, you have to have some 

 resemblance of order, even about yourself and what you 

 are doing.  

Mr. Benitez assigned security staff and teachers to 

specified locations to provide supervision and actively 
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engage with students.  Everyone understood their roles and 

was ready to perform the responsibilities they were 

assigned.  The intercom was used to communicate to teachers 

and staff that the school was in lock down and to seek out 

any student who had information about the situation.   

 At the beginning of each school year, the school 

safety plan was reviewed with members of the school 

emergency team.  The team consisted of the principal, 

assistant principal, security liaison, and teachers.  The 

Director of Risk Management and School Safety personnel 

provided input for the plan.  On an annual basis, the team 

revised the plan as needed and reviewed it with faculty and 

staff.  During the interview process, each participant 

reported awareness of the existence of a school safety 

plan.   

District procedures called for involvement of student 

services departments.  Part of the emergency plan involved 

the District Ethnic Studies Department.  Due to perceived 

issues involving race leading to the fight, members of the 

Ethnic Studies Department were contacted to come to the 

school to work with the students in helping to diffuse 

racial hostilities.  They worked to maintain a balance in 

advocating for students and supporting administration. 
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Sequoyah Human Resource Frame 

 The human resource frame highlights the importance of 

individual needs and motives (Bolman & Deal, 2002).  

Showing concern for others and providing ample 

opportunities for participation and shared decision making 

were among the ways to enlist people’s commitment and 

involvement (Bolman & Deal, 2002).  Several interview 

questions related to the human resource frame.  The 

questions were asked to obtain information about 

relationships in the areas of leadership, communication, 

and meeting the needs of the community. 

 Leadership is an important quality in bonding with the 

school community.  Dr. Santana believed it was important 

for people to know that the principal was confidently 

handling the crisis.  For example, Dr. Santana advocated 

for building trust and meeting the needs of the community 

in being upfront and making sure faculty, staff, and 

students were aware of the situation.  He stated,”If you do 

these things this way, trust remains.  Being straight 

forward, being up front, being honest, and confronting the 

brutal facts.”   

An example of how Dr. Santana communicated this was 

going directly to student leaders, confronting them with 
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the issues surrounding the problem, and enlisting their 

support in working together to resolve the situation.  

Another example was using the intercom to inform faculty 

and staff about the issues at hand, and seeking the 

assistance of other students to resolve the conflict.   

Mr. Hernandez explained that leadership was a vision.  

He stated,   

I mean in a perfect world, it would be nice to be 

 omniscient and to see what the future holds, things 

 are going to prop up that you aren’t privy to, but 

 after that it is your chance to create a vision and to 

 address the problem that way.  

Mr. Allen felt Dr. Santana was honest in communicating 

the issues related to the incident.     

 Mr. Benitez expressed that the relationship that Dr. 

Santana had with his staff was of the utmost importance.  

He felt Dr. Santana believed in the people he had working 

with him, and he allowed them to work the plan that was in 

place.  According to Mr. Benitez, “He is in constant 

communication with the people working the crisis and allows 

us to follow through with their responsibilities.  

Questions are asked when needed with very little 

interference.”  The interviewees agreed that Dr. Santana 
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was supportive of the students who wanted to confront the 

issues in a positive manner and be advocates for peace and 

the betterment of the school.   

 Interpersonal relationships were affected by the 

decisions Dr. Santana made in an effort to meet the needs 

of the school.  Dr. Santana reported that he focused on 

ensuring the health and safety of the students by being 

very directive.  An example was using the radio to direct 

staff to locations within the school to supervise the 

movement of students.  Also, certain monitors and security 

staff were directed to follow students to prevent a 

physical disturbance.  This was done in an effort to get 

the crisis situation under control.  Officer Madrid said, 

“The original incident was communicated via radio.”  He 

described Dr. Santana keeping a cool head, delegating 

authority, getting involved in the situation, making 

observations, and giving advice on what had to be done.   

Mr. Benitez and Officer Madrid perceived his decisions as 

very thoughtful, trying to take in all the information and 

asking the right questions.   

Mr. Hernandez would have liked to see more involvement 

from teachers.  Although he believed that it was a good 

idea for Dr. Santana to meet with some school officials and 
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district support staff, he felt there was little 

involvement from teachers.  He noted,  

Not a real big push; a handful of faculty was there 

who were all friends; you know we all view the world 

in that way; I mean we have more than 200 teachers.   

You are talking about 5 or 10 teachers, and we had 

more people there from the Ethnic Studies Department 

than we did from Sequoyah.  I don’t remember a faculty 

meeting. 

Second, Dr. Santana focused on communicating a message 

of unification to students.  In addition to talking 

directly to students during the crisis situation, he spoke 

to all students over the intercom, “We are a school and we 

are one school made up of many different kids.”  His plan 

to reinforce this notion was evidenced by his meeting with 

student groups and leaders, teachers, and the Ethnic 

Studies Department on a regular basis after the crisis.  

Mr. Allen represented the Ethnic Studies Department.  

He recalled Dr. Santana meeting with some teachers, 

administrators, and students to come up with a resolution.  

He said, “It was a real collaboration between groups who we 

think traditionally can’t work together.  African-American 
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youth and Latino youth coming together and saying, no we 

ain’t gonna let this happen.”    

Dr. Santana expressed the importance of staying in 

touch with his constituents to make sure he was focusing on 

all the issues.  Some examples included e-mail, classroom 

visitations, posting a letter on the website, and keeping 

parents updated by sending a letter home.  Mr. Allen 

confirmed, “When things happen, an announcement goes out to 

check our e-mail, a letter comes home within a day to send 

home to the kids in English and Spanish.” 

Protecting the confidentiality of the students 

involved in the incident was a key consideration in 

communicating information to the school community.  Dr. 

Santana promised students who came forth with information 

about the incident that their involvement would be held in 

the strictest confidence.  In addition, the names of the 

students involved in the incident who received disciplinary 

action remained confidential in accordance with Federal 

Education Rights and Privacy Act (FERPA). 

 Another example of how Dr. Santana used decisions to 

affect the interpersonal relationships was the use of 

parents to help resolve the issue.  Dr. Santana reported 

that when an investigation has ensued and information leads 
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to a student who may have information critical to the 

process, the student is brought to the office of the school 

official conducting the investigation.  If the student is 

not talking because of a fear of retaliation or being a 

“tattle tale” and the school official knows the student has 

information and is choosing to be secretive or not talk, 

parents are contacted.  He stated, “He’s not talking to me; 

he’s being very secretive.  I want him in my office, and I 

want his parent here.”   

Once a problem had been identified as having the 

potential for a major disturbance, taking a more proactive 

role in involving parents from the beginning, rather than 

waiting, was viewed by Dr. Santana, Mr. Benitez, and 

Officer Madrid as a critical step in crisis intervention 

and prevention. 

 At Sequoyah, local human resources were available to 

respond to a crisis.  There were three bike officers who 

roamed the campus, four monitors, a School Resource 

Officer, a probation officer, and eight counselors who 

could be called on for assistance.  Each administrator had 

his/her own liaison for security who met with a group of 

students as needed.   Dr. Santana asserted, “We have an 

excellent security staff.” These individuals stayed in very 
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close contact with the group of students to whom they were 

assigned.  Teachers who were not teaching during the time 

of a crisis were called to assist with student and hallway 

supervision. 

In addition, district resources such as the school 

safety officers, the Ethnic Studies Department and the 

crisis response team were called upon.  Dr. Santana noted, 

“It’s situational depending on the situation you’re dealing 

with, and the only way you can deal with the situation is 

to know the situation.”  Mr. Benitez agreed in identifying 

the resources available to him.  The districts Ethnic 

Studies Department had been instrumental in working with 

diverse groups on campus.  Also, the district’s School 

Safety Office supported the school’s efforts to investigate 

and diffuse the situation at hand.  The local police 

department was called in when a situation escalated.  Mr. 

Benitez stated, “I’ve really enjoyed their relationship.  

When we have an incident here on campus, they have always 

responded to us in a very quick and efficient manner.” 

  Coordination of resources was critical during this 

crisis situation.  During the initial stages of the crisis, 

Dr. Santana reported that the security staff was directed 

to supervise the location where students assembled for 
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obvious reasons. The teachers were requested to be visible 

and make connections with kids.  He continued, “Especially 

the kids that are the “lookee loos” or bystanders.  These 

students need a teacher to engage them in an instant 

conversation and relationship.  They say, “Let’s go get to 

class.” 

Fulfilling his role of assigning roles to staff during 

the crisis, Mr. Benitez called upon counselors to speak to 

students among the crowd, encouraging them to go to class 

and refrain from becoming involved in the incident.  While 

some teachers were supervising students in the classrooms 

and hallways, other teachers assisted outside with 

encouraging students to report to class.  Mr. Benitez 

reported that teachers were instrumental in bringing the 

incident under control.  School safety officers and the 

local police department were utilized to stabilize the 

campus during the first lunch period. With regard to staff, 

Mr. Benitez reiterated the importance of “basically just 

having people out and about and being more vigilant.” 

An escalation of Hispanic and African American 

conflict was the primary reason Dr. Santana reached out to 

the district’s Ethnic Studies Department.  Prior to the 

first lunch period, Dr. Santana questioned whether he 
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should put his students through cultural sensitivity 

training. Dr. Santana acknowledged, “Okay, when I   

call Ethnic Studies and I have a real crisis, they’ve been 

really good about running right over.”  He continued, 

 We begin to work with them, and I give them an 

overview 

 of the facts and what we’ve done.  I ask, what  

am I missing? Are you hearing anything that maybe we 

haven’t touched upon?  It’s a form of self-reflection.  

I don’t want it to come out later that the solution 

was so obvious and I completely missed it.   

In this case, I don’t need district resource personnel 

coming in and saying, “Oh gee, we’re so sorry that 

you’re going through this, and you’re handling this so 

well.” Then, they go to the parking lot and they’re 

sinking you.  I want the brutal facts. 

Dr. Santana was referring to his desire to be able to  

collaborate with district officials in a straightforward, 

truthful manner when seeking assistance or advice. 

Organizationally, the coordination of resources, 

communication, and providing support met the needs of the 

school community.  The use of the Ethnic Studies Department 

assisted in deescalating racial tension by talking to 
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students and debriefing with students involved in the 

Mexican American and African American Culture Clubs.    

The use of law enforcement was a source of concern.  

Mr. Allen disagreed with the decision to contact the police 

and the use of police force to address the issue.  He 

stated, “As much as possible, I do see the value in 

policemen.  However, police, kids, escalated situations, 

aren’t a good mix.”   

With the assistance of school officials, Dr. Santana 

involved students, teachers, and school officials in 

helping to diffuse the disturbance.  Dr. Santana was 

upfront with students and staff, demonstrated confidence, 

and believed in his staff’s ability to make positive 

student connections during this incident.    

Sequoyah Political Frame 

 Schools are political because of two essential 

features.  First, they are inevitably coalitions of 

different individuals and groups with enduring differences 

in backgrounds, beliefs, and agendas.  Second, resources 

are scarce.  There is never enough money, time, or human 

energy to do everything or give everyone all they want 

(Bolman & Deal, 2002).  Three questions were asked to 

identify political factors that influenced the principal’s 
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decisions after the incident and touched on the political 

arena. 

One factor that influenced Dr. Santana’s decisions was 

the use of the media in communicating to the surrounding 

neighborhood and community at large.  Building support and 

alliances were important aspects of Dr. Santana’s strategy 

in addressing negotiations and communication.  Dr. Santana 

stated, “It is very, very critical that through the media, 

we’re able to confront the issue and say how we dealt with 

it.”  Mr. Hernandez provided interesting insight into the 

use of the media.  He noted, “Dr. Santana to me doesn’t 

look like a media guy.  I don’t think he’s really 

comfortable with that.  But I also see the media is 

important in our district for other people and they were 

there.” 

Honesty is the best strategy when working to resolve 

conflict.  Dr. Santana reported that he dealt with the 

media in a straightforward way.  He laid out specific 

details about the incident, while making sure he protected 

the FERPA rights of the students.  Under FERPA, he 

protected student privacy by not releasing the names of the 

students or discussing what specific action was taken 

against the students involved in the incident.  He believed 
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that he could reassure the community through the media, 

that he and his staff had the situation under control, and 

that they had committed to an investigation that yielded a 

true and accurate account of the facts.  Dr. Santana 

represented the school for media interviews.   

According the Dr. Santana, the main issue surrounding 

the crisis that drove decision making was a perception that 

the incident resulted from racial differences among African 

Americans and Hispanics.  Also, there was a perception 

among some Hispanic students that the African American 

students involved in the fight were not disciplined.  Mr. 

Benitez agreed with Dr. Santana about the importance of 

talking about the incident in general and making sure there 

was no misinformation.  Each local newspaper reported that 

a fight escalated into a lunch time disturbance, causing a 

student injury and seven student arrests.  Dr. Santana was 

quoted as saying, “This is one of the most serious 

incidents Sequoyah High has had, so the school is 

investigating everything that occurred and will be sending 

a note home with students on Monday.”   

The perception of racial differences was the primary 

reason Mr. Allen was called to campus at lunch time.  Mr. 

Allen said, “The issues that we’ve dealt with in the past 



 

 

122 

are race issues.  The way I evaluate it is its all a race 

issue.”  Mr. Allen shared this opinion because the students 

involved were predominately African American and Latino.   

 Another aspect of the political frame (Bolman & Deal, 

2002) was addressing differences among groups through the 

art of negotiation.  To take control of managing the 

conflict, be proactive, and engage students, Dr. Santana 

took the lead role in talking to students to diffuse the 

situation.  The goal was to identify the leaders and 

convince the students to return to class immediately.  Dr. 

Santana found this process to be challenging.  He described 

some of his encounters by stating,  

I’m talking to you and you’re with seven of your 

homies.  So part of the problem is, why are you going 

to listen to me?  You have to have a face to put over 

there for your homies.  So the problem begins, trying 

to get them to do the right thing and at the same time 

how do they save face. Look, let’s do the right way.  

Let’s walk inside, let’s talk. 

With the assistance of individuals from the Ethnic  

Studies Department, several attempts were made to encourage 

student leaders to come inside to talk while others went to 

class.  In some cases, representatives from this department 
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became involved in advocating for children, mediations, 

providing support, and staff development.  In this crisis 

incident, Ethnic Studies personnel served as mediators with 

students and planners of the unity march.  According to Mr. 

Allen, “We asked the administration, who are the kids 

involved in the situation.  In some cases, who are the 

teachers involved in the violence.  I say, let’s go right 

to the problem, tell me where the problem lies.”   

Once it appeared the situation was not moving in the 

direction school officials had hoped, Officer Madrid called 

911.  A strong police presence was on campus within minutes 

of the call.  Dr. Santana noted, “The situation became 

stabilized once the officers arrived.”  In his judgment, 

the threat of arresting students and transporting them in a 

police van helped to disperse the crowd, bringing calm and 

order.  Mr. Allen did not agree with the police presence.  

He said, “I think we could have handled the situation 

without local law enforcement being there. 

 One internal influence that affected the process of 

decision making was the state of the environment on the 

campus.  Procedurally, during a crisis, district resource 

personnel are called upon to support school officials.  Dr. 

Santana’s priority was to stabilize the campus.  He 
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characterized this as”non-negotiable.”  He believed this to 

be a critical value for a building principal.  He 

continued,  

 People don’t do well in fluid situations where there’s 

 constant crisis.  If you cannot stabilize your campus, 

 then you need to bring in people who can.  And if you 

 can’t do that, then you have no business being a 

 building principal.  Mr. Allen agreed.  He noted, “In 

 terms of leadership, you have to really be fluid and 

 flexible and know when to implement a particular style 

 or different approach.  You must have a command of all 

 different types of approaches. 

Mr. Benitez recognized Dr. Santana’s need to be at the 

forefront in managing this incident and his willingness to 

seek out answers by talking to students and school 

officials and asking a lot of questions.  He was very open 

to asking questions and listening.  Mr. Hernandez 

recognized the value of school community input.  He stated, 

“I was impressed that we had so many people in our district 

yield so much influence.”  Throughout the year, a focus for 

staff development at Sequoyah was the concept of 

Professional Learning Communities.  Mr. Hernandez expressed 
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a belief that as a professional learning community, more 

teacher involvement was needed.  

During the incident, Mr. Allen observed some teachers 

assisting administrators with supervision and getting 

students to class, while others contributed to the 

disruption.  He revealed,  

When the scenario was truly at a point and time that 

 it was a black/brown issue that we were trying to 

 resolve, there were teachers in the midst putting up 

 road blocks. A few teachers said, “All we ever do is 

 concentrate on the black and brown kids; what about 

 the white kids.”  “You know when a crisis happens 

 people use the moment to gain whatever political space 

 they can create.   

This reflection was in response to teacher comments. 

 Providing information to all parents was an important 

part of resolving the crisis incident. Parents are very 

influential.  Dr. Santana made sure they were aware that 

the school was dealing with the situation.  He felt that 

after he spoke to the media, the incident became a non-

issue.  He provided facts and was truthful in responding to 

questions.  He stressed the importance of demonstrating 
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leadership that ensured a safe teaching and learning 

environment for all.   

Focusing on his relationships with parents, Dr. 

Santana believed the reputation of the school had not 

suffered.  This was evidenced by an enrollment that had 

increased over the past five years and a waiting list that 

was not getting any smaller. Also, the “good parents” were 

not taking their kids out of the school. Dr. Santana 

continued, “People aren’t sitting there saying, that’s a 

dangerous school.  In other words, it’s like they roll with 

it.”  During and after the crisis, as parents of the 

students involved in the incident came to school to meet 

with school officials, Mr. Benitez cited a concern among 

parents about the safety of the school and the school’s 

response to the situation as another aspect of external 

influence for the principal. 

 In the political arena, Dr. Santana felt his greatest 

challenge was to get the campus under control immediately.  

The media was important in getting the message out because 

that was how he reassured the community that the campus was 

safe.  According to one local newspaper (Huicochea, 2005), 

Dr. Santana stated, “Student safety is very important to 

us-it is non-negotiable.  We plan on speaking to the 
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students Monday about being responsible for their behavior” 

Huicochea (2005).  Another newspaper (Tiebel & Sagara, 

2005) quoted Dr. Santana saying, “The campus normally has 

15 Silver Springs Unified School District security officers 

and six administrators providing security.  On Mondays and 

Fridays, there usually are two off-duty police officers 

there, too.”  

Internal influences brought about the need to 

negotiate with student leaders of rival gangs.  Mr. Allen 

said, “What concerns me are the kids that are dying and the 

kids that are fighting are primarily kids of color.” He 

adds,  

It all deals with power and or race relations.  Those 

 are the issues we are dealing with, and because we are 

 dealing with it, I don’t think a crisis is ever really 

 resolved.  You need to actively engage the crisis on a 

 consistent basis in order to minimize it.   

Concern among parents about the safety of the school 

caused external pressure.  Although there was disagreement 

on the use of police force, the need to stabilize the 

campus was an internal pressure forcing the decision to 

call 911. 
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Sequoyah Symbolic Frame 

 Bolman and Deal (2002) stated, “Cultures are created 

over time as people face challenges, solve problems and try 

to make sense out of their experience”(p. 104). 

 Dr. Santana acknowledged that the mall was symbolic of 

where students assembled along racial lines during lunch.  

Generally, students of Hispanic and African American 

descent hung out with friends within their ethnic group.  

During Dr. Santana’s three years as principal, he and Mr. 

Benitez spent time each day interacting with each group to 

mitigate any possible disturbance.  When Dr. Santana was at 

one end of the mall with one group, Mr. Benitez was at the 

other end of the mall with the other group.  On the day of 

the incident, both administrators were on the mall prior to 

school and during lunch, talking to students and 

negotiating with student leaders.   

Although this may be perceived as a division of the 

races, both administrators believed the problem was more an 

issue of rival gangs.  Evidence for this position was that 

racial statements were often accompanied with flashing gang 

signs.  Also, issues of harassment, intimidation, and 

hazing were all symbolic of gang activity.  Dr. Santana 

strongly stated,  
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This wasn’t a race issue.  This distinction was 

critical to this crisis.  Hispanics don’t dislike 

African Americans. African Americans don’t dislike 

Hispanics.  These gang members had a problem with 

these gang members. And they had it out.  In which 

case, there was a consequence for that. 

Mr. Hernandez believed that the school was a reflection of 

the community.  He felt many school issues originated from 

the neighborhoods, and students brought those issues to 

school. Mr. Hernandez wanted the school to give this 

thought some validity.  He stated, “When you don’t open it 

up to our school as a school issue, you will lose ways to 

grow interest in real cultural change, for the school and 

community to come together.”  

Addressing the need for schools to identify ways to 

focus on disenfranchised youth, Mr. Allen noted,  

A lot of times those folks who have either been 

 marginalized or oppressed set out away from the other 

 group searching for ways to become known, to gain 

 capital, and to gain a sense of empowerment to find a 

 place within the structure to give them some kind of 

 validity.   
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It was customary to involve school officials from 

Ethnic Studies to support administrative efforts involving 

race and race relations.  Dr. Santana emphasized when the 

situation was over, everyone must understand that the rules 

were being applied and being applied evenly.    

A daily ritual was student life on the mall.  The mall 

was a popular location for students to assemble.  On one 

end of the mall were African American students; on the 

other end of the mall were Hispanic students.  Students of 

other ethnicities were interspersed among the students 

throughout the mall.  There are times when gang signs, 

along with taunting, gesturing, and posturing, were 

exchanged among students who happened to be of African 

American and Hispanic descent.  Working to build and 

maintain relationships, some teachers elected to bring 

their lunch and eat with the students on the mall.    

Mediation was a tool that was used with students who 

demonstrated interpersonal conflict.  This process was a 

preventive measure supervised by counselors and 

administrators who mediated the process.  Each time 

students were engaged in a serious conflict, they agreed to 

mediation.  Mr. Benitez espoused the importance of speaking 

to students, seeking support for students from the 
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counseling staff, and engaging students in ongoing 

mediation.  After mediation was completed, students were 

served pizza.  Friends of students involved in the fight 

who agreed to mediate differences began the process of 

conflict resolution with counselors.  Because the fight 

occurred with less that three weeks of school left, it is 

unknown whether the students followed up with any 

intervention the following year.  

Reconciliation was an important theme promoted by 

school officials to the students.  In the days following 

the crisis, Dr. Santana and school officials met with 

students to begin efforts to work together to resolve 

issues.  Although this strategy proved to be beneficial in 

organizing the march, Mr. Hernandez and Mr. Allen reported 

that nothing had been implemented that really deal with the 

day-to-day, week-to-week, or month-to-month issues.  Mr. 

Hernandez stated, “Communication is not fostered well 

enough and there’s no structure or support for those kids 

to allow  themselves to get through anything that happens 

outside of class or school.”  Dr. Allen noted,  

There was supposed to be a forum created wherein 

 African American Culture Club and Mexican American 

 Culture club were supposed to meet with Dr. Santana 
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 periodically to talk about issues, to bring issues to 

 the table for both groups to hear and resolve.  I 

 don’t think it happened.   

Although Mr. Allen expressed that meeting with the 

students could be a very powerful process, there was no 

evidence that demonstrated any follow-up meetings took 

place. 

 The most critical disruption to the campus occurred on 

the day of the fight.  In the days following, extra police 

presence was visible on campus.  All interview participants 

agreed that the school climate after the fight was tense 

for a couple of days.  By suspending and arresting several 

students, Dr. Santana and Mr. Benitez wanted to send a 

message that the issues leading to the incident would not 

be tolerated and that the campus was safe and secure for 

everybody.  The two students whose fight began the unrest 

were suspended from school and were not arrested.  

According to one local newspaper (Huicochea, 2005), five 

girls and one boy were arrested on charges of disorderly 

conduct and interfering with the peaceful conduct of an 

educational facility.  One girl was also charged with 

resisting arrest.  The student who made the gang sign was 

charged with interfering with the peaceful conduct of an 
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educational facility.  Although the arrests of students 

brought a sense of calm, participants stated the campus 

remained tense for a couple of days. 

 In addition to action taken by administrators and law 

enforcement to send a message about safety and tolerance, 

local police had a visible presence on campus in the days 

following the incident.  Contrasting a belief that the 

presence of police demonstrated a safe campus, Mr. Allen 

told of the frustration experienced by some teachers while 

observing police interaction with students.  He reported, 

“I talked to a couple of teachers that were in the mall 

area.” I said, “They have you watching the kids”? One 

teacher said, “I’m watching them.”  The teachers pointed to 

the cops.  I said, “watching them!”  The teacher said, 

“These guys are bad, they treat our kids badly, they 

antagonize them, they tempt them.” 

School officials resumed daily monitoring on the mall, 

as well as talking and interacting with students.  Mr. 

Hernandez provided a description of the area on the mall.  

He stated,  

Like we have these squares, traditionally Hollywood 

 squares, and the squares where west side stood for 

 years.  There are certain parts of the school that 
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 traditionally have those neighborhoods.  I’ve heard 

 our administrators saying, “you keep up your area, you 

 get to stare.”  I mean, there is some respect, but 

 can’t we put it in a different avenue.     

In a gesture of good will, Dr. Santana allowed some of 

the students to return for graduation.  There was no 

explanation provided as to why some students were allowed 

to return to school and some were not.  Mr. Benitez said,  

Dr. Santana looks at what is best for the students.  

To make a decision that some of the students were able 

to go ahead and walk during graduation was huge.  It 

was huge because he was looking at what was best for 

the students although they were involved in that 

altercation.  It did not meet the criteria of losing 

what they had worked over four years to accomplish. 

With fewer than 10 days left in the school year, Dr.  

Santana looked to the march as a culminating event to ease 

tension among students and bring about some sense of 

resolution for the school community.  

The Unity March was symbolic of shared values 

and a celebration of diversity.  A clear distinction needed 

to be made about the issues of race and gangs.  At this 

time, school safety was no longer the priority.  Dr. 
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Santana noted that the idea came from the students in the 

Mexican-American Club.  He recalled the students saying, 

“You know, we’re real concerned that this is being 

fashioned in the media as an issue of race.  We know it’s a 

gang situation and we want to protect the fact that this is 

our school.”  So, they started talking about the march.  We 

turned around and said, “Hey, we’re in.”   

 To be effective, Mr. Allen expressed that bringing 

people to the table was important.  He felt Dr. Santana did 

a good job in making this decision.  He said, “We need to 

help students incorporate our experiences into their 

realities.  When we meet with students, we want to help 

them figure things out.”  Administrators, other school 

officials, teachers, and students were brought together to 

plan the march.  Mr. Allen noted, “Dr. Santana had people 

providing different perspectives and different resolutions.  

Once the resolution was decided upon, different groups or 

representatives went to their own factions within the 

school, and they were able to sell this to their people.”  

He viewed this process as a powerful tool.  

 As advisor to the Mexican American Club, Mr. Hernandez 

viewed his role as a teacher leader.  He was very 

disappointed that the principal did not seek his input in 
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the planning process for the march.  Mr. Hernandez stated, 

“I was never asked by the administration to take much of a 

role.  I wasn’t invited to Pizza time.”  Although the 

students that who invited to participate were connected to 

him, he felt left out of the loop.  In addition to his non-

participation, Mr. Hernandez noted,  

We are a multi cultural, beautiful school to look  

 Once you get in the classroom, all of the students  

 are asked to go to their particular classes.   But if  

 you go to lunch time, you’re going to have a different  

 vibe about who we are.  I’ve always wanted to address  

 that, because kids love each other in the classroom,  

 its not like there’s a little tension there; but does  

 those friendships die in the hallways. 

 Mr. Hernandez did support the march and felt that it 

was a positive step.  

Approximately 75 students and district staff joined 

the march.  One of the marchers was the District 

Superintendent.  A local newspaper (Scarpinato, 2005) 

reported the Superintendent as saying, “This reflects the 

best of our community, the diversity and the importance of 

diversity in our community.” The President of the local 

university was present to welcome the students and staff on 
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campus.  He said, “They’ve got to live together and learn 

together and love each other if they’re going to be 

successful in life.”  As part of an ongoing commitment to 

unity against racism, the students pledged to resume the 

unity campaign in the fall. 

 It was customary at Sequoyah to engage in several 

practices after a crisis incident.  Dr. Santana 

communicated with parents using the media and sent a letter 

home.  The faculty and staff who did not have classes made 

connections with students in the hallways and on the mall 

during lunch.  Due to continued student unrest, a decision 

to call law enforcement was made and led to student 

arrests.  Counseling and ongoing mediation with rival 

students were important symbolic practices.  The decision 

by district staff to join students in a Unity March was a 

symbolic decision in support of racial harmony. 

 Another example of symbolism was how Dr. Santana 

viewed principal leadership in times of a crisis.  Although 

no specific practices were identified, he discussed the 

importance of using best practices.  He revealed, “When I 

hear that a school is on fire, I look at it and say, there 

but for the grace of God go I.”  What happens at another 

school can absolutely happen at mine.”  He continued, “And, 
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so what you learn about your leadership is it builds 

humility and it builds resolve.” 

Summary 

 Sequoyah High School had a crisis management plan that 

was implemented when the incident occurred.  The principal 

delegated specific roles and responsibilities to faculty 

and staff.  Those responsibilities included supervision of 

students in classrooms, hallways, and the mall area.  

District resource personnel were used to support 

negotiation efforts with rival gang members, talk to 

students, and encourage students to return to class. 

 Internal and external influences on the principal’s 

decision-making process were viewed by participants as 

influences that could easily escalate the crisis.  Some 

participants felt the presence of local law enforcement was 

not conducive to working toward a positive resolution with 

the students.  A perception of race issues among some 

members of the community prompted the principal to seek 

assistance and support students by planning an event that 

would unify the community.  The rituals the school 

implemented included providing mediation for students, a 

letter home to parents, and working with two student clubs 
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to plan a march focusing on unification and a celebration 

of diversity among the student population. 

Sequoyah High School Reframing 

 Bolman and Deal (2002) discussed the importance of the 

use of reframing when leaders address situations in complex 

systems.  They noted, “We have repeatedly found that 

administrators and executives are more successful when they 

can look at things from more than one angle (p. 3).  

Additionally, they emphasized that although many educators 

rely primarily on the human resource and structural frames, 

many of the situations administrators face are highly 

charged politically and emotionally packed symbolically.   

 When a principal is faced with a traumatic experience 

that adversely impacts a school community, tools are needed 

to take control of the situation and effectively respond to 

the event.  Organizational leadership that demonstrates 

strong collaborative skills is essential when utilizing the 

four lenses to frame, assess, and respond to a crisis 

situation. 

 The Sequoyah principal, Dr. Santana, identified three 

areas that changed how he would approach the decision 

making process in the future.  The first was to be more 

proactive.  He reflected on the importance of reaching out 
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to students in a caring manner in an effort to encourage 

them to communicate and be more open with school officials.  

He viewed this as critical to prevention efforts, along 

with bringing parents in on an ongoing, earlier basis.  

Parents are included in of the conferences when students 

are brought in to address their role in a conflict.  By 

engaging parents and students in the discussion, everyone 

should be aware of school expectations and potential 

consequences.    

 Communication was another area the principal discussed 

as critical to his leadership.  He stated, “Communicate, 

communicate, communicate in various ways.  You need to do 

it through intercom, you need to do it through e-mail, you 

need to write letters home, and you have to respond to you 

phone calls.”  He noted the importance of a principal 

knowing his or her strengths and weaknesses and an ability 

to seek a balance with the strengths and weaknesses of 

staff.  He revealed,  

 I think I can write memos with the best of them.  My 

 problem is, I’m not going to do it till this 

 afternoon.  So, that’s when you know where to 

 delegate, and that’s when you know the strengths of 

 your staff.   
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The principal interpreted this crisis situation through the 

structural, human resource and political frames (Bolman & 

Deal, 2002). 

 The assistant principal viewed the principal’s 

decisions as thoughtful, trying to take in all the 

information and asking appropriate questions.  He felt his 

decision to be more proactive whenever they saw instances 

of students becoming confrontational were important to 

efforts to maintain a safe campus.  By being more 

proactive, it meant that administration, faculty and staff 

would need to go out and talk to students more often.  The 

assistant principal viewed this decision through the human 

resource and political frames (Bolman & Deal, 2002). 

 The teacher viewed changes after the fight from a 

symbolic frame (Bolman & Deal, 2002).  As a school 

community, he felt that everyone was more aware of a need 

for change.  He felt that administration, faculty, and 

staff had better conversations.  He stated, “The dialogue 

has been far more critical, which will get you a better 

answer.”  From the human resources and political frames, he 

recommended more community involvement and the need for the 

administration to confront and address the issue.  From his 

perspective, the more you involve community within your 
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school, the more community issues are going to be resolved 

as a school and community.  In the political frame, there 

were no articulated plans for community involvement from 

the principal. 

 The security liaison described a change in the 

environment where students were monitored more closely on a 

day–to-day basis.  This was aligned with the principal’s 

decision to be more proactive.  This change was viewed 

through the human resources frame (Bolman & Deal, 2002).  

In addition, he recommended that the principal respond to a 

situation in a more expeditious manner.  According to the 

security liaison, through the structural lens, “How can the 

security team respond together to ensure that the rest of 

the school is not ignored?” 

 The director viewed the changes after the fight from 

the symbolic frame (Bolman & Deal, 2002).  The Unity March 

endorsed by the principal focused on the celebration of 

diversity in the school community.  He communicated,”For 

the most part, Black/Brown violence hasn’t escalated to a 

point where it was at.  That has diminished.”  A 

recommendation that was made to the principal was to bring 

representatives from the two clubs together on a regular 

basis.  There was no evidence to demonstrate that this 
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recommendation was implemented.  The purpose was to start a 

relationship and serve as a means of influencing what went 

on in the school community.  He expressed this change using 

the political and symbolic frames. 

Description of Cochise Crisis Incident 

 Interview participants were requested to respond to 

three questions about their experience with a school 

crisis.  The questions were asked to obtain information 

about the experience each participant had with crisis 

situations. 

 Mr. Ansara, the principal, described a general kind of 

experience.  He stated, “Generally speaking, I’ve addressed 

fire alarms, the lock downs, and when something happens in 

the community.” 

Outside of an occasional fight, Mrs. Feherty, former 

assistant principal, explained that the most significant 

thing that ever happened was the death of a student due to 

a fight.  She stated, “The fight wasn’t his cause of death; 

actually, he had a heart condition.” The death of a faculty 

member was an emotional time for the community.  The 

district crisis management team responded to address the 

needs of the teachers and students. 
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Mr. Mulligan, former Athletic Director, described his 

experience.  He reflected on a former student and a current 

student who passed away and how the school needed to 

respond in terms of dealing with students and their 

emotions at school.  He reflected, “If a former student or 

a current student passes away, it causes a crisis situation 

that we need to respond to in terms of how to deal with 

students and their emotions at school.”  The death of the 

faculty member was an emotional time as well. 

At the time of the fight, Mrs. Juarez was in her first 

year as a freshman English teacher at Cochise.  She 

described her experience as “the first time I had 

experienced a serious crisis at school, at the high school 

that I worked.”  She further stated, “It was quite shaking, 

and it was traumatic on the kids and the faculty.  Mrs. 

Juarez credited the principal for being proactive and doing 

a phenomenal job for all of the students, faculty, and 

staff.  Ms. O’Leary had dealt with every crisis in Silver 

Springs.  These kinds of crises range from accidents to 

death involving faculty, staff, or students.  She was 

involved in any event that may have caused trauma to the 

school community. 
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 In Mr. Ansara’s opinion, anything that disrupts the 

educational process constituted a crisis.  “A crisis can be 

anything from a cafeteria disturbance, to a pulled fire 

alarm, a fight in the classroom or hallway, chemical spill, 

or death of a faculty or community member,” according to 

Mr. Ansara. 

Both Mrs. Feherty and Mr. Mulligan agreed that a 

crisis occurred when a major incident caused a reaction 

from faculty or staff and when something happened where you 

needed to respond in a manner outside what you would 

normally do in the course of a regular school day.  Mrs. 

Juarez described a crisis as when students were directly 

affected by something that was very much a third order 

change.  She stated,”They need a lot of structure and so 

when their structure is broken at school, that is a crisis 

and then there’s always violence.”   

  Each staff member was asked when the crisis was 

resolved. Mrs. Feherty felt things returned to normal 

within a couple of weeks. Specifically, within three weeks, 

at least on the surface, things appeared to be normal.  

Throughout that time period, there was an ongoing 

investigation in terms of the cause of death of the 

student.  The questions surrounding the investigation 
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included, “Was the death a result of the fight or a result 

of the student’s heart condition?”  She felt once they 

determined the cause of death, it brought about a feeling 

of resolve.  Mrs. Feherty stated,  

 He had a serious heart condition; he knew he shouldn’t 

 be involved in that kind of behavior.  Yet, he chose 

 to be a part of the fight; It was not as if he had to 

 fight, there was a choice there, and he felt he had 

 to.  And, I think that’s where the resolution came in 

 knowing why he died.  

 Mr. Mulligan felt a crisis was resolved when you could 

kind of get back to the normal day-to-day routine and 

things have calmed down.  In addition, he noted some crises 

are never completely resolved.   

Ms. Juarez recalled that it wasn’t really resolved 

until the principal brought them all together.  She stated, 

 He called us together in a faculty meeting and updated 

 us on what had happened with the student that had been 

 in the fight, and who was scared after the fight and 

 ran off campus.  It wasn’t as if he had to fight; 

 there was a choice there and it had happened with the 

 young man’s parents and their reaction to the school 

 afterwards. He communicated to us the community’s   
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 reaction to what had happened, especially the church.  

The Catholic Church, which was near by, helped the 

principal approach the family when the crisis occurred. It 

must have been several months later when he really had 

closure as far as what happened to all the people who had 

been a part of the incident. 

According to Ms. O’Leary, a crisis was resolved when  

the school got back to normal.  She explained,”The 

seriousness is resolved when the school gets back to a 

normal schedule and absenteeism returns to normal.   

Research Question 

 What leadership behaviors are demonstrated using the 

four frames of organizational leadership to resolve a 

crisis situation? 

Cochise Structural Frame 

 The structural frame emphasized productivity and 

worked best when goals and roles were clear and when 

efforts of individuals and groups were highly coordinated 

through authority, policies, and rules as well as through 

more-informal strategies (Bolman & Deal, 2002).  Without 

coordination and teamwork, the best individual efforts 

produce a poor outcome (Bolman & Deal, 2002).  The same six 

questions were asked of the Cochise High participants to 
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determine how organizational structures were applied to the 

decision-making process after the crisis situation. 

Several decisions were made in the initial stages of 

the crisis incident.  As the incident evolved, Mr. Ansara 

took the role of the incident commander of the school. When 

he arrived at the scene after the fight, he focused on 

security.  He stated, “I ordered our campus security 

monitors to go talk to the teachers and have them talk to 

students.”  The purpose was to control the movement of 

students and prevent the students from seeing what was 

happening.   

Mr. Ansara made additional commands.  He said, “I 

remember I ordered by radio, a campus security monitor to 

go to the front gate and wait for paramedics to arrive.  I 

ordered someone else to go downstairs so that they would 

come in the quickest way.”  Once the students were out of 

the hallway, Mr. Ansara contacted the central office.  He 

noted,  

Once I knew the kids were out of the hallway, once I 

 knew the paramedics were on site and working with that 

 student, my role then was to number one, call central 

 office and let them know what was going on.  
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He remained with the student until they moved him into 

the ambulance. 

Mr. Ansara described his next role as incident 

commander when he went into his office.  At this time, the 

primary focus was on the other student involved in the 

incident.  He stated, “I went back into my office because 

now, the incident command structure was focused on looking 

for a student who’s out somewhere; we don’t know where he 

is.”  Mr. Ansara made a decision to go into lock down.  He 

revealed, “I remember getting the word by cell phone, from 

my assistant principal.  She said, ‘He doesn’t look good.  

He may not make it.’  So at that particular point, knowing 

that we had at least 150 kids in the hallway watching this, 

we went into lock down just to keep people from coming on 

campus.”  At this point, he described his role as incident 

commander, partnering with law enforcement, fire and media 

representatives. 

Mr. Ansara delegated the following roles among his 

assistant principals.  Ms. Feherty was assigned the role of 

note taker to document what happened and stick by Mr. 

Ansara.  Mr. Mulligan was in charge of security and to 

ensure the lock down was in effect, that all gates were 

closed, and implement the plan for evacuating students.  
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Another assistant principal rounded up all available 

teachers and support staff and went to the classrooms to 

inform teachers about the incident. 

Mrs. Feherty viewed her role as supporting the 

principal.  She stated, “I did whatever he needed for me to 

do.”  She expressed that she tried to anticipate people’s 

needs, made sure people had food, helped patrol the 

hallways, and wrote letters.  Mrs. Feherty was the 

administrator who waited with the student for the 

ambulance. Mr. Mulligan’s role was to alert security staff 

and the nurse and keep them updated.  He was instrumental 

in guiding the EMT’s to the crisis location and 

coordinating the flow of students off campus after 

dismissal.   

 As a teacher, Ms. Juarez viewed her role as being in 

the classroom and helping students to deal with what had 

happened.  Ms. Juarez stated,  

 I gave them time to talk about it in class and tried 

 to squelch the rumors.  I tried to get the facts out 

 so they knew exactly what had happened.  The students  

 had things to share with me about what they had 

 heard.   
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In addition, Ms. Juarez encouraged students to seek 

professional assistance if needed.   

Ms. O’Leary played a critical role in developing the 

crisis management plan and getting donuts and water.  The 

plan involved an outline for counseling support for 

teachers, students and community and supervision.  The 

library reference room and the south gym were set up as 

primary locations. District officials were available in the 

attendance office and administrative conference rooms to 

greet parents.  Representative from the Ethnic Studies 

Department were designated to answer all calls related to 

the crisis and provide extra support during lunch.   

Another example of the crisis management plan was the 

use of lesson plans.  Each teacher received a packet of 

learning activities designed to help students and faculty 

deal with the incident.  As a means to express private 

thoughts, bulletin boards in the library were made 

available to post thoughts.  These expressions were given 

to the family. Counselors were assigned to go to classrooms 

of the students involved in the incident. 

In addition to her role as crisis manager, Ms. O’Leary 

assisted Mr. Ansara in searching for a priest.  She had an 

understanding of the strong bond Mr. Ansara had with his 



 

 

152 

community.  She noted, “He thoroughly understood his 

community.  In his culture, in his community, and having 

such a close understanding and relationship, he knew he 

couldn’t go to that home without having a priest with him.” 

She assisted by contacting every priest she knew. 

 Expanding the school day program was an important part 

of the grieving process.  Ms. O’Leary and counselors were 

available for crisis counseling and interventions at night 

and on the weekend.  Ms. O’Leary stated, “ Calming down the 

community and answering questions about safety was 

important.”  All participants agreed that the role of the 

principal was incident commander facilitating and 

coordinating resources to ensure the needs of the students 

and teachers were met. 

 Mr. Ansara expressed that the school had a fully 

developed crisis plan that addressed a number of issues.  

The plan involved everything from lock downs, fire alarms, 

chemical spills, and Africanized bees.  He stated, “We 

tried to plan for as many scenarios as possible.  I think 

what was the most important through our planning for any 

kind of a crisis was the implementation of an incident 

command structure.” 
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On the day of the incident, the school was in session 

for seven periods.  This provided an opportunity for 

further planning.  The administrators retreated to Mr. 

Ansaras’ office.  He noted, “We have one more period.  Our 

role then was to determine how we were going to release the 

kids.  Keeping in mind that we have to keep now what is a 

crime scene, in the Social Studies wing, unfettered.”  A 

decision was made among administrators to dismiss students 

wing by wing in a timely, efficient manner so that students 

would get off campus and get the campus cleared.  Each 

administrator took a building and wing to inform teachers 

and staff about the plan.  Everyone listened for the 

dismissal signal.  The school dismissed wing by wing, and 

the campus was cleared.    

The crisis plan at Cochise involved several people.  

Mr. Ansara explained that district officials, specifically 

a representative from the Risk Management department, the 

administrative team, key members of the support staff, and 

faculty, were involved in the planning process.  He 

recalled that a retired detective from the local police 

department was critical in improving the plan to another 

level.  Mr. Ansara stated, “He brought a whole other level 
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to our plan.  He asked us questions that we as educators 

would never have asked.”  

According to Mrs. Feherty, administrators and key 

faculty members played a significant role.  Counselors 

provided input outlining specific emotional needs.  Mr. 

Mulligan added School Safety Officers.  Ms. Juarez noted 

that security officers planned the lock downs and fire 

drills.  District resource personnel had a lot of input. 

 In general, Mrs. Feherty explained, the roles of 

counselors were to meet the emotional needs, and 

administrators addressed the management issues.  Mr. 

Mulligan said school safety officers advised the best way 

to respond to emergency evacuations, ways to practice 

different crisis situations, and how to debrief critical 

situations.  The local police department advised and gave 

input as well.  Ms. Juarez was very knowledgeable about 

individual roles.  She knew that the security officer dealt 

directly with the principal, and they met every year and 

reviewed different procedures and emergencies.  She stated, 

“When changes are made at the end of the school year, they 

go over the changes with the entire faculty.  Changes are 

communicated at the end of the school year and are 

practiced on a regular basis.” 
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 In support of the school plan, Ms. O’Leary shared that 

counselors had crisis team plans organized by level by 

quarter.  Additionally, there was a protocol describing 

what the school counselor should be doing, and each role of 

the members of the team.  She noted, “We help the principal 

understand his role. We help the people at schools 

understand their roles. We do not come in and take over.  

We supplement what is already going on in the school.” 

 District officials arrived at Cochise within two hours 

of the incident.  In addition to the crisis team and 

several district department representatives, an 

unprecedented response of support was evidenced by the 

presence of the following district officials: 

• Chief Academic Officer 

• Senior Legal Counsel 

• Senior Officer for Academic Excellence 

• Senior Officer for Student Services 

• Senior Officer for Professional Development 

• Executive Director of Public Relations 

• Executive Director for Risk Management 

• Three Principal Coaches 

• Director for School Safety 



 

 

156 

• Executive Director for Ethnic Studies  

• Directors for each of the four departments of 

Ethnic Studies 

• Coordinator for Counselors 

Key support involved developing talking points.  In 

addition, office support was provided in the form of 

answering telephones and responding to parent questions and 

concerns.  A hot line was set up to provide current 

information and updates.  Mr. Ansara stated, “It was a very 

organic process.  Everybody had something to say. Having 

all of those people was extremely important.  It was a 

collective process.  That kind of support was just 

critical.” 

 The staff at Cochise felt that they had a lot of 

resources to support their needs in times of crisis.  Ms. 

Feherty noted that they had a lot of district support.  She 

felt the counselors were supportive, and district 

supervisors ensured that everyone at the district level was 

pulled in to support the school.  From a security 

perspective, Mr. Mulligan used different community 

agencies.  Specifically, the local police department, fire 



 

 

157 

department, and the Arizona Department of Education were 

used for training purposes.   

Ms. Juarez explained that resource staff provided a 

valuable service to the school. The community liaison and 

the school psychologist helped students with any home 

situation.  They stepped in when there was an abusive 

situation and engaged in counseling situations at the 

school.  Ms. O’Leary spoke of the Intervention Specialist 

at Cochise.  She stated,”She was assigned the duty of 

making sure that there was water and that all of the 

physiological things were addressed.”  She did a lot of the 

logistics.  Ms. O’Leary continued, “During a crisis, some 

things happen to the body because of stress.  You have to 

take care of people.  You have to make sure there’s food 

available and water.”      

 Cochise had a well-organized plan for addressing the 

emotional needs of the community and supporting the 

grieving process.  The use of District resource personnel 

assisted in the areas of public relations, counseling, and 

Human Resources.   As a result of the resources he had 

available, Mr. Ansara was able to use the weekend to 

develop plans for the students and teachers for the weeks 

to come. 
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Cochise Human Resource Frame 

Bolman and Deal(2002) stated,  

 The human resource frame assumes that schools and 

 classrooms, as other social systems work best when 

 needs are satisfied in a caring, trusting work 

 environment. Listen to others.  Attend to their 

 feelings, concerns and aspirations.  And tell them the 

 truth. (p. 4).  

It is familiar advice that almost everyone endorses 

according to Bolman and Deal. 

 The ability to lead was important to the Cochise 

principal.  Mr. Ansara believed stakeholders in the school 

community looked to the principal.  He stated,  

 It is just natural to look to the campus leader.  If 

 you’re falling apart and if you look like you don’t 

 know what you’re doing, then it’s going to create 

 tension.  If anyone has to be calm and take a deep 

 breath and think rationally, it has to be the 

 principal and his or her leadership team.   

 At approximately 2:15 p.m., several district officials 

from the Superintendent’s executive team showed up on 

campus.  Mr. Ansara referred to them as “the calvary.”  
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These individuals were in addition to the local police 

department, school safety personnel, and the district 

crisis response team. 

In addition to managing his staff, Mr. Ansara had the 

challenge of coordinating duties and responsibilities for 

the Superintendents staff.  Immediate communication to the 

staff was through e-mail.  Available faculty and staff 

served as runners to get information to teachers.   

Students and parents did not get any official 

information.  Mr. Ansara explained,  

We didn’t communicate any information to the students 

 and the parents until Monday with a letter home.  

 Unfortunately, because it happened on a Friday, there 

 were lots of outlandish and just tall tales told.  

 You know, a lot of kids in the absence of any facts, 

 kind of developed their own stories.  The TV 

 media was right there to report all of those. 

 Two critical decisions were made that addressed 

communication issues with the community.  In order to 

relieve office staff from negative calls, several 

department directors and senior district leadership 

coordinated manning the telephones.  Mr. Ansara was 

concerned about the kinds of calls the office secretaries 
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were receiving.  He stated, “They fielded the most vile, 

nasty and just vicious phone calls.”  He described some 

callers as saying, “You bunch of murderers; you all need to 

be fired; let me in there; I’ll kill you in your own 

hallway.”  Mr. Ansara expressed his utmost respect for the 

administrative assistants and office staff. 

 Another decision was to set up a hotline.  The Cochise 

telephone number was entered into a system so that whenever 

anybody entered the number, it automatically went to a 

certain hotline.  There was a recorded message for that 

hotline.  A phone list was developed for all of the 

teachers of the two students involved in the fight.  Later 

that evening, Mr. Ansara called the teachers and let them 

know that the student died. 

 Two faculty meetings were called.  One was held 

immediately after school on the day of the incident, and 

the other was held on the Monday morning following the 

incident.  During the first meeting, Mr. Ansara stated, “I 

told them very briefly that there has been a fight and a 

student had been critically injured.  All we know is that 

he was transported critically injured.”  At this time, Mr. 

Ansara knew the student had died.  However, because there 
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was a police investigation, the police did not want him to 

reveal to anyone that the student had actually died.  

 For the meeting on Monday, Mr. Ansara, along with 

district leadership, developed a script.  The script 

included a detailed plan of what was going to occur that 

day.  The information included a summary of the incident, a 

specific outline regarding counseling support and 

activities to support the grieving process, lunch and 

substitute coverage, and parent and community 

communication.  Mr. Ansara noted, ”Everything we planned 

for Monday, we planned it on Saturday.”  There were two 

significant things Mr. Ansara had to do by himself.  One 

was to notify the siblings of the death of their brother.  

The second was to visit the student’s home and express 

condolences to his mother.  The student who had died had 

two sisters.  One sibling attended Cochise and the other 

attended an elementary school.  Mr. Ansara had one of the 

assistant principals get the sibling and bring her to the 

counselor’s office. Once in the office, Mr. Ansara informed 

her of her brothers’ death.  Then, he called the principal 

of the elementary school where another sister was enrolled.  

He stated, “I told the principal what had happened and that 

he needed to know her brother died today.  The school 
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officials were able to get to the little sister before she 

found out elsewhere.”  District procedures do not require 

parental permission to convey this kind of highly sensitive 

information. 

The Sunday following the incident, Mr. Ansara visited 

the student’s mother against the advice of school 

leadership.  Mr. Ansara stated, “That was probably the most 

difficult thing I had to do.  Because at that point, being 

a representative, she wasn’t cordial, she wasn’t even very 

welcoming.  She tolerated me, because I was the principal 

of the school where her son had died.  She did accept my 

condolences.”  

 Mr. Ansara believed compassionate leadership was very 

important.  He stated, “During a violent incident like 

that, that becomes a crisis, you really have to manage your 

emotions.”  He thought, “Are my kids okay; Is my faculty 

okay.”  We provided lots of opportunities for students and 

faculty to express themselves.   

Counseling and guidance had been provided with a 

number of lessons and resources about grief and the 

grieving process.  Students were allowed to write about it 

in their classrooms, make posters, and sign condolences 

cards.  Faculty members volunteered to head up a fund-



 

 

163 

raising drive for the student’s family.  Mr. Ansara 

arranged for substitutes for teachers.  This was perceived 

as a gesture of empathy.  He understood the need to address 

the emotional needs of teachers and support the grieving 

process. Teachers were given the option of staying home if 

needed.  

 Even in times of sorrow, there comes a point when you 

have to move on.  After one week, Mr. Ansara notified the 

family to come and pick up all of the remembrances and the 

$1,200 collected for the family.  He let the family do this 

because he understood this was part of the grieving process.  

He recalled, “Before the funeral, all bets were off.  We 

were grieving, and we were supporting each other.  Once we 

got past the funeral, I think the kids wanted to move on. 

We wanted to move on. And we just kept moving forward.”  

The Superintendent attended the faculty meeting and 

told the staff, “The curriculum is secondary today, this is 

about healing and being with each other.”  Mr. Ansara 

allowed the kids and the faculty to grieve.  He made a 

video tape talking about the incident and school plans that 

was shown in all classes.   The students and the faculty 

had a separate section in the building to grieve.  A pool 
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of substitutes was in the main office waiting to relieve 

teachers who needed to leave the classroom. 

 Collaborative leadership became critical.  Mr. Ansara 

noted,  

 I think in a crisis, you have to be collaborative.  I 

 was asking everybody around me that I trusted, asking 

 questions, what have I forgotten?  I think because 

 we had so many heads involved, I think we met to a 

 really good degree the needs of the students, parents, 

 and the community at the time. 

 Mr. Ansara felt he drew a little bit from every single 

person who was there to do the things he had to do because 

he was the principal. 

 Trust was paramount in the Cochise community.  Mr. 

Ansara stated, “The parents of our community trust us to 

educate their kids.  They felt like they were betrayed.  

They felt like the place that they thought was safe wasn’t 

safe.”  Mr. Ansara and district leaders planned a community 

forum to talk about what happened at the school.  Ms. 

O’Leary saw that trust was important in the community.  She 

noted,  

 There was already trust.  When Mr. Ansara would talk 

 to teachers, they trusted and listened to him.  When 
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 students would talk to him, they trusted that he was 

 telling them the truth.  No one complained or walked 

 out of classes.  As an outsider, that is what I 

 observed.  

 The ability to communicate what was happening and keep 

the lines of communication open was important to enhancing 

the relationships with the community.  Mrs. Feherty felt 

modeling calmness and thinking straight were qualities Mr. 

Ansara demonstrated.  As incident commander, Mr. Mulligan 

noted that Mr. Ansara made good decisions and directed the 

actions of others up until the point that he had to pass 

the leadership off to a community agency such as the local 

police department. 

 Mr. Mulligan and Ms. Juarez agreed that Mr. Ansara was 

able to build trust with the community by being a 

communicator.  He made sure people understood what was 

happening and what was going to happen.  By holding a 

public forum in the gymnasium, he allowed the community to 

come in and ask questions.  This was an example of how his 

decision to hold a forum three days following the fight 

made the greatest impact in reducing community concerns and 

enhancing relationships.  Ms. Juarez stated,  

 I think for me that created a huge bond and huge  
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 trust.  I think sometimes as leaders, we tend to be  

 protective of ourselves because of weakness.  I felt  

 very good about the fact that he knew the community.  

 He knew the community around the school. He knew  

 teachers; some teachers taught him.  I think it kind  

 of helped him out because he had known people for so  

 long. 

 Ms. O’Leary discussed the importance of principal 

leadership in a crisis.  She believed the principal set the 

tone for the building.  She made the following comment. 

 The whole environment at a school is determined  

 and predetermined by principal leadership.  It  

 reflects tremendously in the crisis.  If leadership is 

 real tight, autocratic, and very demanding, it’s going  

 to be a tougher response quite often.  If you have  

 leadership that is very inclusive, the crisis team is 

 used more effectively.  The leadership of a principal  

 is key. 

 The decisions made by Mr. Ansara during and after the 

incident helped to bring people together and meet their 

needs.  The staff felt that Mr. Ansara’s priority was the 

health and welfare of the school community.  Mr. Mulligan 

felt Mr. Ansara generally tried to meet the needs of the 
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community by talking to the students, making presentations, 

being around, being available, setting an example, and 

talking to people. Ms. Juarez emphasized that Mr. Ansara 

was thinking about students first, and then about the 

teachers and staff, and then the community.  She stated, 

“He had everybody in his mind, and he was trying to balance 

all those things.  The decisions made were all sound for 

all of us.”  Mrs. Feherty said, “He was providing for 

people’s needs.  He was making sure that there was a plan 

in place to take care of all the needs of all the 

community, the faculty, the staff, the students and keeping 

them in place long enough to fulfill our needs.”  Mr. 

Ansara got on Channel 1 to speak to the students.  He tried 

to give as many facts as possible.  During that first week, 

he communicated with the students at least twice using the 

schools media department.  Through this process, Mr. Ansara 

was able to allow opportunities for feedback.  

 According to staff, Mr. Ansara was immediate in 

communicating information to the school community.  A 

faculty meeting was called immediately after seventh 

period.  Ms. Juarez explained that after the students were 

let off campus, faculty and staff were to go to the 

auditorium.  Once they arrived, Mr. Ansara was there with 
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the assistant principals.  He began to talk about the 

incident providing as much information as he could.  He did 

know but did not tell staff at the time, the condition of 

the student who was hurt.  He did talk about what had 

happened to the other student who was involved, indicating 

that he was on campus with his family and the local police.  

Mr. Ansara wanted them to know that if they needed 

anything, there were people on campus to help them right 

away. 

 The following Monday, Mr. Ansara called a meeting for 

6:30 a.m. Mrs. Feherty assisted Mr. Ansara in telling the 

staff what was going to happen that day.  They were told 

that if they needed help, they could go the library.  Mr. 

Ansara made sure a pool of substitutes was on hand for 

teachers who felt they could not stay in the classroom.  

Ms. Juarez provided another example about how Mr. Ansara 

enhanced relationships.  She said he communicated a lot of 

information to the faculty and staff. She explained,  

He communicated a lot of information to us.  He had 

more information for us about the student that passed 

away.  He told us more about his physical condition.  

He told us that he went to visit the family.  He told 
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us about the family’s reaction.  He asked us to be 

flexible.  He took good care of us.   

 Mr. Ansara sent two letters home to parents.  Both 

letters were in English and Spanish.  The first letter was 

sent home on the first school day following the incident.  

In the letter, Mr. Ansara provided a brief explanation of 

the incident.  He expressed that although every possible 

effort was made, the student passed away.  He informed 

parents that crisis counselors would be available though 

out the week to assist the community through the grieving 

process and that a special parent meeting would be held in 

the auditorium to address any questions or concerns. 

 The second letter from Mr. Ansara was sent home 

approximately six weeks later.  In this letter, he    

informed parents that the County Attorney’s Office would 

not be filing charges against the student involved in the 

incident that resulted in the death of the student.  He 

provided reassurance that the campus was safe and that 

crisis counselors would be on campus to assist the 

community, as well as local police officers and school 

safety officers.  He cited federal privacy law as the 

reason he was unable to provide any information on what 

action was taken against the student.  He did inform the 
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parents that the student was no longer enrolled in the 

school.  Finally, he reached out to parents by requesting 

that they come together as a community in dealing with this 

“painful situation.”  Again, he made himself available for 

questions. 

 The decision made by Mr. Ansara that had the greatest 

impact on meeting community needs and building caring, 

trusting relationships was the public forum.  Approximately 

700 students and parents attended.  Mr. Ansara declared 

that the meeting was held in a controlled environment, 

lasted for one hour, and part of the agenda included a 

review of the school safety plan.  He stated he accepted no 

open questions.  Mr. Mulligan described the format for the 

evening.  He expressed that people were given cards to 

write questions on.  Someone sorted the cards so questions 

weren’t repeated.  Mr. Ansara was given the cards and. 

responded to the written questions as best he could. 

One advantage Mr. Ansara benefited from was knowing 

the community.  Ms. Juarez described Mr. Ansara as knowing 

the culture because he grew up in the community and 

attended Cochise as a student.  Ms. O’Leary believed Mr. 

Ansara’s bond with the community kept the crisis from 

escalating into additional acts of violence and kids 
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leaving school.  She stated, “This was a tragedy, a huge 

crisis.  The situation did not escalate because they 

trusted him, they knew him, and they believed in him and he 

believed in his staff.  This was all mutual.” 

 “Mr. Ansara organized people around him that gave him 

really good advice on how to handle the situation,” said 

Mrs. Feherty.  She continued, “I was right by his side the 

entire weekend.”  Certain faculty members and school 

security officers and monitors were used to supervise 

hallways and school grounds.  People were assigned to make 

sure that other people did not forget to eat or drink and 

checked in on how people were doing.  Clerical staff 

responded to questions from parents.  School safety 

officers and local police departments were there to assist 

with maintaining order and managing the crime scene.       

According to Mr. Ansara, district resource personnel 

showed up at 2:15 p.m.  The Executive Director for Public 

Relations developed a list of talking points and deferred 

the media until he was ready to go on camera.  The 

coordinators for the Counseling Department wrote the crisis 

response plan on site.  The district crisis team was called 

in to assist with grief counseling.  The library was used 
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as a grief counseling center for students, faculty and 

parents.   

The Director for Human Resources arranged for a pool 

of substitutes for teachers.  The districts attorney 

attended the faculty meeting to address concerns about 

liability.  The District Superintendent showed support by 

attending the faculty meeting. Mr. Ansara felt his presence 

was good for the faculty.  The schools media center was 

used to make a video taped address to the students.  The 

school auditorium was used to hold the public forum.  Ms. 

O’Leary expressed praise for Mr. Ansara’s use of personnel.  

She espoused, “He listened intensely to everyone, he 

trusted his crisis team, he trusted the professionals, and 

he didn’t try to second guess anyone.”   

 The most significant use of a community resource was 

the search for clergy. Mr. Ansara called his favorite 

priest to go to the home of the family of the student who 

died to pay respects.  Ms. O’Leary assisted in the process 

of contacting members of the clergy. 

 Mr. Ansara maximized the use of resources available to 

enhance the relationships within the community.  He was a 

strong communicator. He used this skill to listen, reach 

out, and strengthen connections with his students, 
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teachers, staff, and parents.  Out of respect and sympathy 

for the student who had died, Mr. Ansara canceled the 

football game scheduled for that evening. 

Resources were readily available to support the needs 

of the community.  The District Crisis Management Team was 

very beneficial in meeting the educational and emotional 

needs of the community and supporting the grieving process. 

Cochise Political Frame 

 Educators often view politics with a mixture of 

distaste and dread (Bolman & Deal, 2002).  It makes much 

more sense to understand the political landscape and to 

develop the skills that enable you to be a productive and 

effective participant (Bolman & Deal, 2002).  Mr. Ansara 

worked with district officials to develop a plan to address 

the media aspects of the political arena and influences.  

An example of a decision Mr. Ansara made in addressing 

the media aspects was to limit media access to the school 

grounds.  As a result, the media camped out across the 

street.  He deferred to district staff until he was ready 

to go before cameras.  Using talking points developed by 

the Executive Director of Public Relations, the Legal 

Department, and the Risk Management Department, Mr. Ansara 



 

 

174 

spoke to the media in front of the gates outside of the 

school.  

In speaking with the media, Mr. Ansara tried to be as 

honest as possible.  If he could answer a question he 

responded, if he couldn’t, he didn’t.  He stated,  

What I tried to do with the media was exactly what I 

 did with the community.  I prepared very carefully 

 for speaking with the media. The message I wanted to 

 get out was that Cochise is a safe school and that we 

 don’t take student safety for granted.  I didn’t 

 refuse any interviews; I spoke to  whoever wanted to 

 interview me, because of all the misinformation that 

 had gone out on Friday.     

As incident commander, Mr. Ansara was the spokesperson 

for the school.  Ms. Juarez noted that Mr. Ansara 

instructed teachers that if anyone approached them, they 

were not to talk to them and to let someone know that they 

were on campus.  She continued, “He kept us away, he kept 

the distance, he made them keep a distance from the 

school.”  Mrs. Feherty and Mr. Mulligan described Mr. 

Ansara as a strong leader and excellent communicator who 

dealt with the media in ways that most would not have been 
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able to do.  He simply answered the questions that he 

could.   

Ms. O’Leary mentioned that Mr. Ansara dealt with the 

media in a variety of ways.  She said, “He talked to the 

media a lot.  He had other district officials talk to the 

media.  I went out front many times when the media was 

trying to get into the school.”  At approximately 10:30 

p.m. on the day of the incident, in order to avoid the 

media frenzy, each individual assisted Mr. Ansara with 

closing the building.  Using a back exit to the school, 

everyone left Cochise at the same time. 

 Culture is considered to be an internal influence 

associated with the political frame (Bolman & Deal, 2002).  

Mr. Ansara felt his knowledge of the community had an 

affect.  He noted, “Someone that perhaps wasn’t familiar 

with the community might have had those candles and 

placards removed the next day.  I understood what to do; I 

have knowledge about what the traditions and customs are in 

the community.”  Mr. Ansara cared very deeply for his 

teachers, staff, and students and wanted to make sure that 

their needs were met.  

 An example of how Mr. Ansara cared about his community 

was the manner in which he prepared for the faculty meeting 
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on the Monday morning following the incident.  A script was 

prepared that included a summary of the incident and an 

outline of activities for that day.  The following bulleted 

points were reviewed with the faculty: 

• On Friday afternoon, two students were involved 

in a fight in a second floor hallway during a 

change of classes during fifth and sixth period.  

Officers from local law enforcement and School 

Safety responded immediately.  The student was 

seriously injured and was given CPR by two 

students and faculty until paramedics arrived. 

The student died after he arrived at the 

hospital.  The other student involved is not at 

 school today, nor is it anticipated that this 

 student will return.    

• The student was 16 years old and has been 

described as a gentle and sensitive student.  One 

of his favorite subjects was art.  He will be 

greatly missed. 

In addition to summarizing the incident, Mr. Ansara 

felt it was important for the faculty to know that there 

was no blame and that everyone did their best.  He 
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requested that the faculty attend the community meeting, 

which was to be held that evening.  In addressing attempts 

by the school to resolve conflicts between students, Mr. 

Ansara reviewed the data for mediation contacts during the 

2002-2003 school year.  He reported the following:  

1. 3,125 mediation contacts 

2. 93% were self-referred 

3. 3% were referred by administration 

4. 2% were referred by teachers 

5. 2% were referred by parents 

The remainder of the meeting addressed the counseling 

crisis response plan.  The plan included curriculum 

activities; counseling locations; and office, lunch, and 

classroom coverage by substitutes and senior district 

officials.  Using the resources of the teacher and school 

media center, Mr. Ansara showed the faculty a video that 

was made for the students.  In the video, he provided facts 

about the incident and reviewed the crisis plan.  The video 

was going to be shown to students during their first period 

class.  He encouraged the teachers to observe students and 

be aware of any student who may need assistance.   

The Superintendent attended the meeting.  Mr. Ansara 

believed his presence was good for the faculty.  A 
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representative from the legal department addressed 

questions related to liability.  Focusing on the student 

population, Mrs. Feherty expressed her opinion about the 

school being almost 90% Hispanic and that there was, “a 

little bit of the boys feeling like they have to stand up 

for themselves.”  She continued,  

And while we work hard in helping them find ways to 

resolve it, it’s still a cultural thing that 

influences how kids handle things. There’s still a bit 

of culture that the way to handle disagreements is to 

have a fight.  We have a lot of parents that believe 

their kids need to defend themselves.  We have a 

number of fathers who will tell us my son has the 

right to defend himself. It doesn’t change our own 

beliefs in the sense that we don’t tolerate fighting.  

But, we have to have an understanding on why it 

occurs. 

 Ms. O’Leary referred to an established climate of 

trust and a crisis plan in place that included an ability 

to contact central offices and departments for support as 

avenues of communication for getting out important 

information. 
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 Mr. Mulligan focused on the reactions from the 

community and how decisions were influenced.  Using 

reflective questioning, he expressed,  

When something is happening here or there, what’s 

gonna happen around it.  How are the kids going to 

react?  How is the community going to react? How do we 

make sure that we take the best care of that situation 

and not completely ignore everything else going on? 

How are we going to respond in an appropriate fashion?  

These issues would influence all the decisions. 

  Ms. Juarez declared the influence of the teachers and 

what they were put through as an aspect of internal 

influence.  She believed teachers influenced the decision 

to be communicative because our colleagues were directly 

involved.  Ms. Juarez explained that during a faculty 

meeting, Mr. Ansara reminded them of the importance of the 

mediation hotline.  He reviewed that if someone had 

communicated something or saw something, maybe we could 

have stopped something from happening. He stressed the 

importance of telling students that calls made to the 

hotline are anonymous and encouraging them to share what’s 

happening.  Also, he requested that they use the incident 

as an example of what happens when conflicts and rumors 
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about alleged fights among students are not reported.  He 

stated, “We can’t have this happen again!”  Ms. Juarez felt 

this was huge in resonating with teachers that he provided 

a focus for us to rally around at the beginning of the 

school year.  

 Ms. O’Leary cited Mr. Ansara’s clear understanding of 

the community and its culture for knowing how to provide 

support and address the specific needs of the groups.  She 

noted, “He listened to the community and used their input 

when making decisions.”  The decision to hold the community 

forum was a defining moment in Mr. Ansara’s tenure as a 

principal.  He revealed, “The media, the negative reports, 

the mud raking and yellow belly political groups out there 

definitely affected the way the parent meeting went.”  

Outside forces that were not connected with the school 

affected his decisions.  Mr. Ansara reflected on the Sunday 

evening following the incident: 

I was very exhausted.  Over the three days, I slept 

maybe 30 minutes.  My wife and daughter took me 

 to the mall.  We went to the food court, and I sat at  

a table.  As I looked over on a table that was right 

next to my chair, there was a picture of the student.  

It just catches me.  Here on this table is a picture 
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of this boy who I had seen die in my hallway.  His 

face is there.  It was a stake through my heart. 

Mr. Ansara was referring to a flyer that had been 

distributed throughout the mall.  The flyer was alleged to 

have been developed by an individual running for the school 

board.  On the flyer was a picture of the student.  The 

message on the flyer read:  

 Your child is not safe in Silver Springs.  Child 

 murdered in Silver Springs.  The Superintendent is 

 responsible.  The Superintendent refused to heed 

 warnings that schools were unsafe in Silver Springs, 

 as did a representative from the Legal Department and 

 a Governing Board member.  They need to be held 

 accountable.  They should resign immediately. There is 

 never, ever an excuse.  Children need adults to 

 provide a safe and supervised environment.   

 Is your child next?     

 Mr. Ansara felt incensed.  He stated, “I think it was 

at this point where I really started to formulate in my 

mind the gravity of the parent meeting the next day for the 

community.”   

On the following day, which was the day of the forum, 

he took control and developed a plan for the meeting.  Due 
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to some political controversy surrounding the 

Superintendent that had started prior to the incident, 

there was considerable talk among school and district 

officials as to whether the Superintendent should come.  

Although he attended the forum, Mr. Ansara made the 

decision that the Superintendent would not address the 

community.  Mr. Ansara told him,”Boss, you are not going to 

talk.” He continued, “I do not want this forum to become a 

political forum for people to bash whoever.”   

This notion led to other decisions made by Mr. Ansara.  

These decisions included giving everybody who attended the 

forum a note card and a pencil.  Also, he decided that he 

was going to be the only school official to speak and that 

he would only respond to written questions.  Mr. Ansara 

noted, “No one will have an opportunity to grandstand and 

take the stage.”  His whole intent that night was to get 

everything he could in terms of information to the people 

who were there. 

On the evening of the forum, Mr. Ansara described an 

environment where so much tension existed at the beginning 

of the meeting that you could cut it with a knife.  He 

stated, “People didn’t know what to believe.  Especially 

here, you have a principal who was a part of the 
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community.”  He planned to answer each questions honestly.  

In an effort to help the community understand, he provided 

a step-by-step account of exactly what happened.  Also, he 

dispelled the following accounts reported by the media: 

• This boy did not lie there for hours before 

somebody provided CPR. 

• This boy was not killed in a gang attack. 

• This boy was not picked on. 

A challenge Mr. Ansara had to address was the 

ability to give factual and sensitive information to the 

school community, while keeping in mind that the ongoing 

police investigation prevented him from giving the 

preliminary cause of death. 

Mr. Ansara believed that he was able to start the 

process of rebuilding trust by being very honest.  He 

espoused, “Once they understood what really happened, that 

I wasn’t going to hide behind a script, and I was going to 

take their questions and answer their questions, the 

climate of the meeting changed.”  Out of concern for his 

family, Mr. Ansara did not let his mother, wife, or 

children go to the meeting because he felt the meeting was 

going to get ugly.   
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However, once the meeting was over, he felt support 

from the community. He revealed, “When we finished that 

meeting, I really felt the arms of the community around our 

school. People said, “We understand; this could have 

happened anywhere.  We understand what happened.”  Mr. 

Ansara believed “We built the trust by being very honest.” 

Ms. O’Leary confirmed this belief.  She stated,  

The principal had earned the trust of the students and 

the community through his leadership, and the 

situation didn’t get out of control.  The principal 

opened the school to concerned parents and community 

members during evenings and on the weekend.  He made 

sure that students and teachers got the emotional 

support they needed. 

In addition, she believed that his ability to speak 

Spanish was a benefit.  

Honesty was critical to building trust in the school 

community.  The decision to limit media access to the 

campus, while maintaining availability and holding a public 

forum, was an example of addressing external influences in 

the political frame.  In both aspects, Mr. Ansara 

demonstrated control over his situation and demonstrated 

that honesty is the best policy.  The staff viewed his 
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decisions regarding the media and holding a public forum as 

good for the community.   

In terms of the media, Mr. Ansara kept them off campus 

and away from faculty and staff.  He made himself available 

and addressed all questions.  In terms of the public forum, 

Mr. Ansara felt a strong bond with the community 

surrounding Cochise.  He knew the community. He grew up in 

the neighborhood, went to Cochise as a student, taught at 

Cochise, and became an administrator at Cochise.  Ms. 

Juarez stated, “Because of his community experience and 

knowledge, people would come up to him in the grocery store 

and were either kind to him or awful to him because of what 

had happened.”  She felt this was a resource he used to 

monitor community perception. 

 The involvement of the local police department and the 

prosecutor’s office and the perception of parents regarding 

the safety of the school influenced Mr. Ansara’s decision 

to reinforce the concept of safety in written 

communication, video-taped messages, the media, and during 

the public forum according to Mrs. Feherty and Mr. 

Mulligan. 

 Several internal and external influences were 

identified by participants as influencing Mr. Ansara’s 
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decisions after the incident.  Internal pressures included 

student and teacher needs. District resource personnel were 

on campus within one hour of the incident and provided 

input. External pressures included the media and the 

community.  Although making himself available to the media, 

Mr. Ansara limited the media’s access to campus.  The 

school was a crime scene, and he wanted to control the flow 

of information about the incident.  Mr. Ansara knew the 

community very well.  Other influences affecting decisions 

included local law enforcement and the County Prosecutor’s 

office. 

Cochise Symbolic Frame 

According to Bolman and Deal (2002), celebration and 

ceremony are antidotes for boredom, cynicism, and burnout.  

They bring together members of a group, strengthen bonds, 

and build spirit and faith.  All participants recognized 

the symbolic leadership demonstrated by Mr. Ansara in 

understanding the emotional needs of the community and 

knowing what needed to be done in helping to get people 

back to normal. 

Following district policies are customary aspects of 

the symbolic frame that were in place immediately following 

the situation.  Supporting the community’s need for 
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expression of sympathy and the grieving process were 

examples of symbolism.  The crisis management team was 

contacted to provide crisis response services.  Mr. Ansara 

revealed, “We were rounding the corner of that negative 

stigma Cochise has always had.  We were rounding that 

corner.  Then this happened and here we are right back 

again.  A violent school!  A kid died!  That unfortunately 

was a result of the fight.”   

One of the most highly visible policies is one that 

ensues when local law enforcement officials are involved. 

In the case of a student death, an area within the school 

became a crime scene.  Although Mr. Ansara assumed the role 

of incident commander, he had to turn the school over to 

the police because the police declared an area within the 

school a crime scene and began to conduct an investigation.  

Once police made this decision, Mr. Ansara made a decision 

to lock down the campus and determine how students were 

going to be released from school.  

According to Mr. Ansara, counseling availability was 

critical to the healing process.  On the Monday following 

the incident, the crisis response plan was to allow the 

grieving process to take place among faculty, staff, and 
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students.  He stated, “I cried.  And it is painful even to 

this day.” 

Mrs. Feherty espoused that they have a ritual for 

dealing with a crisis, and the one thing that always 

happens following a crisis is counseling.  Mr. Mulligan 

emphasized that places are provided for kids to talk about 

how they are feeling.  Because of the gravity of the 

situation, the same had to be done for adults.  Counseling 

is provided to make sure the people have a professional to 

talk to. In the case of this incident, the district crisis 

team was called to assist school counselors. A crisis 

response plan was put together. Lesson plans were developed 

and provided to teachers to address grief.  Ms. O’Leary and 

the crisis response team addressed the traumatized state of 

some of the teachers and students through grievance 

counseling and intervention. 

Another example of a custom was the faculty meeting.  

Faculty meetings were routinely called when a crisis 

occurred on campus.  An emergency faculty meeting was 

called on the day of the incident.  A second meeting was 

called for the following Monday morning.  In both of these 

cases, Mr. Ansara called meetings to keep everyone 

informed, offer words of encouragement, and provide 
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guidance and direction when needed. Another customary 

practice was sending a letter informing the parents about 

the incident.  Mr. Ansara sent a letter home in English and 

Spanish three days following the incident.  Two months 

later, Mr. Ansara sent a letter informing parents about the 

County Prosecutor’s decision to not prosecute. 

The Hispanic culture within the Cochise community was 

viewed as a symbol of Catholicism.  It was customary for 

members of the clergy to visit the home of a parish member.  

Mr. Ansara enlisted the help of the local parish priest and 

the priest from the parish where the student who had died 

belonged.  Together with the two priests, Mr. Ansara 

visited the home to offer his condolences.   

According to Mr. Ansara, the priests talked about the 

spiritual side of what had happened.  Part of this ritual 

included prayer.  The visit lasted approximately 15 

minutes.  Ms. Juarez stated,  

I think Mr. Ansara tried to find out as much as 

 possible about the family, and I think Catholicism is 

 very strong in the community.  It’s more of a peaceful 

 offering to not just show up on the doorstep alone and 

 to come with somebody who maybe could have helped the 
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 family at the time. I don’t think it was presumptuous 

 at all in regards to religion. 

 The climate at Cochise was marked by some unrest after 

the incident.  Mr. Ansara described the climate as eerie 

and very subdued.  He noted, “Everybody was very pensive 

and sad.”  Mrs. Feherty stated. “Repeated rumors and gossip 

added to an already difficult situation in terms of what 

really happened.  It was very somber around here. It took a 

lot of interviews to find out what was really going on.”  

Mr. Mulligan agreed.  He stated it was somber, sad, 

and a little bit tense.  He continued to describe a culture 

in crisis.  

You know the people that work here have a tremendous 

amount of pride in their work, and we believe its an 

extremely safe place to be.  Most people that work 

here feel like the school gets a bad rap for being 

something that it’s really not.  And, there’s an image 

or perception about the school that we constantly try 

to break through and change.  When you have an event 

that looks like a very violent act with a very 

unfortunate conclusion, it’s like a black eye for the 

school.  A school that I very much care about.     
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Mr. Mulligan added it was a very serious time.  It was a 

very emotional and very tough time for everyone. 

 Ms. Juarez focused on the values and beliefs shared 

among the faculty.  According to Ms. Juarez, expressions of 

frustration ran the gamut.  Beliefs shared included 

• I would not get involved. 

• You do not touch a kid.  

• Do not touch students.  If you touch a kid, you 

are going to get sued. 

• Teachers are supposed to be in the halls.  Where 

were the teachers in the hall at that time? 

• Being proactive, I would have been in the middle 

of that. 

• Being proactive, I would have caught it in the 

classroom.   

She continued to express that there was a bit of anger.  

The fact that the students did not communicate what was 

happening before they knew something was going to happen 

between the students was troublesome.  The mediation 

hotline was a symbol of prevention and intervention.  

Teachers were just distraught about the fact that this 
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interpersonal conflict between the two students was not 

reported.  It was characterized as shaky. 

 Ms. Juarez voiced frustration about how the media 

portrayed the school.  Teachers had a difficult time 

watching television.  The manner in which the incident was 

portrayed focused on the south side and school violence.  

In contrast, she espoused it was really a fist fight; there 

were no weapons involved, and there were no gangs involved.  

It was just a fist fight.  She concluded “Although so 

simple, it wasn’t so complicated.  Yet it was filled with 

stereotypes about the community.” 

 Another ritual that occurred after the student death 

was a memorial.  Knowing the culture and community, Mr. 

Ansara provided lots of opportunities for students to 

express their grief.  On the night of the incident, outside 

the gates of Cochise, friends of the student who had died 

set up an impromptu shrine.  There were candles, balloons, 

posters, and placards.  Mr. Ansara stated, “We didn’t touch 

it; we let that go.  That’s kind of a community ritual.”   

A custom in the Hispanic culture is memoriam shirts.  

Mr. Ansara allowed students to wear memoriam shirts.  This 

was something school officials at Cochise never allowed. 
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Mrs. Feherty expressed that a memorial was started on the 

fence in front of the school.  In addition, spaces were 

provided for kids to write on.  She stated, “One of the 

things that was important to the community was that we left 

it out there for a while.”  She continued, “Sensitivity to 

the community is important in allowing the memorial to 

remain for a long time.” 

Because of the trauma students and teachers were 

experiencing, Ms. O’Leary decided it was important to visit 

the hallway and location where the incident occurred 

between every passing in the days following the event.  She 

recalled,  

I stood where the child died.  I went back up the 

 hallway where the incident actually occurred and stood 

 there between every single class.  First, I wanted to 

 make sure that it didn’t become a memorial site.  

 Second, I wanted to make sure no other altercations 

 happened there like any ramifications or reprisals 

 against groups.  

This was important because at the time not everyone knew 

the whole story.  While in the hallway, Ms. O’Leary talked 

to students and teachers who gathered to talk.  
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In summary, Cochise had many rituals identified by the 

participants that helped reinforce a sense of strength and 

understanding during this challenging time.  District 

resources were available to assist with the media.  The 

District Crisis Team developed the Crisis Plan and provided 

lesson plans for teachers to assist in the grieving 

process.  Communication by Mr. Ansara was timely, factual, 

nurturing, and strategic.  The Roman Catholic Church was 

used to approach the family.   

Summary 

 Cochise High School utilized district and community 

resources to respond to the crisis event.  The principal 

used school staff to coordinate services for students and 

teachers.  District staff made specific recommendations for 

a crisis management plan that was implemented the week 

following the incident.  This plan supported grief 

counseling, intervention activities, and providing 

information to disseminate to faculty, parents, and the 

community.  Communication was an important tool the 

principal used to address internal and external influences 

identified by participants in the study.  The principal 

used his knowledge about the culture of the community to 

involve religion, and provide opportunities for the 
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community to memorialize the student.  The need to rebuild 

trust with the community and provide accurate information 

about the incident was the primary reasons for holding the 

community forum.   

Cochise High School Reframing 

 Strong leaders use multiple frames or lenses, each 

offering a different perspective on common challenges.  The 

ability to use multiple frames has three advantages: (1) 

each can be coherent, focused, and powerful; (2) the 

collection can be more comprehensive than any single one, 

and (3) only when you have multiple frames can you reframe 

(Bolman & Deal, 2002).  Bolman and Deal maintained that in 

times of crisis or overload, you will inevitably feel 

confused and overwhelmed if you have only one option.

 Utilizing the human resources and political frames 

(Bolman & Deal, 2002), the principal of Cochise High School 

worked with district staff to plan a community forum.  Once 

he realized the magnitude of criticism directed toward the 

Superintendent and other school officials by some members 

in the community, the principal made specific changes to 

the agenda and took primary responsibility for controlling 

the meeting.  He commented,  
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At this point, I never used the word, “I”, when I 

talked about the school.  In this particular case, 

this is my school.  I’ll be damned if I’m going to let 

somebody that’s mud raking out in the community use 

this forum, a tragic forum for my community, to score 

political points. 

 This example demonstrated how the principal used the 

human resource frame (Bolman & Deal, 2002) to meet the 

needs of the community by planning a community forum.  

Then, he moved to the political frame by being the only 

school official to address the audience and deciding which 

questions he would address in order to keep the community 

focused on the issues surrounding the incident.  By viewing 

this issue from the human resources frame and moving to the 

political frame, he was able to control the tone and 

demeanor of the community members attending the forum. 

 Initially, the principal used the structural frame 

(Bolman & Deal, 2002) to set up the incident command 

structure from the school’s crisis plan.  Contacting school 

safety officers and local law enforcement and implementing 

the lock down are examples.  As the crisis began to unfold, 

the principal shifted to the human resources and political 

frame as he used security staff, teachers, and office staff 
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to manage students, respond to calls, disseminate 

information, and organize grievance counseling and media 

response.  Symbolically, although the incident occurred 

toward the end of the school day and the students were 

looking forward to a rival football game with one of the 

area high schools, he made a decision to cancel the game 

out of respect for the student’s death. 

 The first assistant principal did not offer any 

changes or recommendations on how the principal made 

decisions after the student’s death.  She stated,  

I was right there for almost everything he did  

and I would have to say that, again, I think he made  

good decisions. They were thoughtful, well planned.   

He was thinking of others, making sure everyone was  

involved and that their needs were met. 

She discussed how vigilant the staff became in continuing 

to do everything to prevent fights but did not think there 

were any major or significant changes.  She had viewed the 

student’s death in the structural and human resources frame 

(Bolman & Deal, 2002) by acknowledging that policies and 

procedures were in place, these plans and procedures were 

being followed, and the principal met the needs of the 

community. 
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 The second assistant principal expressed a different 

opinion.  Utilizing the structural and human resource 

frames (Bolman & Deal, 2002), he recommended that the 

principal make sure that everyone knew their roles and knew 

how to respond and how to react.  He felt the principal 

should have frequent meetings to talk about how to react to 

different situations.  He discussed how he could enhance 

his role in supporting the principal by making sure the 

principal knew who the first contact should be in a crisis 

moment.  Additionally, he expressed how he would remind the 

principal to listen.  He stated, “I’d want to make sure 

that he knew who to listen to and not to listen to 

everybody.  Make sure the people know who they should go to 

and who they should listen to in a situation like that.”  

This decision illustrated moving from the human resources 

to the political frame in addressing the needs of the 

community. 

 The teacher stated that as a result of the student’s 

death, there was a need to be more proactive about 

reporting serious student conflicts.  One important change 

that took place was that she reminded students of the 

importance of the hotline on a more frequent basis.  She 

stated, “We have an example of what happens when we don’t 
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call.”  The teacher felt strongly that the school mediation 

hotline was an effective tool for the prevention of 

interpersonal conflicts among students.  This was an 

example of how the teacher used the structural, human 

resource, and symbolic frames (Bolman & Deal, 2002) to 

address the need to use the hot line as a preventive 

measure.  Utilizing the human resource and political 

frames, the teacher recommended that the principal seek 

ways to enhance teacher leadership during crisis times by 

delegating a little bit more to the faculty and providing 

opportunities for departments and grade levels to meet to 

come up with ideas to reach more kids. 

 After observing the principal address several issues 

during the crisis incident, the counseling coordinator 

shared that she had a deeper understanding of the need for 

a school to be prepared.   Utilizing the structural frame, 

she discussed the importance of having a phone tree and a 

plan in place.  Symbolically, she viewed tragedies and 

crises as a part of life.  Also, using the human resources 

and political frames (Bolman & Deal, 2002), she talked 

about the importance of being connected with other people 

within the school district who could help.  She emphasized 

she knew the principal and had a relationship with him.  
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She stated, “He had a relationship with central office, the 

community, and teachers.”  She believed as a result, he 

knew who was coming and what crisis responders were going 

to do at his school. 

 When asked how things had changed as a result of the 

fight, the counseling coordinator viewed the subsequent 

months through the structural, human resource, and symbolic 

lens (Bolman & Deal, 2002).  She noted, “The school 

leadership and staff worked at making sure that the 

students involved either directly or indirectly were kept 

under close supervision and contact.”  Politically, she 

believed this proactive stance helped the school 

emotionally, along with helping to ensure retaliation and 

other acts did not occur. 

Chapter Summary 

 Each high school principal utilized the four frames of 

organizational leadership (Bolman and Deal, 2002) when 

making decisions after a fight evolved into crisis 

proportions.  Structurally, although the use of staff and 

their designated roles were different, both principals had 

an emergency plan in place that identified specific roles 

and responsibilities for school staff.  The plan was a 

district-wide emergency plan that was developed by the Risk 
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Management Department.  All schools in the district used 

the same format.  Each school completed the plan by filling 

in its site-based information. 

 At Sequoyah, the principal delegated supervision of 

the security staff to the assistant principal.  He assigned 

faculty and staff to the classrooms and hallways and during 

lunch, they to supervised students on the mall.  District 

resource personnel were called to support negotiation 

efforts with students.  Although controversial, the 

security liaison requested the assistance of local law 

enforcement to bring about calm and order.  In this study, 

the principal supported the use of police, although two 

interviewees disagreed.  The principal at Cochise used 

staff to help coordinate services to teachers and students. 

Faculty was used to manage students in the hallways and 

classrooms immediately following the incident. District 

resource personnel were available to develop plans that 

included grief counseling and intervention, office 

assistance, and talking points for the media and community 

forum.   

One major difference between the schools was the 

coordination and response from executive district resource 

personnel.  At Cochise, in addition to the normal district 
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response teams, the principal had the Superintendent, Chief 

Academic Officer, the Directors of each Ethnic Studies 

Department, the Directors of Students Services and 

Professional Development, three Principal Coaches, and the 

Directors of Risk Management, Public Relations, and School 

Safety on campus to assist.  The principal of Cochise made 

a request for the crisis management team.  At Sequoyah, the 

principal requested the assistance of the Ethnic Studies 

Department and the Director of Student Services.   

Both principals expressed in a caring manner the 

importance of ensuring the health and safety of students, 

faculty, and staff.  The participants from each school 

stated that the principals’ decisions and leadership led to 

rebuilding trust with the school community.  They felt that 

communication was important and that the principals kept 

them informed and provided as much information as possible.  

Both principals responded to newspaper and television 

requests.  In addition, the principal of Cochise 

communicated in person to all stakeholders in his 

community.  The Sequoyah principal communicated through a 

letter to parents and e-mail to faculty.  The teachers 

voiced a concern that the faculty at large needed to play 

an integral role in responding to the crisis. 
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Each school community experienced very different 

crisis incidents that involved an element of violence.  

School officials in both schools experienced internal and 

external pressures influencing decisions that led to 

culminating school and community events.  At Sequoyah, a 

perception of race issues among members of the community 

led to the principal’s decision to seek the assistance of 

two campus-based student clubs and plan a march to 

demonstrate unification.  At Cochise, the timing of the 

incident, a crime investigation, rumors, and negative 

reactions from the community led to a decision to hold a 

community forum to address the public. 

 Symbolic rituals were very different in each school.  

The principal at Sequoyah focused on a celebration of 

diversity in his community.  According to the principal, 

the idea for the march came from students.  By working with 

student leaders, he wanted to send a message to the student 

population that the students could come together under the 

cause of unity.  He and the student leaders viewed the 

march as the vehicle for spreading this message.  Knowing 

the culture and community, the principal at Cochise used 

religion and an opportunity to memorialize the student as a 

ritual to address the needs of the family and community.   
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After the crisis incident, both school enhanced 

structures that were previously in place to meet the needs 

of students. At Sequoyah, mediation continued to be used as 

a means to address conflicts among students.  Additionally, 

parents were involved more frequently as a preventive 

measure.  At Cochise, grief counseling and intervention 

continued on an as needed basis, with monitoring by the 

Counseling Department.   

Both principals used e-mail to communicate with 

faculty and staff, sent letters home to parents, and held 

faculty meetings.  The principal at Sequoyah used the PA 

system to address the student body.  The principal at 

Cochise used a video-taped message to address students.  He 

held two faculty meetings and a community forum where 700 

people were in attendance.  Administration, faculty, and 

staff increased efforts to encourage students to use the 

school hotline. 

 

 

 

 
 
 
 



 

 

205 

 
CHAPTER 6 

SUMMARY AND DISCUSSION OF RESULTS 

Introduction 
 

The final chapter of this dissertation restates the 

research problem and reviews the methodology used in this 

study.  The summary of results is organized according to 

the four frames of organizational leadership as espoused by 

Bolman and Deal (2002).  Following this section are a 

discussion of results, similarities and differences, and 

recommendations for further study. 

Statement of the Problem 

 The purpose of this study was to examine principal 

leadership behaviors exhibited by two principals in working 

with their school communities during and after a crisis 

situation using Bolman and Deal’s (2002) four frames. 

Review of the Methodology 

This qualitative study analyzed the meaning of two 

principals’ leadership behaviors during and after a fight 

occurred on campus using the four frames of organizational 

leadership (Bolman & Deal, 2002).  The researcher obtained 

an understanding of how the leadership behaviors using 

interviews and document analysis.  Using a multiple case 
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study approach, the researcher focused on two high school 

principals from a Southern Arizona urban school district.   

Each principal experienced a major fight on his campus 

over the two to three years prior to collecting data for 

this study.  The case studies examined leadership decisions 

and strategies implemented by the principal and others in 

relationship to a fight that took place between students.   

The four frames of organizational leadership include the 

structural, human resource, political, and symbolic frames.  

These frames were aligned with those decisions and 

strategies.  Key staff interviewed for this study included: 

principals, assistant principals, teachers, security staff, 

and district resource personnel. 

Research Question 

 What leadership behaviors are demonstrated using the 

four frames of organizational leadership to resolve a 

crisis situation? 

Summary of Results 

Sequoyah High School Structural Frame 

 Based upon the responses gathered from the interviews, 

the principal from Sequoyah used a formal structure in 

responding to the crisis.  All participants acknowledged 

the existence of a District emergency plan and referred to 
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this plan in addressing how the principal directed staff 

during the crisis event.  While initially taking the lead 

role as incident commander, the principal used the detailed 

District emergency plan in assigning roles and 

responsibilities to staff.  During the crisis, these duties 

included primarily supervision and monitoring of students, 

dispersing and controlling students, and negotiation 

support.  After the crisis, the involvement of district 

personnel was more evident in assisting with planning the 

Unity March. The Mexican American Club advisor and teachers 

were not involved in the planning process. 

 Sequoyah’s structure was clearly defined, however, 

opportunities for changes within the structural plans were 

necessary and implemented to manage the crisis and meet the 

needs of specific situations.  The communication structure 

was less clear.  For example, the principal took the 

primary role of negotiating with students, while delegating 

all other security decisions to the assistant principal and 

security liaison. In order to stabilize the campus and 

minimize a potential campus disruption, the principal 

requested faculty members assist with talking to students 

in the hallways, classrooms, and at lunch.  Within the time 

frame of the incident, teachers who had planning periods 
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were assigned to supervise students on the mall.  This 

practice continued in the weeks following the incident. 

Also, the principal involved the local police department to 

assist with control of student disruption. 

 The principal stated that he called the Director of 

the Ethnic Studies Department to help him talk to students.  

Within two days following the incident, they negotiated 

with students and worked with the student clubs to plan and 

implement the Unity March.  On the days following the 

incident, the Director and one department representative 

met with student representatives to plan the logistics and 

format for the march.  In addition, the Director met with 

the principal to develop a follow-up plan, which included 

regular meetings with student leaders.  The purpose of 

these meetings was to maintain open, ongoing dialogue in an 

effort to minimize the likelihood of another incident.    

Cochise High School Structural Frame 

 The Cochise principal implemented a formal structure 

when addressing a fighting incident that resulted in the 

death of a student.  The school had a District emergency 

plan that served as the basis for delegating roles and 

responsibilities to staff. As incident commander, the 

principal took the primary responsibility for initiating a 
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lock down, ordering security staff to secure the area where 

the incident took place, and informing teachers to keep 

students out of the hallway and in class.  The principal 

made sure staff members followed their designated roles by 

communicating using a radio.  

 In the structural frame, the principal met with the 

administrative team to develop a plan for releasing 

students in a timely, efficient manner.  This meeting 

occurred after the incident with one class period left in 

the school day.  At this time, the police had designated 

the area a crime scene.  During this time frame, the 

principal called district officials and the crisis 

management team.  District officials and the crisis 

management team arrived on campus in within one hour of the 

incident.  Once they arrived, several people assisted with 

responding to parent calls, while others assisted the 

principal with planning for meetings. The crisis management 

team along with school counselors developed a crisis plans 

to address grief counseling and intervention for the school 

community. 

 In this context of organizational structural 

leadership, the principal, district executive staff and 

resource personnel, and the crisis management team worked 
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collaboratively, thus enhancing their ability to meet the 

goal of stabilizing the school climate and effectively 

addressing critical issues surrounding the incident. 

Sequoyah High School Human Resource Frame 

 Showing concern for others and providing ample 

opportunities for participation and shared decision making 

are among the ways to enlist people’s commitment and 

involvement (Bolman & Deal, 2002).  The principal 

demonstrated this theme throughout the crisis in addressing 

the needs of the school community.  The assistant principal 

was given the authority to make decisions regarding the 

security of the campus.  This meant mobilizing the 

involvement of monitors, security liaisons and teachers.  

Each of the interviewees took their involvement very 

seriously in working together to stabilize the campus.  The 

principal called upon district resources to assist with 

meeting the needs of the students. 

 Bolman and Deal (2002) stressed the importance of a 

trusting and caring climate.  The principal stated it was 

very important that the people who work with you know that 

you are confidently handling the crisis.  The participants 

spoke highly about how the principal demonstrated honesty 

by being up front and confronting the issues.  The 
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principal kept the faculty and staff informed using e-mail 

and the intercom. Concern was expressed by one participant 

that a meeting was not held to provide feedback and an 

opportunity for faculty members to express ideas and 

concerns.  Letters in English and Spanish were sent home to 

parents.  There were no meetings held with parents. 

Relationships are an important aspect of the human 

resource frame (Bolman & Deal, 2002).  A primary example 

was the principal taking the lead role in negotiating with 

students.  Although the principal focused on unifying 

groups of Hispanic and African American students and made 

efforts to diffuse the situation, the police were called to 

respond to the situation.  The principal continued to meet 

with student groups after the crisis.  The Director of 

Ethnic Studies described the interaction between school 

officials and students as a real collaboration among 

groups.  The ability of the principal to involve school and 

district officials in the decision making process and 

communicate openly with students established an environment 

that was responsive to the needs of the organization. 

Cochise High School Human Resource Frame 

 According the Bolman and Deal (2002), “The human 

resources frame assumes that schools and classrooms, as 
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other social systems work best when needs are satisfied in 

a caring, trusting work environment” (p.4).  The principal 

stated that his primary concern was the well being of his 

faculty, staff and students.  He wanted to make sure they 

would be “okay.”  He wanted to be sure their needs were 

met.  This was evidenced in the manner in which he 

approached his decisions.  The first decision was to take 

full control as incident commander.   He made all of the 

decisions.  For example, he organized the dismissal of 

students in light of a crime scene located on campus.  

Along with his administrative staff, he developed a plan to 

dismiss students in a calm, orderly manner. 

 Communication was another example.  The principal 

maintained open and honest communication throughout the 

crisis.  He disseminated information through e-mail, met 

with the faculty on two separate occasions, spoke with the 

media, and held a community forum.  Concern for the office 

staff served as the main cause for setting up a hotline and 

having district staff relieve school staff.  The principal 

called the district crisis management team to assist the 

counselors in developing a crisis plan to assist with grief 

counseling and intervention.  The crisis team was available 
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throughout the night and weekend following the incident to 

address grief issues for the school community.    

 The use of school and district officials was evident.  

One assistant principal stayed by the principal’s side 

throughout the crisis and took notes on everything that 

occurred.  Another assistant principal supported the crisis 

management team by ensuring that they had everything they 

needed to meet the needs of the students, faculty, and 

staff.  Teachers supervised and provided information to 

students.  District officials assisted with the 

organization of activities, talking to the media, scripts 

for meetings, and telephone support.  The principal stated 

that everyone had to be collaborative.  Each participant 

expressed very high regard for the principal and was very 

passionate about doing everything they could to support him 

in meeting the needs of the school community.  

Sequoyah High School Political Frame 

 Schools are political because they are coalitions of 

different individual and groups with differences in 

backgrounds, beliefs, and agendas.  Also, there is never 

enough money, time, or human energy to do everything or 

give everyone all they want (Bolman & Deal, 2002).  The 

principal dealt with internal influences that created a 



 

 

214 

perception of racial issues among African American and 

Hispanic students.  The principal stated that the media 

provided the opportunity to confront the issue and say how 

he dealt with it.  The Director of Ethnic Studies stated 

that the perception of racial differences was the primary 

reason he was called to the campus.   

 Negotiations with students were a tool the principal 

used to diffuse the crisis situation. The Director of 

Ethnic Studies served as a mediator as well.  The assistant 

principal acknowledged the principal’s willingness to seek 

out answers and ask questions of students and other school 

officials.  Through this effort, the principal was able to 

manage internal influences by taking a lead role in talking 

to students and expressing the need for unity.   

 External influences affecting the principal were 

parents and the community.  The principal wanted to 

reassure everyone that the campus was safe.  In addition to 

responding to the media, a letter was sent home with 

students and a letter was posted on the website.  The 

assistant principal stated that some parents expressed 

concern about the safety of the school.  The use of law 

enforcement to stabilize the campus helped to reinforce the 

need to make safety a priority.  Although the use of law 
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enforcement proved to be an effective tool, some 

participants did not agree with police presence and the use 

of force with the students.       

Cochise High School Political Frame 

 According to Bolman and Deal (2002), “It makes much 

more sense to understand the political landscape and to 

develop the skills that enable you to be a productive and 

effective participant”(p. 51).  Internal influences that 

impacted the principal’s decisions were the teachers and 

district officials.  This principal stated that he cared 

deeply for the well-being of his teachers, students, and 

staff.  With the support of district officials, he 

carefully crafted information in preparation for faculty 

meetings and a video presentation for the students.  The 

crisis team manager stated that the principal had 

established a climate of trust.  The teacher believed 

faculty influenced the decision to be communicative.  

 The community and media proved to be challenging 

external pressures that impacted the principal’s decisions.  

The principal knew the community very well.  The counseling 

coordinator described how the principal’s clear 

understanding of the community provided support and 

addressed specific needs of teachers, parents, and 
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students.  The principal’s knowledge of the community 

prompted a decision to seek a member of the clergy to 

assist with a visitation to the home of the parent of the 

student who died. 

 From the start of the incident, the principal made a 

decision to be open and honest with the media.  The 

principal developed talking points and a format for the 

community forum to address details surrounding the fight 

and counter negative media reports.  All participants 

praised the principal as a strong leader and excellent 

communicator in how he addressed the media and managed the 

controversial issues in this crisis event. 

Sequoyah High School Symbolic Frame 

 Bolman and Deal (2002) stated, ”Cultures are created 

over time as people face challenges, solve problems and try 

to make sense out of their experiences” (p. 104).  Each 

participant acknowledged that “The Mall” symbolized an area 

where students assembled and formed alliances along racial 

lines.  Because of the potential for a disturbance, 

administrators, teachers, and security personnel heavily 

supervised the area.  Although the individuals involved in 

the incident were African American and Hispanic, the 

principal and assistant principal believed the problem was 
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more an issue of rival gangs.  As a symbol of law and 

order, the local police department was called in, and 

arrests were made to assist with stabilizing the campus. 

In addition to disagreeing with the use of force, the 

teacher and Director of Ethnic Studies did not seem to 

share the principal’s perception of rival gangs.  The 

Director stated that he viewed it as a black and brown 

issue.  Because his department dealt with issues of race, 

he addressed his encounters with students using this 

perspective.  The teacher stated that the issues were not 

new and had not been adequately addressed.  The principal 

chose this opportunity to focus on unification and involve 

district school officials and student leaders in planning a 

Unity March.  In an effort to promote a theme of unity, the 

principal agreed to meet with student leaders periodically 

to talk about issues and seek resolutions.   

Cochise High School Symbolic Frame 

 Bolman and Deal (2002) noted that celebration and 

ceremony were antidotes for boredom, cynicism, and burnout.  

They brought members of a group together, strengthened 

bonds, and built spirit and faith.  The principal contacted 

the district management team.  All participants 

acknowledged the principal’s leadership in understanding 
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the emotional needs of the community.  A grief counseling 

and intervention plan was implemented to provide 

opportunities for students, teachers, and community members 

to express grief and frustration.  Specific locations were 

designated for students and teachers.  Counseling was 

available for extended hours during the day and on the 

weekend.  All participants agreed that counseling occurred 

following a crisis. 

 Memorializing the student was important to the culture 

of the community.  The principal allowed students to set up 

a shrine and wear memoriam shirts. One assistant principal 

stated space was provided for kids to write about their 

feelings.  Another symbolic gesture was the use of the 

priest to approach the family.  The principal knew 

Catholicism was part of the culture.  The teacher stated 

that Catholicism was very strong in the community and felt 

it was a peaceful offering to involve a priest.  In memory 

of the student, the principal canceled the football game. 

Discussion of the Results 

Introduction 

 This section discusses the interpretation of the 

findings in terms of the four frames of organizational 

leadership (Bolman & Deal, 2002.  Themes have been 
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identified in each frame.  The relationship of this 

research study to previous research is considered as well 

as recommendations for educational leadership behaviors 

after a crisis incident.  Finally, suggestions for 

additional research in this area are offered. 

Interpretation of the Findings 

This section describes the themes from each high 

school.  Table 6.1 explains the narrative. 

Sequoyah High School themes in the structural frame. 

The themes that emerged from Sequoyah included (1) 

leadership behaviors demonstrated by the principal and (2) 

the use of an emergency plan and the use of school, 

district, and community resources. As incident commander, 

the principal took the lead role of negotiating with 

students and delegating security operations to the 

assistant principal.  The assistant principal directed 

monitors and security liaisons to assist with monitoring 

the movement of students causing the disturbance and 

ensured that students were guided back to class.  The 

assistant principal requested teachers supervise students 

in the classroom and on the mall during lunch. 
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___________________________________________________________ 

Table 6.1 

Sequoyah High School and Cochise High School themes in the 

Four Frames of Organizational Leadership. 

Frame  Sequoyah    Cochise 
 
___________________________________________________________ 
 
 
Structural District Emergency Plan District Emergency 

utilized district   Plan 
 resources    utilized district   

     resources 
           Crisis Plan 

Human ResourcesRelationships/     Relationships/ 
   Negotiations             Collaborations 

  Open honest    Open honest 
  Communication/   Communication/ 
  Limited    Frequent 

 
Political 
 
 
  Internal Student perception  Teachers 
   Gangs vs.Race issue  
 
      
  External     Community/Media/  Community/Media/ 
   Reactive                 Proactive 
        Student’s parent 
 
 
Symbolic  Mall culture   Memorial   

  Unity March   Crisis response  
  Culture Awareness  Culture Responsive 

___________________________________________________________ 
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The security liaison, a former police officer, called local 

law enforcement to assist with the campus disturbance.  

Although some participants disagreed with the use of force, 

contacting law enforcement was a part of the school safety 

plan. 

The principal utilized the assistance of the Director 

for Ethnic Studies to negotiate with student leaders and 

gang members.  In the past, when issues of race surfaced on 

campus, the principal called representatives from the 

Ethnic Studies Department for support and to engage in 

dialogue with students and seek resolutions. There was an 

appearance of inconsistency as the principal’s actions did 

not support the resolution of gang issues.  According to 

the Director, he addresses “black/brown” issues.  The 

principal did not enlist the support of gang intervention 

teams or community resources to address gang issues.      

In the initial stages of the crisis incident, the 

principal made two critical decisions.  The first was to 

lock down the campus.  The second was to negotiate with the 

students.  He delegated other decisions to the assistant 

principal.  The assistant principal directed security 

liaisons and monitors to supervise and monitor students. 
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The ability of the principal to delegate authority and some 

decisions was perceived as a sign of trust by each 

interviewee.  The assistant principal and security liaison 

stated that the principal believed in the staff and trusted 

them to perform their duties.  

Cochise High School themes in the structural frame.  

The themes identified for Cochise were the use of the   

District emergency plan, the use of school and district 

personnel, and collaborative decision making.  In addition, 

a crisis response plan was implemented in the weeks 

following the incident. 

 The principal identified several duties for which he 

was responsible as incident commander.  Initially, he 

implemented a lock down to stabilize the campus.  As law 

enforcement staged a crime scene, he met with 

administrative staff to develop a plan to dismiss school in 

a calm orderly manner.  During the planning session, the 

specific roles and responsibilities were assigned to 

monitors, security staff, and teachers.  Both assistant 

principals helped with disseminating information to staff 

and designated locations.  Immediately following the 

incident, the principal was effective in developing a plan 

of action given the amount of time left in the school day. 
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When a crisis occurs in this district, it is common 

procedure to seek assistance from district personnel in the 

form of school safety, Ethnic Studies, or crisis 

counseling.  In this case, the principal called for 

assistance from the crisis management team.  Several senior 

and district department representatives responded.  The 

principal collaborated with these individuals following the 

incident.  They determined the plans for the attendance 

office and parent question coverage, talking points for the 

media, a script for a faculty meeting and a video-tape 

address for students, a crisis response plan, and a 

community forum.  With great pride, the principal praised 

his staff and the people who responded on how they handled 

the situation. Most importantly, in the midst of a severely 

difficult situation and all of the suggestions and advice, 

the principal maintained full control and made all of the 

final decisions. 

 Similarities and differences of Sequoyah High School 

and Cochise High School themes in the structural frame.  

Both principals had a district wide emergency plan that 

outlined the role of the incident commander and the roles 

and responsibilities of faculty, staff, and district 

personnel.  Participants from each school acknowledged the 
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existence of a plan and knew how the plan was 

operationalized.  Although each school used a district-wide 

plan, the implementation was different in each school.  The 

principal in both schools assumed the role of incident 

commander and made a decision to lock down the campus.  The 

lock down on both campuses focused faculty and staff on the 

roles each needed to demonstrate in stabilizing the crisis 

situation. 

Structurally, one difference was that the principal of 

Sequoyah utilized in a less-structured approach to the 

incident.  He elected to have partial control in the 

decisions during the initial stages of the incident.  While 

assuming the lead role of negotiator, he delegated 

authority to a “trusted” assistant principal for security 

decisions and the assignment of roles and responsibilities 

to faculty and staff.  The principal made the decision to 

contact Ethnic Studies.  Because he was actively involved 

in negotiating with students, he was less able to 

communicate with faculty and staff.  Also, due to the 

disruptive nature of the incident, it appeared that the 

principal was placed in a position of having to react to 

the situation on the verge of being out of control rather 

than respond in an organized, planned, strategic manner. 
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The principal of Cochise maintained full control over 

all decisions.  Because there was approximately one hour 

remaining in school following the fight, the principal was 

able to meet with school and district officials and 

collaborate on key issues and ideas that led to final 

decisions.  Some of these decisions included the 

development of a crisis response plan with activities that 

provided grief support for the community.  These activities 

were scheduled to last several days following the incident. 

Interviewees agreed these activities met the needs of the 

school community.    

 Another similarity between Sequoyah and Cochise was 

the use of district and community resources to respond to 

the crisis and assist with stabilizing the situation.  

Procedurally, a police officer on campus at Cochise and a 

security liaison at Sequoyah, a former police officer, 

contacted local law enforcement.  The principal at Sequoyah 

contacted the coordinator and resource personnel from the 

Ethnic Studies Department to assist with supervising, 

negotiating with students, and organizing the march. The 

principal at Cochise contacted the crisis management team 

and other district personnel for grief counseling and 

support. 
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 Although both principals used district and community 

resources, the number of individuals responding and the 

manner in which personnel were utilized differed greatly.  

Sequoyah had representatives from school safety and Ethnic 

Studies respond to the campus and assist with monitoring 

and talking to students.  In addition to representatives 

from school safety and Ethnic Studies, Cochise had 

representatives from several departments, including several 

senior district officials, to relieve staff and assist with 

crisis planning.   

As part of the procedure in the District emergency 

plan, police were contacted when crisis situations 

escalated.  Local law enforcement responded to Sequoyah 

with a show of force and arrested several students.  Not 

all interviewees agreed with the decision to contact law 

enforcement.  At Cochise, local law enforcement responded 

to the campus and established a crime scene on the second 

floor of the Social Studies building.  The District crisis 

management team developed grief intervention and counseling 

plans for students, faculty, and parents.  Although the 

manner in which the District emergency plan was 

operationalized differed, all interviewees at each school 
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agreed that each principal had a structure in place to 

address the crisis incident at their respective sites. 

Sequoyah High School themes in the human resource 

frame. Two themes emerged in the Sequoyah High School human 

resource frame:  1) relationships and 2) involvement of the 

Ethnic Studies Department. 

 The principal demonstrated that he trusted his faculty 

and staff to follow through with their responsibilities.  

He provided opportunities for the assistant principal to 

make decisions and assigned responsibilities to faculty and 

staff.  The security officer and assistant principal felt a 

sense of pride in the delegation of duties.  The assistant 

principal had training in crisis management and had been in 

charge of security and operations for at least three years.  

The security liaison was a former police officer.  Both 

were appreciative that the principal trusted them to do 

their job. 

 Negotiating with students was another example of 

relationships.  The principal demonstrated a sense of 

ownership and responsibility by taking the lead role in 

talking with students.  In doing so, he gave up his role as 

incident commander.  This was a critical positive step in 

working to diffuse the situation as he was sought to gain 
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the trust of students and bring students together.  

Although the principal was able to encourage some students 

to go to the administration offices, once the police 

arrived and arrests were made, the crowd quickly dispersed.  

The effort made by the principal to focus on trust and 

relationships was beneficial in meeting the needs of the 

community.  

 The second theme in the human resource frame for 

Sequoyah High School was the involvement of the District 

Ethnic Studies Department.  Ethnic studies were previously 

discussed in the structural frame.  Personnel from the 

department met the needs of the community by bringing skill 

and expertise in the area of race relations to assist with 

resolving issues between African American and Hispanic 

students.  The Director worked with groups of students by 

applying mediation and conflict resolution strategies. At 

this time, there was no focus on gang or black/brown 

issues.  Additionally, he assisted the principal in working 

with students to plan the Unity March.  An important 

outcome of the administrator and student meetings was an 

agreement to meet periodically throughout the next academic 

year. Two interviewees expressed concern that there was a 
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lack of follow through on meeting this outcome and no other 

structures were put in place to prevent future incidents. 

Cochise High School themes in the human resource 

frame.  There were three themes associated with Cochise 

High School.  The themes include 1) collaboration, 2) 

communication, and 3) the crisis management team.  

 The principal at Cochise stated that his first 

priority was the welfare of the students, staff, and 

faculty.  He wanted to make sure they were “okay.”  Working 

with school and district officials, he developed several 

plans that met the operational and emotional needs of the 

school.  Talking points and activities were developed to 

address the media, students, and faculty.  District 

officials organized plans to relieve office staff and 

teachers.  Plans included answering telephones, meeting 

with parents, arranging substitute coverage for classrooms, 

responding to calls from the hotline, and contacting stores 

in the community arranging for food and water. 

In the first three days following the incident, senior 

district leadership and administrative staff met with the 

principal until late in the evening to develop plans that 

would support the needs of the community.  The Cochise 

interviewees and principal shared very high regard for each 
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other and believed their ability to work together and 

support one another led to a strong sense of community. 

Communication was another example of a theme.  The 

principal demonstrated a will to maintain open and honest 

communication with the media, faculty, and students.  This 

was evidenced by a careful and deliberate strategy to send 

letters to parents and develop talking points, a script for 

faculty meetings, a video address to the students, and a 

format for the community forum.  He was confident in his 

ability to be truthful with his community by getting out 

the facts and dispelling rumors.    

 The crisis management team was composed of trained, 

experienced district school counselors who provided grief 

counseling and intervention after the death of the student.  

The principal contacted the coordinator for assistance.  

The crisis team worked with the Cochise counselors and 

developed a comprehensive plan that supported students, 

staff, faculty, and community needs to express themselves.  

Locations were designated for each stakeholder group.  

Opportunities were provided at the school during the night 

and weekend for people to express grief.  Instructional 

plans focused on the grieving process were provided to 

students in the days following the incident.  The principal 
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was involved in the planning process and supported the 

counselors in their efforts to assist the community. 

 Similarities and differences of Sequoyah High School 

and Cochise High School themes in the human resource frame. 

Both principals relied on the assistance and support of 

district personnel in addressing the crisis incident at 

their schools.  In the context of each stressful and 

difficult situation, the principals had faith that 

individuals responding to their respective schools from the 

district had the training and experience needed to 

immediately impact the needs of the community in meaningful 

ways. 

 The manner in which both principals enhanced 

relationships was handled differently.  The principal of 

Sequoyah delegated authority and trusted his staff to 

perform the duties and responsibilities they were assigned. 

Although there was disagreement on the use of police force 

as a response to the incident, the principal expressed 

trust is his assistant principal and was confident in his 

ability to make good decisions.  

Another example was his relationship with the student 

body at his school.  He believed that the relationships he 

had developed with students might prove beneficial to his 
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negotiation efforts with students.  After the police 

arrested several unruly students, other students agreed to 

meet with administrators in the main office.  The 

principal’s decision to take the lead role in negotiating 

with students helped to bring African American and Hispanic 

students together in a show of unity to the Sequoyah 

student population.   

 In contrast, the relationships with school and 

district officials focused on collaboration for the 

principal of Cochise.  Inherent among these individuals was 

a sense of trust and admiration for each other.  

Participants performed the duties asked of them by the 

principal and felt supported in their role.  He empowered 

district officials to use their skills and abilities to 

develop plans to meet the operational and emotional needs 

of the community.  He also communicated with them 

frequently. 

 Although both principals noted the importance of being 

up front and honest with the media and community, there 

were major differences in how communication was handled.  

The principal of Sequoyah had limited communication.  With 

the exception of a small group students, administration and 

law enforcement, he had limited personal outreach to the 
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community.  The principal stated there was a letter sent 

home and placed on the website, and information was 

provided to faculty, staff, and students over the intercom.  

The media interviewed him.  There were no follow-up 

assemblies or meetings held with the student body, entire 

faculty or parent community.  The teacher interviewed for 

this study expressed a belief that meetings and discussions 

with faculty would be beneficial to supporting 

administration goals and seeking resolutions to issues 

surrounding the fight on a long-term basis.  

 The principal of Cochise adopted a strategy of direct 

personal involvement with all stakeholders in the 

community.  Like the Sequoyah principal, he sent home a 

letter to parents and met with the media.  In addition, he 

was accessible to students.  He met with faculty on two 

separate occasions.  He developed a script that included 

(a) specific details about the fight, (b) encouraging staff 

to reinforce the use of the hotline with students, (c) 

providing data about conflict mediation at Cochise, and (d) 

instructional focus for the week following the incident.  

The principal held a community forum where he answered 

questions from members of the community.  Both principals 

were open and honest with their school communities.  The 
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principal of Cochise was proactive in identifying 

strategies to address the community system wide.  The 

Sequoyah principal was reactive in focusing on students and 

promoting the Unity March to dispel perceptions of race 

issues on campus.  The degree of personal involvement may 

be a result of a distinct difference in leadership style. 

 Sequoyah High School themes in the political frame.  

The political lens will be viewed through internal and 

external pressures.   

 The principal received internal pressure from the 

African American and Hispanic students.  The Hispanic 

students perceived that administration demonstrated a lack 

of fairness when the Hispanic student involved in the fight 

received disciplinary action.  Another example was a 

perception among students and faculty that the issue was 

related to race.  As reviewed in the human resources 

section, the principal set the tone by taking the lead in 

negotiating with students and reinforcing the concept of 

unity.  Through his efforts, he was able to encourage 

student leaders to return to his office and begin the 

process of healing.   

Although the principal was somewhat successful in 

promoting the primary cause of the fight as being related 
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to rival gang issues as opposed to race, the teacher felt 

that black/brown issues had been at the forefront of many 

issues on campus.  He believed the problems were rooted in 

neighborhood communities and brought to school.  He stated 

the administration needed to be more proactive in working 

with community leaders to resolve these issues.  The 

director from Ethnic Studies responded to schools to 

address black/brown issues.  He noted that some teachers 

expressed their discontent that the focus was always being 

placed on black/brown students and not white students.  He 

assisted the principal in developing strategies to maintain 

open dialogue with students on a long-term basis, but they 

were not implemented. 

In contrast to the principal promoting gangs as the 

root cause of the campus disturbance, the involvement of 

groups of Hispanic and African American students in the 

issue caused great concern about race issues on campus.  In 

this study, gangs versus race seem to be conflicting 

issues.  Noguera, (2003) cites Earl who states,   

Because of their age and status, young people, 

 especially those who are poor and of color, are far 

 more likely than any other segment of society to be 

 victims of violence.  Some, particularly Black and 
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 Latino males, are more likely to be perpetrators of 

 violence.  The two phenomena, victimization and 

 perpetration, are not unrelated; they reflect that 

 violence, like health, wealth, and political power, 

 continues to be a central feature of the persistent 

 inequality between racial groups in U.S. society. 

 (p. 128). 

Interviewees spoke of racial tension that has existed 

long before the fight.  Specifically, groups of Hispanic 

and African American students have assembled on colored 

squares on opposite ends of the mall.  These groups of 

students have claimed gang affiliations.  Although the 

principal, district officials, and student leaders planned 

a celebration of diversity, interviewees did not report any 

activities that involved gang intervention and prevention.  

Clearly, more effort was placed on dispelling perceptions 

related to issues of race than gang activity. 

The external pressure from the parents and media 

forced the principal to be proactive in reassuring everyone 

that the campus was safe.  In addition to interviews with 

the media, the principal sent two letters home to parents.  

The principal supported the use of law enforcement.  The 

security liaison called local police to assist with the 
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campus disturbance.  The principal requested the use of law 

enforcement to maintain high visibility on campus in the 

days following the fight.  The teacher and coordinator of 

Ethnic Studies were not in agreement on the presence of law 

enforcement.  They believed that the presence of police and 

potential interaction with black/brown students could 

present a challenge and an escalation of the problem.  The 

director noted police and black/brown students had problems 

stemming from negative interactions in neighborhoods.  The 

potential for an escalation of the disturbance posed a real 

threat until police began to arrest students. 

 Cochise High School themes in the political frame.  

The principal experienced internal and external pressures 

after the death of the student.  The themes identified 

internally focused on relationships with teachers. 

The teacher stated, “Because teachers were directly 

involved, the principal was influenced to be 

communicative.”  The teachers supervised students in the 

classrooms once the building was designated as a crime 

scene after the fight.  The principal stated his priority 

was the well being of his teachers, staff, and students.  

Two faculty meetings were held.  The principal expressed 

his support for the teachers, provided specific detailed 
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information about the incident, and stressed the importance 

of encouraging students and colleagues to follow reporting 

procedures.   

The principal understood the need for teachers to 

grieve.  He provided opportunities for teachers to express 

their grief by allowing them to stay at home if needed or 

leave the classroom when needed.  Substitute coverage was 

provided to teachers who needed to be relieved from their 

classrooms, and a designated location was made available 

for teachers to go and meet with counselors.  The teacher 

stated the manner in which the principal responded to them 

was “huge” in getting teachers to “rally around him.”  

External pressures included the community, the media, 

and the mother of the student who had died.  The principal 

knew the community very well.  He grew up in the community 

and understood the culture and needs.  The principal stated 

that there were many rumors, negative remarks, and 

mudraking directed toward school officials and the district 

superintendent by community members.  In addition to the 

perception that the Cochise campus was not safe, this 

prompted him to have a face-to-face meeting with the 

community three days following the incident. 



 

 

239 

Another example of an external pressure was the mother 

of the student who died.  Against the advice of the Senior 

Legal Counsel and Director of Risk Management, the 

principal accompanied by members of the clergy, visited the 

mother.  The principal stated this was something he had to 

do.  He was compassionate when reflecting that the mother 

sent her son to school to learn and be safe.  She did not 

send her son to school to die.  Because the community was 

Hispanic, Catholicism was important.  Two priests 

representing the Catholic community assisted the principal 

in offering condolences to the mother. 

Negative media reports contributed to the principal’s 

decision to use talking points to address the media.  The 

principal made himself available to the media.  He was open 

and honest in communicating with the media.  Without 

compromising the police investigation, he provided facts 

about the incident.  In addition, he countered false 

reports and rumors.  The principal understood the negative 

community and public perception about what had happened at 

Cochise and he voiced his resolve to effectively deal with 

it. 
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Similarities and differences of Sequoyah High School 

and Cochise High School themes in the political frame.  

Both principals experienced internal and external pressures 

after a crisis incident.  The internal pressures came from 

stakeholders within the school community.   

 The principal from Sequoyah focused primarily on 

students involved in the crisis, not the student body as a 

whole.  Using his leadership skills and abilities, he made 

the decision to lead negotiation efforts with students and 

dispel a perception that the fight was a result of issues 

between African American and Hispanic students.  He 

believed strongly that students needed to come together and 

display unity.  After the incident, the principal enlisted 

the support of the coordinator of Ethnic Studies to assist 

in the process of bringing student leaders together to seek 

a resolution to the issues.  Gang versus race issues 

motivated the principal to focus on activities that 

promoted unity and diversity.  No activities were planned 

to intervene in rival gang issues.  

 In contrast, the principal of Cochise met with 

teachers on two occasions to provide information and seek 

input.  The decision to meet with the teachers was viewed 

as an important step in bringing everyone together.  The 
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principal noted his priority of focusing on the well being 

of his teachers, staff, and students.  He supported the 

plan developed by the crisis management team and district 

officials.  The plan called for opportunities for teachers 

to grieve, and class coverage by substitute teachers.  It 

was evident that participants believed that the principal 

did everything he could by being accessible and available 

to his teachers and supporting them in a time of need.  

Both principals had very different situations, which caused 

differences in their decisions and interactions with their 

school communities.   

 Both principals experienced external pressures from 

the community and media.  The need to address campus safety 

was motivation for the manner each principal took in 

deciding to talk to newspaper and television reporters.  

Both principals stated they were open and honest with the 

media.  There was a difference in the messages to their 

respective communities.  The principal of Sequoyah focused 

on safety and a perception of race problems at the school.  

The principal of Cochise developed talking points and 

addressed safety, negative reports and rumors.   

The two principals used the media to provide detailed 

facts about the situations that took place at their 
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schools.  It is uncertain if their efforts were successful 

in lessening negative community perception, or increasing 

positive community perception. 

The principal of Cochise experienced additional 

external pressures.  Due to the nature of the incident and 

enormous public and community outcry, he held a community 

forum. The principal made the decision on the format and 

responded to questions provided to him on cards.  In the 

presence of over 700 people, he was able to control the 

tone and demeanor of the meeting.  The principal stated he 

answered the questions that he could.  For the questions he 

could not answer, he simply noted he could not answer the 

question.  The principal stated that once the meeting was 

over, he felt support from the community.  Interviewees at 

each school stated that the principal was able to rebuild 

trust with the community because of the way the situation 

was handled. 

Another external pressure was the mother of the 

student who had died.  The principal felt strongly that he 

needed to visit the student’s mother.  He sought the 

assistance of two Catholic priests and went to the 

student’s home to pay his respects.  The principal noted 

that the mother was not cordial at first.  However, she 
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accepted his condolences.  The visit lasted approximately 

15 minutes.  The principal’s decision to visit the mother 

may have positively impacted the relationship between the 

home and the school.  To date, no legal action has been 

filed against the school. 

Sequoyah High School themes in the symbolic frame.  

Two themes were identified in this frame:  The mall culture 

and unity. 

Historically, the mall was symbolic of student life at 

Sequoyah.  Each participant acknowledged this area as a 

location where students assembled, and some formed 

alliances along racial lines.  The principal noted that 

most disturbances originated from students in this 

location.  Administrators, security liaisons, teachers, and 

monitors heavily supervised the area.  On the morning of 

the incident, a contributing factor to the fight was gang 

signs being flashed between rival gangs in this area.  The 

principal’s decision to be visible in the area and interact 

with students had become a way to maintain open dialogue 

with students and have first-hand knowledge of issues as 

they arose. 

The principal worked with student leaders of the 

African American and Hispanic Culture Clubs to promote 
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unity among the student population. The principal stated 

that students representing each club expressed concerns 

that the media was portraying the incidents as an issue of 

race. The principal’s decision to support the students was 

one step toward planning the march.  The Unity March 

evolved from this concern and was a symbolic activity to 

celebrate diversity.  The principal and student leaders 

wanted the teachers, community, and fellow classmates to 

know that the school was dealing with the situation. 

 Approximately 80 people marched to a local university.  

The majority of the marchers included the principal, other 

school officials, district superintendent and senior 

district officials. Student leaders and club members 

marched.  A few teachers marched.  Parent representation 

was not reported. 

Following the march, the principal and student leaders 

vowed to meet on a periodic basis to engage in dialogue 

about student issues. Although the principal worked 

successfully with the students to plan the march, there was 

no evidence that follow up meetings occurred in the year 

following the incident. 

 Cochise High School themes in the symbolic frame.  

Three symbolic themes emerged from Cochise High School:  
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They included 1) memorials, 2) religion, and 3) crisis 

management activities. 

 As a Hispanic member of the neighborhood community, 

the principal understood the culture and the importance of 

memorials.  The principal permitted the students to build a 

shrine outside the gates of the school.  In addition, 

spaces were provided within the school for students to 

write on.  Although memorial shirts were not permitted on 

campus, he allowed students to wear shirts in memory of the 

student.  The purpose was to provide students as many 

opportunities as possible to express their grief and 

sympathy.  It was interesting that the principal designated 

the day of the funeral as a benchmark to move forward.  He 

noted that after the student’s funeral, the family was 

contacted to pick up the items left on the shrine, and 

students were no longer permitted to memorialize on campus.   

 It is customary for the crisis management teams from 

the district to respond to schools when a crisis occurred 

on or off campus.  According to guidelines, under the 

direction of the principal, the crisis team members 

assisted in classrooms and provided small group counseling.  

One of the key services was to meet with building 

administration and key staff to formulate an action plan.  
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The principal met with coordinators and developed a 

comprehensive plan to support the students, teachers, 

staff, and community.  To meet the emotional needs of the 

community, the school remained opened at night and on the 

weekend following the incident.  Counselors were available 

to provide grief counseling and intervention to community 

members. 

 Catholicism is a symbol of religion.  When the 

principal made the decision to visit the student’s home, he 

knew that religion would play an influential role.  In his 

quest to reach out to the student’s mother and offer his 

condolences, he sought the assistance of two priests to 

accompany him on the visit.  One priest was from a local 

parish in the city; the other priest was from the church 

attended by the mother.  The principal noted that the 

priests spoke from the spiritual side of what happened.  

The principal believed he made a connection with the 

mother. 

 Similarities and differences of Sequoyah High School 

and Cochise High School themes in the symbolic frame.  Both 

principals were similar in that they followed cultural 

norms of their schools.  Although styles differed, both 

provided immediate information to their school communities.  
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The principal of Sequoyah was entrenched in a culture of 

student life on the mall.  Historically, the mall was 

synonymous with where students gathered before school, 

during lunch, and after school.  In some areas, students 

gathered along racial lines. The mall had become a notable 

location for the initiation of issues related to gang and 

other campus disturbances.  The reputation of this area as 

perceived by school officials and other members of the 

school community prompted the principal to make decisions 

that supported a high degree of adult visibility and 

supervision in the area during the crisis. 

 The march was an idea conceived by students and 

supported by the principal.  The principal and students 

wanted to be proactive in sharing a vision of unity among 

all students at Sequoyah.  The message of the Unity March 

was a celebration of diversity.  The principal and students 

wanted the students, teachers, and community to know that 

race issues did not contribute to the crisis situation.  

The principal and student leaders did not fulfill their vow 

to meet on a periodic basis and discuss student issues.   

 The principal of Cochise followed cultural traditions 

from the neighborhood community by allowing students to 

memorialize the death of the student.  Students were 
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permitted to build a shrine and write on the spaces 

provided.  The principal was cognizant of the need to move 

the community forward by establishing the funeral as a 

benchmark for the removal of all shrines and items.  The 

principal used religion as a means of reaching out to the 

student’s mother.  Two priests accompanied the principal to 

the student’s home to pay his respects.  The principal felt 

strongly that this was something he needed to do. 

 Another difference was the use of the crisis 

management team at Cochise.  The crisis team offered grief 

intervention and counseling for students, teachers, 

parents, and community members.  These activities provided 

an opportunity for people to express themselves.  The 

principal stated that he had contacted the crisis team in 

the past to assist with crisis situations. 

 Political Frame as a prevailing theme.  Both 

principals spent a majority of time on decisions and 

activities related to the political frame.  They dealt with 

internal and external pressures that greatly shaped 

community perception.  Bolman and Deal (2002) stated  

 Those who ignore and avoid politics simply leave the 

 field wide open for the less squeamish.  It makes much 

 more sense to understand the political landscape and 
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 to develop the skills that enable you to be a 

 productive and effective participant. (p. 51). 

Focusing on the need to address details surrounding 

their situations and campus safety, the two principals made 

themselves accessible to the media and maintained an open 

and honest relationship.  Both principals chose to hold 

high profile events to get their message across to the 

community.  The principal at Sequoyah held a march.  The 

march was a means for the principal to express to the 

community at large, that the school celebrated diversity 

and the issues surrounding the crisis incident resulted 

from rival gangs.  The principal at Cochise held a forum.  

The forum was the final activity with stakeholders aimed 

toward dispelling rumors and negative perceptions. This 

activity strengthened relations with the community.  

Although there were similarities, each crisis 

situation was unique. The degree to which each principal 

was involved in planning and preparation differed yet both 

were able to manage the political pressures from the media 

and community.   

Relationship to Previous Research 

 The researcher was unable to locate any previous 

studies of principal or leadership behaviors following a 
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crisis situation or school violence.  In general, there 

were research studies and perspectives on school violence, 

school safety, and crisis planning and management.  Many 

researchers have studied crisis planning.  However, none 

was focused from a principal leadership behavior 

perspective. 

Recommendations for Educators 

 The recommendations for educators have been organized 

within the context of the four frames of organizational 

leadership. A fifth category contains recommendations that 

did not fit within the four frames. 

Structural frame recommendations 

1. Principals should have a school crisis team whose 

  members review the plan on a periodic basis. The  

  plan should be reviewed with all stakeholders of  

  the school community on an annual basis. 

  Organization is important to a school’s ability  

  to respond quickly and effectively to a violent  

  crisis situation. 

 2. The principal was in agreement and supported this 

  action.  The principal should maintain total  

  control by taking charge.  The principal bears  

  responsibility for all school decisions.  The  
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  principal must have the final say over the   

  decision making process during and after a crisis 

  situation. 

 4. Principals should know District procedures and  

  utilize student service resources. Districts  

  should have student services departments that are 

  able to respond to schools in a quick and   

  efficient manner. When crisis situations occur,  

  principals should contact the appropriate   

  department and plan together to provide services  

  to the community. 

Human Resource frame recommendations 

 1. Principals should inform all      

  stakeholders in the community in a timely manner.  

  Principals should meet with all members of the  

  faculty and staff to provide detailed information 

  about the incident and address any questions or  

  need for clarification.  When appropriate, the  

  principal should meet with the parents to provide 

  an accurate account of the incident, answer   

  questions, and dispel rumors or negative   

  perceptions. 
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 2. Trust is an attribute that principals should  

  foster within their school communities at all  

  times.  When a crisis occurs, this trust can be  

  an asset.  You can not use a crisis to begin the  

  process of building trust with a school   

  community.    

 3. Open and honest communication, providing   

  information to the media, parents, teachers, and  

  students can lessen negative community    

  perceptions of the school.  

 4. Principals can draw on the resources of trained  

  school and district officials to effectively meet 

  the needs of the community.  These individuals  

  utilize their skills and abilities in grief   

  counseling and intervention to help school   

  communities.  

Political frame recommendations. 

 1. When principals know their school communities  

  and understand how to navigate the political  

  influences that impact the environment, rumors  

  can be more easily dispelled and negative public  

  perception can be avoided. 
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 2. Principals should be aware of the importance of  

  providing opportunities for feedback from faculty 

  and staff.  Faculty and staff can provide   

  feedback to strengthen the planning process.   

  Failure to keep the faculty and staff informed  

  can lead to confusion, anger, and resentment. 

 3. When principals take time to develop    

  well-planned strategic activities in preparation  

  for media and community events, these events are  

  more productive and can lead to stronger  

  relationships. 

 4. Principals are encouraged to contact the families 

  of deceased or injured students. 

 5. Principals should ensure that the health and  

  safety of faculty, staff, and students are of  

  utmost importance and priority.   

Symbolic frame recommendations. 

 1. Principals should know and understand how and  

  when to use appropriate district guidelines,  

  procedures, and resources to guide their   

  behavior and decisions regarding crisis   

  situations. 
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 2. Principals should work with the crisis management 

  team to plan for response activities after the  

  death of a student. 

 3. Memorials are important to the grieving process.  

  Principals should review district guidelines or  

  procedures and determine an appropriate   

  expression for student memorials.  

Reframing recommendations. 

1.  According to Bolman and Deal (2002), the best 

 leaders use multiple frames for lenses, each 

 offering a different perspective on common 

 challenges (p. 3).  Principals may find the use 

 of the four frames of organizational leadership 

 beneficial to the decision making process during 

 a crisis incident.  These frames could be useful 

 in developing strategies to effectively address 

 problem situations.  

Recommendations for Additional Research 

Principal Leadership and Communication   

 Both principals in this study demonstrated different 

leadership styles when communicating with stakeholders 

during and after the crisis situation.  What is the most 

effective style of communication in terms of community 
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perceptions and relationships within the community?  

Answers to this question might provide educators with 

information about the effectiveness of communication and 

relationships for school principals. 

Crisis Planning and Teacher Involvement 

 Teachers in both schools stated they wanted to see 

more teacher involvement in activities after a crisis 

incident.  What are ways teachers can be useful in 

assisting the principal to address issues related to the 

crisis?  This might provide educators with information 

about possible ways teachers can participate in reducing 

the risk of school violence on campus. 

Principal Leadership and Race on Campus 

 Race and gang issues were the focus at Sequoyah.  How 

do principals effectively address issues of race on a 

school campus?  This might provide educators with the 

development of strategies and training to support positive 

race relations on a school campus. 

Principal Leadership, School Violence and School Climate 

 Research participants from both schools described 

climates that were deeply affected by the crisis.  At 

Sequoyah, the climate was described as tense in the days 

following the incident.  At Cochise, the climate was 
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described as somber.  How does principal leadership and 

school violence impact school climate within the same 

school year following a crisis incident?  This might assist 

educators with insight into the influence of principal 

leadership on post crisis planning and intervention. 

Limitations of the Study 

 Limitations of this case study are discussed in 

generalizations.  Time was considered a factor in recalling 

key and specific information about the incident.  The time 

lapse of 12 to 36 months from the time of the fights to 

research interviews may have resulted in difficulty 

recalling accurate information.  The majority of 

interviewees did not appear to have a significant problem 

recalling specific facts and details.  The researcher was 

able to gather a lot of rich information that contributed 

to the validity of the case study.  

This research study consisted of two high schools from 

the same district in Southern Arizona which limited 

generalized applicability.  Due to the nature of the 

incidents, the selection criteria narrowed the opportunity 

for consideration of other high schools.   

A snowball process yielded ten interviews.  This 

process provided for responses from a small number of 
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different school officials. Parents and students were not 

among the individuals interviewed.  This limited number and 

lack of all stakeholder participation could be considered a 

limitation.  

Chapter Summary 

 These case studies provided the opportunity to 

investigate principal leadership behaviors during the 

complex events surrounding violent incidents resulting from 

a fight.  The two high schools in the study provided 

distinctively different views of principal leadership 

behaviors and decisions in the context of organizational 

leadership.  The four frames of organizational leadership 

(Bolman & Deal, 2002) provided a powerful lens to view 

principal leadership behaviors and decisions.  

 Although the principals were from the same district 

and followed the same District emergency plan, the 

leadership styles were tremendously different.  At 

Sequoyah, the principal handled the situation as a single 

event crisis.  Although there were plans for improving 

communication, no structure at the school changed as a 

result of the crisis.  Solutions were political, symbolic 

and appeared superficial.  In contrast, the leadership at 

Cochise employed and designed their own plan of action and 
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employed strategies to meet the needs of the entire school 

community utilizing the human resource and structural 

frames.  The foundation was laid for strengthening the 

culture of the school and building bridges to the parents 

and other community members.  As a result of this study, 

implications for practice and further research are evident.  
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APPENDIX B 
 

HUMAN SUBJECT CONSENT 
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APPENDIX C 
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APPENDIX E  
 

DISTRICT STAFF INTERVIEW QUESTIONS 

Background  

1.   Tell me about your background and experience. 

a. Describe your role in the District. 
b. Have you had any training in crisis management or school violence/violence 

prevention training? 
 
General orientation to school violence and a crisis 

 
1. Tell me about your experience with school violence and a crisis. 
 

a. What constitutes a school crisis? 
b. What was your specific role handling a crisis? 
c. When do you feel a crisis resolved?   
d. What is your experience in working with the media? 
e. What is the relationship between principal leadership and the way a crisis is 

addressed? 
f. What plans do schools have for addressing a crisis? 
g. Who is involved in the planning process?   
h. What are the roles of the individuals involved in the planning process? 
i. To you knowledge, what resources do school’s have available to support the 

school community and resolve a crisis?  
 
Description of incident and individuals’ role 
 
1. Tell me about the incident. 
 

a. How was it handled? 
b. Describe your role in addressing the situation. 
c. To your knowledge, what specific duties were delegated to staff members?  

Please identify who was assigned these duties. 
d. How did the principal handle the school community? 
e. In what ways did the principal allow opportunities for input and feedback ? 
f. What school rituals or customs are implemented after a crisis situation? 
g. How would you describe the school climate after the fight? 
h. Tell me about trust in the school community.  What examples do you have to 

demonstrate how the principal worked with the school community to build 
trust? 
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i. In what ways did the principal work with school community to refocus on the 

academic mission of the school? 
j. How did the principal deal with the media? 

 
 
Reflection 
 
1. Tell me about the leadership of the principal and addressing this incident. 
  

a. How does principal leadership impact the school culture during and after a 
crisis situation? 

b. As you reflect on the events that occurred after the fight, what 
recommendations would you make to the principal? 

c. To your knowledge, what influences within the school affected the principals’ 
decisions about the fight? 

d. To your knowledge, what influences outside the school affected the 
principals’ decisions about the fight? 

e. Give examples of how the relationship between the principals’ leadership and 
trust within the community supported the resolution of the crisis situation. 

f. In the following semester or years, how have things changed as a result of the 
fight? 

g. Is there anything else? 
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APPENDIX F 
 

LETTER FROM INTERRATER 
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APPENDIX G 
 

LETTER FROM INTERRATER 
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