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Background Leading to this Inquiry 

New teachers have entered the education profession at an unfamiliar time. Coming out of 
a pandemic, given the mental health instability of students, and the general stressors of 
the job; new teachers are leaving the profession quicker than ever. I hired three first-year 
teachers and one first-year counselor before the school year began. Eastwood receives 
the most Title 1 funding in our district. We are a K-6 building and have around 350 
students. Our students come to us experiencing high amounts of trauma and families 
from poverty. For new teachers, this can be a challenge with so many students in your 
classroom experiencing this.



Purpose of this Inquiry

Therefore, I wondered if I was able to learn more about the PCM and found ways to 
better communicate to my new teachers, if that would help increase staff morale and help 
with teacher retention. If my new teachers felt this way then hopefully this would help with 
teacher retention as they would feel valued and appreciated. With this purpose in mind, I 
wondered how the PCM could best serve me as a leader with my teachers.



My Actions

- My Understanding of PCM and how it impacted me
- Identifying my new teachers base and phase based on the PCM Book
- Schedule Meetings to discuss my thoughts with each teacher
- Create a google quiz using Seeing People Through
- Meet with the the teachers again
- Implement the knowledge I now have to make teachers feel valued



Data Collection

- Notes from book of examples that I heard or noticed about each teacher.
- Quiz Results 













My Discoveries

During this project I learned that how people perceive leadership matters, that teachers 
who feel valued and heard show resiliency in tough situations, and that investing in 
people is the best way to build the culture of the building. 



Next Steps

My next steps will be:

1) Keep feeding the phase of my new teachers.
2) Long term goal: I get to know all teachers base and phases
3) Share with teaching partners and staff others base and phase
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Daniel “Chris” York
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dyork@ncweb.me

New teachers have entered the education profession at an unfamiliar time. Coming out
of a pandemic, given the mental health instability of students, and the general stressors of the
job; new teachers are leaving the profession quicker than ever. I hired three first-year teachers
and one first-year counselor before the school year began. Eastwood receives the most Title 1
funding in our district. We are a K-6 building and have around 350 students. Our students come
to us experiencing high amounts of trauma and families from poverty. For new teachers, this can
be a challenge with so many students in your classroom experiencing this.

Therefore, I wondered if I was able to learn more about the PCM and found ways to
better communicate to my new teachers, if that would help increase staff morale and help with
teacher retention. If my new teachers felt this way then hopefully this would help with teacher
retention as they would feel valued and appreciated. With this purpose in mind, I wondered how
the PCM could best serve me as a leader with my teachers.

To gain insights into my wondering, I first needed to understand the PCM for myself.
Viewing my results first, I wanted to be able to explain the PCM and how it helped me
understand myself better to my new teachers. I read Seeing People Through and began to write
down certain statements that I would say matched my phase and base. I then looked at what
my stressors were and what I need in order to get back to phase and base. Doing this first
helped me understand myself better, which helped me understand the PCM better, and then I
was able to explain to my new teachers the need for this.

Next, I began to schedule meetings with each teacher and explain the PCM and why I
was doing this. In this meeting, I had jotted down a few thoughts on what I thought their base
and phase might be based on statements or personality tendencies I had experienced. The
teachers were excited after leaving this meeting as they found it interesting and they
appreciated the forethought of wanting them to feel appreciated and considered. Most of the
teachers agreed with what I was seeing, but there were still some questions about the validity
on the different types based on conversations.

After this meeting, I wanted to be sure that I was as accurate as possible with their base
and phase. I worried that if I’m wrong then I might be doing more harm to the teachers if I’m not
feeding the base properly. I went into the book and created a 5 question quiz based upon the
graphs in the book. This was a very basic quiz, however, it did give me more insight into what
each teacher needed from their opinion rather than formulating my own.

Next, I held meetings with each teacher to go over the results from their quiz. In all four
of my cases, there was an overwhelming majority of answers that led to one of the traits. I
believe this told me the base type for each person. Then, I looked at the next two highest totals,
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as they were close, to ask which one they thought they were more liek based on some of the
information from the book.

Finally, once I established their base and phase I was able to have great conversations
with each of my new teachers. It went from surface level conversation to some really great
insights for me as their principal. In every occasion, I could see my teachers start to get more
comfortable once they knew that I understood how they worked, what made them feel valued
and worthy. Teachers began opening up and telling me what they needed from me so that I
knew what to say to make them feel valued. It was also great for me to discuss with them their
cover-ups they might use when they are stressed and are out of their phase. We were able to
discuss what I would be able to notice if they were out of their phase and ways to bring them
back.

Once implemented, I was able to have convserations, send positive emails, and step into
situations where I knew the teacher might be overwhelmed and help get them back to their
base. Data is still being collected, but each teacher has said they feel supported and valued at
this school. All intend to be back next year. Two teachers have been trying to get friends to
apply for openings that we have. One teacher is trying to get her mom to come work in the main
office. This is evidence that the teachers think this is a great place to work and where they feel
valued.

During this project I learned that how people perceive leadership matters, that teachers
who feel valued and heard show resiliency in tough situations, and that investing in people is the
best way to build the culture of the building.

How teachers perceive me as leader matters more than reality. I learned that once I was
able to sit down and have these deep conversations, how much more authentic I became to
them and them to me. We got to see eachother as people rather than co workers in this top
down mentality. I now feel like I can give them constructive feedback and they understand that I
am coming from a place of growth and trust. This has been evident with feedback I have given
on observations and their openness towards it.

The teachers that I chose for this have worked one of the strangest years in education.
Coming in with students who haven’t had a full year of school in two years is hard enough, but
for a first year teacher its even harder. The teachers I have been investing into have taken tough
students on and haven’t back down. They have found their teacher voice when other first year
teachers are heading for new careers after this year. These teachers are excited about their
profession and although they work hard and are stressed, they find fulfillment in their jobs.

Finally, I have learned that investing in people is a great way to build culture. These
teachers trust me as their leader and trust that we will do what is best for students. These
teachers all feel supported with administration. We don’t have a lot of negativity in this school,
but they have steered away from it and look for solutions to problems rather than living in their
problem. They are great assets to our school in their first year of teaching.




