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Refueling Myself to Reach  

Maximum Leadership Capacity 

 

Principal Name: Stephanie Leasure 
School Name: North Side Elementary School 
Principal’s Email Contact: sleasure@eastnoble.net 
 
Background Leading to My Inquiry (Slide 2) 

• Due to unforeseen circumstances, my 3rd grade team consisted of long-term substitute 

teachers (one was a retired teacher and the other had no teaching background) for an 

entire semester this year. One of my teachers resigned the day before students were to 

start school. The other 3rd grade teacher left for maternity leave 3 weeks into the school 

year and still has not returned due to health issues with her baby. The instructional coach 

and myself were completing all of the lesson planning, grading and entering of grades, 

parent/teacher conferences and material preparation on top of our own daily jobs until the 

end of the first semester.  We also supported in parent communication throughout the 

semester. A permanent hire, brand new to teaching, started in one classroom at the start 

of second semester, but we are supporting a student teacher/long term substitute teacher 

in the other classroom until the end of the school year.  

• With our district’s SEL focus, each school has an environmental team (E-Team) working 

to implement school-wide expectations using the PBIS framework with restorative 

practices. My school’s team had some members who were holding us back from moving 

forward due to mindset and disbelief of this work. Unnecessary attacks on the E-Teams 

coach were made during meetings which led to tears and setback. Negativity was 

affecting outcomes. All of this change in our team members and team itself, led me to 

hold difficult conversations that led to the toxic members leaving our environmental team 

and then one of them resigning from the school at the end of the semester and spreading 

rumors about me and my lack of support. 

• On top of these two large ongoing additions to my leadership responsibilities, it has been 

a difficult year with parents and students overall. Students seem to lack respect; parents 

are not as supportive as years past and it is a year of high anxiety for staff and students. 

As the administrator, I take on the staffs work and personal well-being as I care about 

each and every one of them. Many have personal hardships that are tearing at them and 

they are doing their best to hold it together at school. I do my best to support them both 

with school and their personal issues by checking in on them and letting them know I am 

there to listen. 

 
The Purpose of My Inquiry (Slide 3)  
Therefore, the purpose of my action inquiry was to find a way to refuel my base and phase 
motivational needs so that I may lead my school to the best of my ability. 
 
I have noticed that my fuel tank is empty almost every day this year. It is hard for me to refuel 
for the next day or even the next week as I am overloaded and exhausted. If I am drained and 



not showing positivity and being energetic and excited each day for my staff and students, then 
I am not modeling for them what I need them to do each day. I need to find a way to refuel 
daily, so I feel rejuvenated and ready to go at the start of each day! 
 
Using my PCM Leadership Profile and being cognizant of my first- and second-degree distress 
behaviors, I will focus on making sure my PHASE motivational needs are met each day first, 
then my base needs. If I am honest with myself, I am good at meeting my base motivational 
needs, but not my phase motivational needs. 
 
My Wondering (Slide 4)  
With this purpose, I wondered: How do I commit to meeting my phase and base motivational 
needs positively each week so that I can be a strong leader for my school? 
 
My Actions (Slide 5) 

REFLECTION: 

- It is my responsibility to problem-solve and make everything better. With this, I am 

always dealing with situations or issues that are broken….. 

- I have forgotten to stop and look for the positives (small moments) and take time 

to celebrate them! 

- I am not using my strengths to the best of my ability; I need to change this! 

DATA COLLECTION: 

- Journaling of how I feel when I provide support to staff. 

- Calendar of January, February and March sharing acknowledgements and/or compliments 

I receive from staff members. 

This data was not collected daily, it was collected as it happened. 

Data Collection (Slide 5) 
I collected my data in two different ways. I kept a small journal and would date a page and write 
down how I supported staff in a situation and then how that support made me feel inside. This 
data was collected from January through March. 
 
I also collected data on a calendar with written documentation of acknowledgements and/or 
compliment supports I received from staff members. Again, this was collected from January 
through March. I did include some pictures of text messages and notes I received from some 
staff members. 
 
My Data (Slides 6-13) 
 
DATA COLLECTION: 
Calendars of written acknowledgements and/or compliments supports by staff: 



 

     
 

Journal Entries of how I supported staff and how it made me feel: 

Dec. 28, 2021: Met w/ new teachers at school during winter break to answer questions and 

provide support. I felt supportive as I was able to answer questions, ease some anxiety. 

Jan. 3, 2022: MTSS meeting over both academics and behavior to support first grade teacher. 

The teacher was given ideas to try and I scheduled a 2nd meeting for follow-up. I felt supportive 

and accomplished because I was able to do my job and provide supports.  

Jan. 5, 2022: Visiting new 2nd grade teacher’s classroom and noticed many students off task 

while she is working with a small group (she started mid-year). I suggested to her to take a step 

back with this class and go through procedures as if it was the beginning of the year to break 

some bad habits. She loved this idea! I was ecstatic with her response! 

Jan. 7, 2022: Follow up to the MTSS meeting from two days ago, teacher updated us on where 

she was at on implementing things. She thanked us for our ideas and support to help meet their 

needs. I was shocked with her response and pleased she feels heard and supported. 

Jan. 7, 2022: The new s2nd grade teacher came to me and shared that she has been going through 

the procedures with her students and it is making a huge difference. This made me feel connected 

to the classroom; I haven’t lost my instructional strengths! 

Jan. 13, 2022: A teacher came to inform me that our new teachers were overwhelmed and tearful. 

I sent them a text reminding them to breathe, it will get better and take time for themselves. Both 

responded very appreciative saying they needed to hear that! I felt happy that I was able to ease 

their anxiety. 

Jan. 18, 2022: Held two different data meetings with 5th grade teachers. Helped guide in reading 

and analyzing NWEA data even after training, giving suggestions to incorporate, including 

incorporating more rigor (DOK) and remove down time. I finally felt like an instructional leader 

again, supporting their instructional needs! 

Jan. 18, 2022: Met with 3rd grade team to go over their science days slides and provide ideas and 

support. Both were very appreciative. I felt useful being able to provide guidance and creative 

ideas to support instruction. 



Jan. 20, 2022: Helped the 2nd and 3rd grade teachers find science supplies. I felt helpful and 

useful! 

Jan. 21, 2022: Data meeting with new 2nd gr. Teacher to discuss ways to increase rigor for 

students, helped rearrange her math and reading blocks to support this. I felt helpful as I was 

being an instructional leader and guiding her! 

Jan. 25, 2022: Helped the nurse with contact tracing, she was very thankful! It felt great to work 

as a team! 

Jan. 27, 2022: “National Chocolate Cake Day” – I made 3 cakes (brownies) for the staff to enjoy. 

Received many thank yous and Oh, these are sooo good! I felt great to provide a tasty treat for 

everyone! 

Feb. 1, 2022: Today, I received a thank you letter from one of my new teachers. Some things she 

stated: blessing to receive everything, keep being supportive, this school is a better place b/c of 

you! Her letter warmed my heart, it is rare to hear this as an admin. 

Feb. 7, 2022: Had my CPF meeting today with CFO and Maintenance Director. We walked the 

building and I received compliments on our building and how we have cleaned up closets, locker 

rooms, etc… and decluttered these areas. I felt PROUD b/c I spent some time this past summer 

cleaning out closets. 

Feb. 16, 2022: Met with 3rd gr. Teachers to help problem solve Standards Mastery which led into 

scheduling conflicts. We reworked their whole day schedule. They walked away excited and I 

felt useful and helpful! 

Feb. 17, 2022: Provided ideas and support for a 5th gr. Teacher with a small group of boys she is 

having difficulty within her class. It felt good that I could offer her suggestions. 

Feb. 22, 2022: Our social committee, mostly one person, set up a Taco Tuesday in the staff 

lounge for lunch. At the end of the day, I sent out an “ALL STAFF” e-mail acknowledging and 

thanking this committee and particularly this one person for putting this wonderful lunch 

together. This started a domino effect on e-mail which was much deserved for this individual! 

This made me happy! 

March 1, 2022: Today, I held 7 parent meetings and over half of them were going to be 

questionable. All 7 turned out positive and some form of plan was put into place. I felt 

productive and satisfied! 

March 2, 2022: This was the first time we brought families back into the classrooms to read with 

their kids. There were so many smiles and thank you’s, 93 visitors in all! This made my heart 

full! 

March 2, 2022: We held our trimester 2 Gallery Walk and students were excited to share their 

accomplishments. This makes me happy that our students are proud of themselves! 



March 7, 2022: I changed the IA schedule over the weekend to provide 1st grade with more IA 

time to support low students and also to eliminate other issues and concerns in other grade levels. 

I felt I accomplished many obstacles with some simple adjustments! 

March 7, 2022: All IREAD-3 issues that came up, I was able to problem solve and testing ran 

smoothly. I felt like a productive tech wizard…which I am nothing close to being. 

March 15, 2022: Met with our K, 1 teams and was able to calm them down as they were 

frustrated with something added to their plate by the ass. Superintendent that they didn’t see as 

productive. I felt helpful as I listened and encouraged them. 

March 21, 2022: Gave a building tour and took time to discuss and build some rapport with new 

parent/student for next year who will join our special SFS program with the teacher of program. 

Parent and grandparent were very thankful of the time we took to spend with them. I felt proud 

of our program and building and what we have to offer. 

March 24, 2022: An outsider completed a climate audit with our staff today. He shared with me 

that one major take away form today is that something the staff doesn’t want changes is our 

administration here at North Side. This made me feel ecstatic and proud of what our school 

family has become!  

DATA ANALYSIS: 

The FOUR WORDS that continued to appear in the calendar acknowledgements/compliments 

from staff included:  

APPRECIATIVE, THANKFUL, SUPPORTED, AND GRATEFUL. 

 



Other words of feelings that were included in my journaling less frequently include: satisfied, 

productive, good, ecstatic, shocked, pleased, connected, and great. 

My Discoveries (Slide 14-16) 
 
In this step, summarize your learning in two - three succinct statements that illustrate the most 
important and critical facets of what you learned:  

• Learning Statement One: Collecting this data allowed me to start focusing on the 
positive situations that I am involved in each week instead of always noticing the tough 
and difficult situations (negatives).  

• Learning Statement Two:  This AR project allowed me to re-focus on the fact that I do 
have staff and parents who are appreciative and grateful for my support and everything 
that I give and put into our school. 

 

Collecting data in two different forms allowed me to start focusing on the positive situations I 
am involved in versus all the difficult situations I handle each day. As the administrator, I am 
always involved with the situations that might not have a great outcome, but this data 
collection helped me to realize that this is not what needs to define me. I need to embrace the 
support that I provide staff, students and families and remind myself how it makes me feel. 
Journaling allowed that to happen!  Words that I felt through my journaling often included: 
supportive, useful, helpful, proud, and happy. 
 
Before keeping the data, I always felt that I rarely heard words of gratitude from staff and 
families. This AR project allowed me to re-focus and see that my staff and families do appreciate 
me and the support I provide to them. I just need to slow down and see it for myself! I have 
received many notes, text messages and e-mail acknowledgements of thank you!  Words that 
were commonly used from staff include: appreciative, thankful, supported, and grateful. 
 
Where I Am Heading Next (Slide 17) 
As I have learned that a change in focus for myself has really helped to refuel me and keep me 
going, I feel this could be helpful for my staff as well. We have so many great accomplishments 
happening at North Side, yet we dwell on the mishaps, especially the teachers. 
In order to help and support my staff to look to the positives and great things happening each 
day, I would like to implement the following things in my building: 

 After seeing how focusing on the acknowledgement of my accomplishments and how 

they made me feel helped to refuel me as a leader, I feel this can help not only me, but 

many of my staff members!  I would like to start sending an end of day e-mail to “All 

Staff” with 1-3 positives from that day and end the e-mail with an offer for others to share 

some of their own acknowledgements/positives from the day as well. Wouldn’t this be 

AWESOME if we started a mail chain of positive things that happened each day? 

 



 I also need to return to leaving positive sticky notes in classrooms when I visit. I used to 

do this in the past and have just gotten away from it due to always feeling rushed. This is 

not a good excuse and I need to make time for it! I will include support staff as well, 

They deserve just as much recognition! 

BY DOING THESE TWO THINGS ABOVE, I BELIEVE I WILL REFUEL MY PHASE BY FOCUSING ON 
OTHER’S ACKNOWLEDGEMENTS/POSITIVES THAT ARE HAPPENING EACH DAY AND SUPPORTING 
A SCHOOL CLIMATE OF POSITIVE FOCUS!!! I WHOLE HEARTEDLY BELIEVE IT WILL ALSO BE 
RETURNED! THESE NEXT STEPS WILL REFUEL MY BASE AS WELL ALONG WITH FUN, LAUGHTER, 
AND SELF-PAMPERING! 
 
I also plan to finish reading the book, Seeing People Through: Unleash Your Leadership Potential 
with the Process Communication Model.  
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