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You can feel it in the classrooms and in the playground, you feel happy children, co-operative children. You see students using good social skills, problem solving skills. (Principal)
No parent complaints, no parents ringing you up or knocking on your door, and when you see your own little girls bouncing home from school you then think there must be something to it. (Chairperson, Board of Trustees)
1
Introduction

Wilford School’s culture is characterised by a whole-school commitment to ‘hau ora’ or wellbeing. This is achieved through a focus on positive relationships that are based on the principles of tolerance, respect and co-operation. The school culture is underpinned by a shared vision and set of values and school policies and a set of simple agreed school rules that guide people’s relationships and behaviour within the school. 
The culture has developed incrementally through a whole-school approach, via the development of a programme focused on positive relationships. The programme developed by staff at the school is called ‘Promoting Positive Relationships’ (the PPR programme). The programme began in 1996 when the school took part in a programme being run by Group Special Education, called Eliminating Violence. The PPR programme provides a framework to co-ordinate the school’s efforts in promoting positive relationships and building and maintaining their ‘positive school culture’. The programme has involved:

· tailoring external resources and programmes to meet the needs of the school

· drawing on research findings, academic theories about behaviour and relationships, staff interests and strengths and professional development opportunities to build knowledge and capabilities

· developing and implementing a behaviour management system and a range of practices to foster positive relationships

· formalising a vision, goals and indicators for the programme

· continual review and evaluation.

This PPR programme focuses on relationships, which by definition do not include the sorts of behaviours encompassed in the term ‘bullying’. Furthermore, the term ‘bullying’ is not used by staff or students as it is not seen to be a useful way of communicating about negative and inappropriate behaviour. Instead, the school focuses on being very specific in their description of what behaviour is appropriate or not to the school culture. 

While focusing on positive relationships the school has had significant success in reducing the amount of violent and negative behaviour resulting from anger management problems or student conflict. Moreover, the school’s focus and commitment to the PPR programme and maintaining their ‘positive school culture’ has achieved a broad range of outcomes, from improved classroom management to increased collegiality among staff.

This report provides a description of the school and an indication of what the school was like before work started on the PPR programme and developing a positive school culture. The report is presented in a number of different sections as follows:

Section 2: Description of Wilford School.
Section 3: Description of school culture.
Section 4: Underpinnings of the school culture.
Section 5: Process of changing the school culture.
Section 6: Wilford School’s approach to developing a positive school culture.
Section 7: Key practices of the PPR programme.
Section 8: Role of different people in implementing the school culture.
Section 9: Outcomes.
Section 10: Challenges.
Section 11: Maintaining the school culture.
Section 12: New goals.
The information described in these sections is derived from the following fieldwork:

· 90-minute focus group sessions with three groups of children aged 8-12 years (total of 17 children).
· 90-minute interview with the principal.
· 90-minute group interview with three staff members from different syndicates.
· 60-minute interview with the chairperson of the Board of Trustees.
· 60-minute telephone interview with an external professional who had worked with staff at the school for one year as part of the Mentally Healthy Schools contract.

In addition to information provided by participants, the school also shared their PPR programme documentation, school policies and rules and their social skills resource.
2
Description of Wilford School

Wilford School is located in Petone, a suburb of Hutt City
. The school currently has 11 classes that cater for Year 1 to Year 8 students. Within this, the school has a two-classroom Māori immersion unit. In 2002, this decile 5 school had a roll of 272 students and had the following ethnic composition.
Table 1: Ethnicity of students at Wilford School 
	Ethnicity
	% within the school

	Pākehā
	43

	Māori
	38

	Asian
	8

	Samoan
	7

	Tongan
	2

	Other ethnic groups
	2


Wilford School's 1999 Education Review Office (ERO) report reflected their ability to meet the needs of its diverse and changing community:

Wilford School appreciates the diverse nature of its school population and recognises its wide range of social and educational needs. This was seen to be a strength of the school in the previous report and as contributing positively to the settled tone of the school. Since the review in 1996 a number of changes in the school’s local area has altered the composition of the roll and posed new challenges for the most effective use of resources. Innovations to meet school needs include community-wide promotion of a positive relations initiative, the part-time employment of a guidance counsellor and the commencement of a study skills programme for Pacific Island students. These are important strategies for supporting policy provision and expectations for a safe and supportive learning environment.

The 2002 ERO report included the following introductory statement, which reflects the focus of the school in developing its ‘positive school culture’:

A strong philosophy of students making appropriate choices for their behaviour and an emphasis on taking personal responsibility for actions guides this development. A number of effective school-wide programmes have been put into place to support the school goal of providing a safe, open environment where students feel emotionally secure and resilient … There is a settled tone in the playground and in classrooms, which are also characterised by high levels of on-task behaviour.

3
Description of school culture
The over-riding thing is that I absolutely believe that school culture is the basis for everything in the school. It’s the basis for good student achievement, good student outcomes and for a quality school. School culture is worth an enormous amount of time. (Principal)
3.1
The current school culture
The current culture of Wilford School is characterised by a whole-school commitment to hau ora or wellbeing, which focuses on positive relationships based on respect. The school works hard to operate in a co-operative, collaborative and proactive manner in all of its undertakings. There are four core components of the school culture:

· respectful relationships

· acceptance and celebration of diversity

· student ownership and responsibility

· student safety is paramount.

respectful relationships – There is a strong emphasis on respectful relationships between all members of the ‘learning community’ (staff, students, Board of Trustee members, parents and caregivers). These relationships focus on each other’s strengths: “We are looking to build on strengths rather than looking at the negatives … because everyone has got something positive about them.” (Principal)
Teachers are supportive of each other. An external professional interviewed for this study commented on the collegiality of staff, particularly their ability to share opinions and problems and support each other in their work. Staff agreed: “We are quite collegial, whether it is within a syndicate or across the syndicates, people always have someone they can go and talk to if they have a problem or whatever it is and the support is there for them.” (Staff member)
Students have caring and respectful relationships with each other. They are engaging in each other's behaviour and in helping each other to solve problems. As a staff member points out: “Kids really care about each other and want to help people make the right choices.” (Staff member)
This is shown by the role of the student peer mediators in working with other children to resolve conflicts and in the support children give each other in making good choices about their behaviour. During one of the focus group sessions, children discussed an incident where one child had to attend the ‘think tank’
 as a consequence for his behaviour. The children discussed the other choices the child could have made and the reason for the consequence. This child was happy to receive ideas from his classmates and agreed that next time he would think about the other choices he could make.

The comments from children’s focus groups included:

· There is always someone to care for you.

· They [peer mediators] just walk around the school and they ask if you’ve got a problem and if they see someone fighting they will help.

· If you get in some trouble, some problem the peer mediators will help you.

· Be friends with that person and don’t be mean because the person you are being mean to will get sad and be mean to themselves.
Students and teachers interact in a respectful manner and the staff work co-operatively with families. In describing the relationships she sees within her school, Judy Grose, Principal, states:

[We are] respectful of each other. Not everybody, there is always this 2% who find that difficult but it is probably half a percent here really. I see kids holding the door open for teachers and teachers holding the door open for children, I see that all the time and I never ever taught them that; never even told them that was something they should do. You say “thank you” and they say “that’s a pleasure”. It’s just those little things. I see respectful relationships. I see equality. (Principal)
acceptance and celebration of diversity – The second component of the school culture is the acceptance and celebration of diversity. The school is made up of a myriad of people from different ethnic groups, with different levels of family income, different beliefs, physical shapes and intellectual abilities. This respect for diversity enables the school to provide an environment where children are not singled out on the basis of their difference. Children are accepting of difference and, as the principal states, lose sight of measuring people against a ‘norm’:
[We] celebrate diversity. The positive about this school is there is no norm. So a lot of tension that goes on in other schools, doesn’t happen because: “who’s the norm?” “Where’s the stereotype?” It doesn’t exist. So your different culture, your body shape, your accent, how you look, what clothes you wear is just accepted. You can wear the hairstyle you like, what clothes you like. The clothes here vary hugely and no-one ever says anything. (Principal)
The focus groups were made up of children from different ethnic backgrounds, boys and girls and children who had impeccable behaviour and were very articulate and children who, by their own admission, have difficulties controlling their anger and find it difficult to stay on task. Despite these differences the children worked co-operatively. When asked about bullying, students did not refer to any instances of discrimination because of difference. Rather, they noted negative behaviour occurred because some children could not control their anger or made bad choices about how to deal with conflict, and through disagreements during rugby games
. 

When asked what makes you feel good about being at this school, one child responded: “different cultures at the school and you find out about them, having culture talks, they are teaching us Māori, go to the bi-lingual class, do kapahaka”.
student ownership and responsibility – The third component of the school culture is the emphasis placed on student ownership of and responsibility for their school and the foundations that ensure it is a safe yet challenging learning environment: the culture, the school rules, and the expectations about appropriate behaviour. Student ownership is developed by making sure children have a say in what goes on in their school; they are part of the decision-making process. Responsibility for one’s own behaviour is a theme that runs throughout the school in all learning contexts. 

Drawing on the work of William Glasser, the staff have created a behaviour management system that helps children to identify choices about how they behave and accept the consequences that result from their choices. The system is based on consequences and rewards and develops a strong sense of responsibility for behaving appropriately among the students. It is described in section 7.

Students who participated in the focus groups were all aware of the school rules and how their teachers expected them to behave in their classrooms. As the following quote highlights, students were familiar with how to help each other in making good choices about their behaviour. This student was a peer mediator and described her role: 

It is not a hard job to do. I just go round the school and if there is any problems the kids ask for help or if it gets really bad you go and see what’s happening and you take both sides of the story, and help them get a solution, not you, them. (Student)
In addition to student ownership and responsibility, staff are also fully committed to the school culture and take responsibility for acting as positive role models for the students and in extending their capabilities, and developing, leading and implementing the components of the PPR programme in a consistent manner. 

Extremely hard-working staff and we all work very long hours and I think also part of that is because the principal’s ethos about managing us as staff is to build our skills and strategies up as well. We are working very hard but we are learning a lot as we go along. It’s not just all done by the one up top, it’s shared. (Staff member)
student safety is paramount – The final component is that student safety is paramount. Violent and inappropriate behaviour are not tolerated at Wilford School. When such behaviour does occur, a system of behaviour management is followed to quickly, effectively and consistently diffuse the situation. The first priority is to secure student safety. The second priority is to work with the ‘offending’ child to get them to reflect on their behaviour and consider better behaviour choices. 

We have absolutely no tolerance for intimidation, violent behaviour, put-downs or swearing. We don't tolerate it and there are consequences for that behaviour and the children know the boundaries, the school rules and the consequences. (Staff member)
If children have a problem from playtime you can't get on with your programme. Whatever it is that has happened to these children at lunchtime is paramount in their mind and you have to deal with it there and then. (Staff member)
Children are very secure in this system of behaviour management. They are aware of the range of different consequences and the reasons for receiving them. When asked what keeps their school safe, they all agreed the various mechanisms currently used for managing student behaviour were important. 

3.2
Critical factors in developing the school‘s culture
The following factors have been critical to the success of the school in developing and maintaining their school culture.
importance: Developing the school culture has been recognised as a key task for the school. It has therefore received a significant amount of staff time, resources and focus: “We put huge emphasis on it. It’s not a small part of our school, it’s a huge part.” (Principal)
We consider this to be a vital part of our school. This is our culture, it is not an add on or a bolt on. This is really becoming the flavour of who we are as a school. (Chairperson, Board of Trustees)
shared beliefs: The staff, principal, Board of Trustees, and students all work to the same set of beliefs: “It's a success because everyone is on board to a lesser or greater degree, but everyone is on board. Everybody works with it and sees the benefit of it.” (Staff member) 

commitment: The staff are committed to achieving the school culture: “We have committed teachers who are willing to put in their time and energy.” (Principal)
strong leadership: “The leadership and direction provided by someone who has an oversight and a co-ordination role has been imperative. You do need someone to be passionate about it and drive it so it doesn’t become another fad and fall between the cracks.” (Chairperson, Board of Trustees)
patience: A recognition that developing a positive school culture takes time and often requires a shift in people’s behaviour: “There are no instant answers, it’s time-consuming, you need a lot of patience and you need to be prepared to put the time into it.” (Principal)
reflection, review and continual development: The staff have recognised the importance of reflecting on the success of the PPR programme, reassessing needs and developing new mechanisms to ensure the programme remains relevant and continues to foster their school culture: “We reflect back on this. It's not something that was put in place ages ago and left. We reflect on it; so it's very much an alive thing that's going on. It's not just one phase.” (Staff member) 

4
Underpinnings of the school culture 
The culture at Wilford School is supported by three key foundations:

· School values

· School rules

· School policies.

It is important to note these have changed as the school culture has changed. Indeed, some of these foundations have only been developed recently so it has not been crucial to have them firmly in place to make progress in developing the school culture. However, now they are in place the principal noted they provide the school with excellent direction and also help to ensure the school operates in a consistent way. Staff and students can go back to the rules, values or policies and see what was agreed to and check if they are operating in line with these. 

4.1
School values
In 2002, Wilford participated in the Mentally Healthy Schools (MHS) contract administered by Support Services (Wellington College of Education) and funded by the Ministry of Education. A core component of this contract was developing a framework for achieving a mentally healthy school, which also provided a formal framework for the school’s PPR programme. While the school had developed a range of practices and policies, collected a range of material and was implementing many components within their PPR programme, they had not formally documented a vision, beliefs/values and set of goals to guide the programme in fostering their school culture. The MHS contract provided the opportunity to focus on these foundations.

As part of this process a set of values was developed for the school. While values had been developed in the past, they required modification to fit with the developments in the school culture, staff thinking and the progress made through the PPR programme. 

The values of the school have a strong focus on respect and self-responsibility. The chairperson of the Board of Trustees discussed the value of respect:

One of the strongest [values] is respect for each other and to respect diversity. I believe if you feel secure in your culture, and in yourself then you are able to learn effectively. It doesn’t matter who you are, or where you come from; you are respected at Wilford, which means it’s OK to be yourself. Some children here haven’t had it easy in their home lives, however in an environment which values respect these children just shine. (Chairperson, Board of Trustees)
The external professional believed one of the core values of the school was self-responsibility:

Self-responsibility comes through from the top. Judy is really influenced by the responsibility model of Glasser; that means you own your own behaviour, you make choices about how you do things and if you choose the consequences of something well that’s the way it is. (External professional)
The principal noted that the values have changed during her tenure. In particular, there has been a shift away from the values reflecting how adults would deliver to children in favour of how the whole learning community will take responsibility, including children. 

The values used to be embodied in what adults did, like this is what adults are going to do and we are going to make children have these values. So it’s not so much that the values have changed just that it was embodied in adult control and now it is the whole learning community – that is a big change. (Principal)
Additionally, an earlier set of school values acknowledged that people behave in particular ways because of what is happening in their lives. The emphasis was on children’s behaviour being directly related to external forces. This value did not fit with developments in the PPR programme which place emphasis on people taking responsibility for their behaviour and the consequences arising from that. The focus has shifted from a separation of children from their behaviour to a focus on children taking responsibility for their behaviour. The principal explains: 

People are responsible for their own behaviour. Our old value used to be that people behave in certain ways because of what happens to them. So that has been a complete change. It’s not your fault there are all these external things. But now no matter what someone does to you, you are still responsible with how you deal with that, and that’s a complete change in belief. (Principal)
Another change was the belief that every child can learn and change their behaviour. 

Also I think maybe in the past we didn’t believe that everyone could learn [to change their behaviour], we thought that some people just can’t and they’re never going to change. But now we believe that everyone can change no matter what. Everybody no matter what’s happening in their life can change and can lead an effective and happy life. (Principal)
4.2
School rules
Wilford School has developed four simple school rules to guide everyone’s behaviour within the school:
· Respect other people.
· Respect property and other’s belongings.
· Don’t leave the school grounds without permission.
· Do as the teacher/staff ask you to do. Don’t argue. (You will be given three warnings.)

These rules were developed through a process of consultation with students and staff and took six months to finalise. In addition, every year the school rules are revisited and modified to reflect the views of staff and students at that time. The process of developing the school rules is described by the principal: 

Every child in the school had input into the school rules and that is where those original rules came from but they have been tailored and tailored and we put them up all around the school. Every child did their own self portrait and they were put up along the school corridor along with the rules all around it so there was total ownership of the whole school – that was powerful. There weren’t any [school rules before that], we didn’t have a shared school rules. Children knew they couldn’t use violence to solve problems, it wasn’t acceptable to steal or use violence but it wasn’t articulated, it wasn’t written down and it wasn’t owned by them. It was a long process. It took nearly a year. We kept going back and refining and consulting, maybe six months. (Principal)
In response to a question about how the school ensures children take on board the school rules, the principal states:

We go back at the beginning of every year and re-establish, we reinforce and support it at every assembly, in the classroom, teachers on duty. It is being reinforced all the time, just by talking, it’s almost by osmosis. Because it is happening and we talk to children and we listen, then they have ownership of it. The other children teach the new children and then they teach the new children and so it goes on. (Principal)
In addition to the whole-school rules, each class has their own charter (created by students and teachers) which provides an agreed direction to the class members about how they will behave within their classroom. 

During the focus group sessions, students were asked how a new student would need to behave to fit in to Wilford School. Many of their responses were related to the school rules. They included:

· You would need to know the school rules.

· They give you the school rules when you come.

· No swearing, no fighting, no rugby, no running around in bare feet.

· No arguing.

· Not allowed to talk back to the teacher, it’s in the school rules.

· If you want to come to this school you have to behave and follow by the rules. Listen to the teachers you can’t go out of the school grounds and wait for your mum and dad at the gate.

4.3
School policies
The school has a broad range of formal documented school policies to guide its operations and governance. There are two that relate directly to the school culture and the PPR programme. The first is a policy outlining how the school will manage student behaviour. The second is a policy detailing how the school will engage with the community. The behaviour management policy was developed in 2002 as part of a review of the way the school was dealing with student safety. The principal noted the policies are useful in providing direction and in confirming the agreed approach of the school.

You refer to them occasionally. We didn’t have a policy prior to 1996. The policy is useful to have when people are saying “we are all doing different things”, and we say “well what is the process?” It is useful to refer to. It’s useful for the Board and the school to know exactly what the policy is. It provides direction. (Principal)
5
Process of changing the school culture
Things have changed, but it has been a slow process from where there wasn’t necessarily a secure culture in the past to where people on the whole feel that it’s a really good school to work in, the support is there and the opportunities for development. (Staff member)
Wilford School has developed a ‘positive school culture’ through an incremental process of improving relationships and behaviour within the school. The culture of the school has changed along with the people involved in the school and their changing values, vision and practices. 

The principal has played a key role in developing the school culture. She initiated the changes in relationships within the school that used a positive system of changing student behaviour rather than a punitive approach. 

Judy is progressive and has always been a thinker, always thinking for the kids. It takes guts for a school to embrace PPR or the mentally healthy school contracts, as public opinion automatically assumes there’s a mental health problem at the school. I believe Judy had the guts to push this vision regardless of any negative perceptions this may have created. Judy’s a gusty woman and has always been prepared to go out on a limb for the benefit of the children. PPR would have started because Judy would have pushed it. (Chairperson, Board of Trustees)
The first step in the process took a year and involved providing strong leadership, working on staff relationships, establishing a shared set of beliefs and a vision for the school. Judy noted at that time she felt:

There were a lot of good things happening in individual classrooms but there was no shared vision, culture or belief set. So we actually set up big charts around the staff room of shared values, how we believe we should treat each other and we got staff buy-in. (Principal)
Judy felt it was crucial to build staff relationships and develop a culture among staff based on support rather than competition. She introduced a programme whereby staff noted their teaching strengths and what they would like to improve and were given time to visit each other’s classrooms to learn from each other. 

One of the most powerful things we did was introduce David Stewart’s ‘Quality Learning Circles’, [whereby] teachers go into each other’s classes to learn, not to appraise that teacher but to learn. I released people and they formed three groups within the staff and they talked about what they were good at and what they wanted to learn and others said “well I would really like to come and see that”. And even doing this was hard for some people, they found it quite difficult to talk to someone about themselves in positive terms …” (Principal)
While learning new skills, the teachers also improved their relationships as they learnt more about each other and respected different strengths. Staff gradually felt comfortable about sharing problems and seeking support from other staff to develop solutions. Some staff left the school because they felt they couldn’t work within the consensus forming at that time. For many staff it was the first time they had the opportunity to work this way and they saw it as very positive. Having set about changing staff relationships, the next area of focus was staff-student relationships, followed by student-student relationships.

Before I came, there was a perception in the community that there was a lack of discipline and management of the students. It was seen as a tough school and I was determined to turn that around. (Principal)
In 1996, Wilford School participated in the Eliminating Violence programme being run by Group Special Education within the Ministry of Education. The staff were not keen on the negative emphasis of the title so they changed it to ‘Promoting Positive Relationships’ and set about tailoring the programme to meet the needs of their school. This was the beginning of the staff developing their own programme to develop a ‘positive school culture’. Initially, the principal led the development. Now, the management team, other teachers or particular syndicates have an active role in initiating, developing and leading the implementation of parts of the programme.

The PPR programme provided the framework for the work undertaken by the school to develop its positive culture. Adult participants described it as an umbrella from which they can hang a range of components, including: behaviour management practices; professional development; and classroom teaching topics and practices.

PPR is a core thing, it is the umbrella for our school and everything is sort of connected, it's what keeps it all together. It's what makes Wilford and there is so much meshed into it, tied to it. It's who we are really. (Staff member)
PPR is made up of a whole lot of different things. There’s the curriculum stuff, Glasser work, Mentally Healthy School contract, peer mediation programmes, so it’s an umbrella. That then links up to the policies and their mission statement and with what’s going on in their classrooms. They add components in but it is all linked to the same set of principles. It is important that it is not ad-hoc. (External professional)
The PPR programme has evolved since it began in 1996. A new focus is introduced each year, while still maintaining the practices that are effective from previous years. 

We have added and changed and it’s an ongoing development, forever I think. Every year we look at something new and change things … We have used research, books and ideas from all over the place and put it into our programme. Some [programmes/practices] we have done and rejected or done for a while and thought this is old hat and we need something new. It doesn’t mean it was no good … but we need to keep going. (Principal) 

A detailed description of the different focuses within the PPR programme over the years is included in section 6. However, the most recent and significant addition to the PPR programme has been the introduction of the work and philosophies of William Glasser, an American academic who has been working in psychology, education and counselling disciplines since the 1960s. Much of his work focuses on relationships and how these have an effect on the way people behave. In 2001, Glasser theory was introduced to the PPR programme and now underpins the vision, goals and many of the mechanisms used to promote positive relationships and manage student behaviour within the school. The principal noted the following Glasser quote sums up the philosophy underpinning the PPR programme:

Responsibility is learning to choose behaviours that satisfy our needs and, at the same time do not deprive others of the opportunity to satisfy their needs in a similar way. (William Glasser)
Some of the staff left the school as they either did not agree with the new direction of the school or held different values to those being introduced within the new school culture. The principal noted: 

You are challenging people’s own beliefs and that is really hard. You are trying to get them to have a shared belief for the school. Often even if you get shared values and beliefs for the school if it doesn’t fit with the beliefs in their personal life it’s harder for that person to change than if it does match up. They can articulate it and they can accept it but they don’t act on it. So that was the biggest challenge. So you had most staff who were really on-board with it, a few who were saying they were but they weren’t and a few who really wanted to be but were finding it difficult. (Principal)
The principal focused on facilitating those teachers who shared the same beliefs and values to influence the teachers who were operating outside of this belief set. 

I worked more on other staff influencing teachers. So what I tried to get rather than I mean top-down was to get other teachers to be enthusiastic, able to articulate that in staff meetings and informally in assemblies. I’d get them to do some role plays with their kids so that others could see that it worked and that it was good and the more that people whom it worked for talked about it the more the others thought about it and thought we’ll try that, we’ll come on board with that. It’s a slow process, one of the biggest constraints is time, patience and time, because change takes time, change needs buy-in. It’s not going to work if you haven’t got buy-in from everyone. (Principal)
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Wilford School’s approach to developing a positive school culture
When you identify something as an issue you run the risk of people thinking “have they got this because the relationships aren’t good?” There is a lot of hiding that kind of thing under the table in schools, or pretending that it doesn’t exist, pretending it’s not a problem because it can backfire. So the fact that they have identified it as, not as an issue, but as an ongoing thing that they are going to focus on and they’ve called it something and packaged it, that’s brave. (External professional)
Wilford School has taken an incremental, whole-school approach to developing their school culture. PPR provides a framework for their work to develop and to maintain their school culture. This programme provides the school with a vision, a set of agreed beliefs about behaviour and relationships, a set of goals to work to, and a broad range of practices to help reach these goals and achieve their vision. The vision, beliefs and overarching methods and approaches to achieving the vision are included below.

Promoting Positive Relationships Programme

vision
Through the development of common understandings and practices, the Wilford School leaning community will promote a healthy learning environment. This will be achieved through valuing, supporting and equipping students, staff and parents to build and strengthen physical, social, mental and emotional well being or hau ora.

aim

For all children to be resilient, well-rounded, confident and emotionally healthy.

our beliefs 
Unfortunately throughout society there are people who use violence (physical or verbal) to get their needs met. Our job is to teach our students

· It is not acceptable to use violence to solve problems to get their needs met.
· There are better ways to solve problems and to get their needs met.
· To help our school be a safe and happy place to learn in.

· The skills to deal with life’s problems in a positive way.
· To support students to be strong, self-assured, confident people.

we believe: 

1. Children behave in inappropriate ways because they are not getting their needs met. Universal basic needs are love and belonging, freedom, power (to make decisions) fun and survival.

2. All people are responsible for their own behaviours. We don’t accept children saying “he told me to” or “someone else did it so I can do it”.
3. The only person who can change their behaviours is themselves. Children do not have control over what they are feeling, but they do have direct power over thinking and doing. Teachers and parents can support and assist children to change their behaviours. They can give students a wider range of ways to deal with feelings and problems and teach them the skills to change.

4. At Wilford, all children are expected to take responsibility for their behaviours and choices. We expect them to be able to tell us what they did that was not acceptable, without blaming others. 

5. All children have choices about the way they behave and there are always consequences (good and bad) for these choices. Children need to know the consequences of making bad choices, before they make them.

6. Children are still growing and learning and need to be given the opportunity to learn by their mistakes. Children learn best when they experience success and praise. They will succeed when we expect small changes and improvements, not giant leaps. Children will not improve if all they experience is punishment.

7. The best way to get people to change their behaviours is for them to take responsibility for what they have done and for them to think of a plan to do things differently next time, when the same situation arises. Children are more likely to experience success when the home and school work together. Children need to know what it is we want them to do, not just “be good” and they need to know what unacceptable behaviour is, not just “don’t be naughty”.
methods and approaches we use
We encourage students to seek help if they have a problem.
We expect students who behave inappropriately to be able to tell us what they did, why it is unacceptable and what they will do differently next time.

We expect students to know the consequences for unacceptable behaviour and to take the consequences.
We treat all children with respect and we will listen to them.
If a child is preventing a teacher from teaching or other children from learning, they will lose the privilege of working in the class. 

Students who pose a threat to other children will be removed from the playground.
We have a variety of consequences and rewards for children.

6.1
Goals

During the MHS contract in 2002, Wilford School developed a set of 10 goals to provide direction to their PPR programme and also to enable the school to evaluate the success of the programme in fostering their positive school culture. The goals are ongoing and are regularly evaluated and reviewed to ensure they reflect the progress being made through the implementation of the PPR programme. 

6.2
What’s been drawn on to develop PPR?

Wilford School has developed its own programme to bring about change in the school culture. This is an umbrella; a structure from which many different components hang. As the PPR programme has been developed over many years it has changed, while some components have maintained their place within the programme throughout, other components have become obsolete, or have been trialled and discarded. This is largely in response to the changing needs within the school and the need to maintain the enthusiasm for the programme by introducing new components. Additionally, as the school has mastered an area of its school culture they can then turn their attention to new areas. As many of the interviewees stated, it is all interconnected. So long as a new practice, (external) programme, or professional development fits with the vision, beliefs and overarching methods of the PPR programme, it becomes part of developing the school culture and is included in the PPR programme. 

The PPR programme draws on a range of sources for inspiration, information and evidence, tools and ideas for practice. These include:

· other programmes focused on behaviour, eg Eliminating Violence, Kia Kaha, Peace Foundation

· academic theory and research, eg recently, William Glasser

· resources produced by other organisations, eg Volcano in my Tummy

· professional development, eg seminars, training on stress management

· strengths and interests of staff

· school guidance counsellor

· social skills resource developed by a school staff member

· Mentally Healthy Schools contract.

It is difficult to describe the approach Wilford took in developing their school culture as the process of change has not been linear. Rather, it has been a process of reviewing, adding, removing, changing and, indeed, a mixture of these actions at the same time with different parts of the PPR programme. This section describes the way staff have drawn on some of the resources, programmes, research and ideas in the development of their PPR programme and, through this programme, their school culture. 

eliminating violence programme (1996) – After working on staff relationships and developing a shared vision for the school, the school was ready to start working on the behaviour and relationships among its students. At that time Specialist Education Services was offering a programme called ‘Eliminating Violence’ which focused on eliminating violent behaviour in schools by asking children to map out their experiences of negative behaviour within the school and develop potential solutions to address this.

The eliminating violence [programme] looked like a natural progression because the teachers were treating each other with respect and were no longer tolerating these groups of children that were getting into violent behaviour. So we asked them to come in and do a survey on our school and then a programme and then another survey to look at the results. We didn’t like the negative title of that programme so we changed it to Promoting Positive Relationships which was the start of our current programme. (Principal)
The principal describes the focus of the Eliminating Violence programme as:

To look at what was happening in the playground and then to get children and teachers buy-in to ownership of how can we change this. Nobody likes intimidation, violent verbal or physical behaviour. The children were interviewed by Special Education workers and they also did a questionnaire. We identified where these behaviours occurred and how they felt about it, what sort of help they could get for it, what they would like to do about it. From that we developed a programme and then re-interviewed them and there was a huge shift. (Principal)
Another key component added to the PPR programme at this time and derived from the Eliminating Violence programme was the establishment of an agreed set of school rules. 

cool schools (1997) – Wilford participated in the Cool Schools programme in 1997. This was a programme being implemented by the Foundation for Peace Studies (Auckland) and involved providing staff and students with mediation skills. This programme provided the foundations for Wilford School’s peer mediators who operate within the PPR programme (see section 7). 

Each year a couple of teachers were intensively trained, so they could train students in peer mediation. This programme gave all students a method where problems could be solved by talking rather than using physical means. It also gave them skills they could use at home.

skills for growing (1997) – Some teachers at Wilford School attended training courses run by the Lions community service group that focused on building children’s self-esteem. Components of these courses are still used in the school.

Self-esteem programmes used to be the thing; people thought that if a child had high self-esteem then they would be happy and behaving well. I don’t think it’s as simple as that. We have children with wonderful self-esteem but they still have behaviour problems, or the other way round. The Lions ran training courses to raise students’ self-esteem, which some of our teachers attended called ‘Reaching Out’ and ‘Reaching Forward’. (Principal)
kia kaha (1998) – This programme was developed by the New Zealand Police Youth Education Service and was implemented in the middle school in 1998. Middle school teachers were very enthusiastic about this programme and instigated its introduction. Through their engagement it spread to other areas of the school. This programme promoted a whole-school approach to reducing negative behaviour and involved parents and the community through a production and videos made by the children. This programme focused on children being assertive and strong by not being influenced by their peers and knowing when to withdraw from a situation where they would get into trouble.

volcano in my tummy (1999) – Volcano in my Tummy is a resource produced by the Peace Foundation (Auckland) which, according to the principal, is particularly suitable for young children. Wilford implemented this in 1999 in their junior school. The programme is self-taught and delivered, and focuses on the recognition of anger. 

It is particularly suitable for junior children for recognition of anger signs before they actually act out on it. So it’s saying “this is how I feel” so they can stop and make choices. (Principal)
mentally healthy schools contract (2002) – Wilford School took part in a contract being delivered by the School Support Services through Wellington College of Education in April 2002. This contract was particularly useful to the school in further developing their PPR programme. The contract focused on working in line with the health and physical education curriculum to improve mental health within schools. The work Wilford School had been doing within their PPR programme also connected strongly to areas within this curriculum and the MHS contract provided the opportunity for the school to formalise their PPR programme. 

A facilitator from School Support Services set up a team to drive the contract. This team was called the Hau Ora Committee and included the school management team, the principal, a parent representative, regional public health staff, School Support Services staff, and a member of the Board of Trustees. 
The MHS contract followed the Health Promoting Schools model, which the external professional interviewed described as “a framework of problem-solving, so it’s a collaborative model”. The contract began with a two-day workshop to ascertain what mental health is within a school and how it connects with the health and physical education curriculum, which includes a focus on learning outcomes related to abuse and harassment, relationship issues, grief, loss and change. The next step was for the school to undertake a needs analysis through consultation with staff and students, to identify the school’s strengths and weakness in providing a mentally healthy school. Following this, a set of goals was established to provide direction for the school in addressing their weaknesses. The Hau Ora Committee then created strategies to help achieve these goals and set about implementing them. 

The MHS contract was used to develop the PPR vision, aim, beliefs, methods and goals along with a framework for evaluation. The principal noted the MHS:

Fitted really well under the umbrella of what we were already doing in PPR. It is not a programme, it’s a process, a very structured process. It makes you really focus on this written goals and evaluation of your goals. So for the first time we were really getting into the nitty gritty of what do we need to do; what are the problems we have still got? how are we going to address these? what are we going to do and how will we know we’ve got there? It focused us into that very rigorous planning and every time we had a meeting we would revisit what we did the time before. (Principal)
The MHS contract was critical to the school being able to formally document their PPR programme. Before the contract there were no written, formal foundations for the programme. This was largely as a result of the time required to formally develop and document a vision, a set of goals and an evaluation framework. Previously most emphasis had been put on implementing the programme rather than documenting what underpinned it. These foundations now provide a strong base from which to continue the school’s work in developing the PPR programme and also to evaluate the success of the programme in fostering their school culture. 

school guidance counsellor – In 2000, Wilford School developed a partnership with a local Baptist Church to provide the school with its own guidance counsellor (part-time). Children can refer themselves to the counsellor, or referrals are made by staff and parents. This year the guidance counsellor is beginning an intensive programme with a small group of senior boys who are displaying anger management problems. The particular advantage of the guidance counsellor is that they can work with children in an anonymous way outside of their class environment. Students know what they say will be treated confidentially in these sessions so they can open up about their problems. The counsellor also helps families in crisis by referring them on to other support agencies. Parents are also offered a place to attend positive parenting courses.

The school also organises for a programme called ‘Seasons’ to be available for a group of students who have suffered from grief or loss. This is an eight-week course run by trained facilitators and organised by the local Baptist Church.
social skills resource (2002) – One of teaching staff who was particularly interested in developing the social skills of her students developed a resource for the whole school. The resource focused on providing teaching topics and material and activities to develop children’s social skills. It was developed in response to one of the goals established for the PPR programme during the MHS contract. The external professional interviewed for this case study worked alongside this staff member to develop the resource and she describes the process as follows:

I was part of creating a social skills resource with one of the staff. She had a personal interest in doing it so here was a staff member personally interested in doing something so we used some of the release time from the contract, released her for a day and she had the time to develop it. I came in and we spent a day planning it together and she was also able to use some of the resources from other places and Regional Public Health and came up with the resource that she then trialled with her students because she had felt there was a need. The idea was to trial it in the other syndicates and adapt and modify it. I think this is a reflection of what else is going on in the school – That good collegial way of working and also playing on individual teachers’ strengths. (External professional)
glasser theory (2001) – A significant recent addition to the PPR programme has been William Glasser’s theories and practices. The principal attended a Glasser workshop, which inspired her to introduce the work of Glasser to her staff and incorporate his thinking into the PPR programme. She stated:

I think the biggest influence of all in the last year or two is William Glasser theory. Because I had read his books years ago, 10 years ago, and found them really interesting and then going to a couple of workshops to whet my appetite and then finally getting in after trying and not getting in and trying and not getting in to a basic training week. The philosophy fitted in so much with our belief, my personal belief and the philosophies that I thought this is a really a good basis for more training and I have done some intensive training on this with the staff and that has been a huge influence. (Principal)
Glasser’s theories and practices now underpin the PPR programme. Staff undertake in-house professional development to improve their skills in understanding and managing student behaviour and relationships in line with the following key Glasser theories:

· Quality world theory
· Reality theory
· Choice theory.

More information about these theories can be found on the Glasser Institute website at www.wglasser.com .
new components – Wilford School is continually adding new components and areas of learning to their PPR programme. The new topics for 2003 are exploring co-operative learning, exploring different learning styles, and resiliency training. As these components develop, new practices will also emerge and be added to the programme. This characterises how the programme has developed and will continue to develop. 

7
Key practices within the PPR programme
The PPR programme includes many different practices to foster the school culture. They are directed at different audiences, including students, staff and the parent community. These practices have also changed over the years. Some have been ineffective and removed from the programme. Others have been modified as a result of trial and error, and some are no longer needed as behaviour or relationships have progressed
. This section describes the practices that are currently well-used within the school and those which participants acknowledged. This is not an exhaustive collection of Wilford School’s practices to promote positive relationships. 

There are some overarching practices that ensure the school operates in line with its beliefs about behaviour and relationships and to meet their vision. These are drawn from Glasser theory and a belief it is more effective to use proactive and preventative measures to maintain student safety and promote positive relationships than post-facto methods and punishment. 

7.1
Glasser techniques
Staff have undertaken training to incorporate the theories developed by Glasser into their work. Key components of the Glasser theories used at Wilford School are:

· Children take responsibility for their behaviour.
· Children recognise they have choices about how they behave.
· Children acknowledge and own the consequences associated with their choice of behaviour.
· Children do not blame others, but focus on how they can behave to deal with a situation in a positive way to get their needs met without impinging on the rights of others.

The staff teach children these principles and these principles underpin many of the practices used to manage children’s behaviour. For instance, peer mediators follow these principles when they are facilitating conflict resolution and the ‘think tank’ is based on children identifying choices and consequences in relation to their behaviour.

So it’s very much that Glasser philosophy, and children will talk in this language. “Who is responsible for your behaviour?” “Me” they’ll say. “Have you got choices?” “Yes”. You are able to make choices and if you make good choices there will be consequences and if you make bad choices there will be consequences. So when they say “oh you are being mean, so and so is being mean to me” you say “well who made the choice to behave like that. Therefore who made the choice to have that consequence?” and they have got no answers. So they learn that they are responsible for their behaviour; they are responsible for their choices, therefore they’re responsible for the outcome. It’s very powerful and even five year olds can articulate that. No blaming others and no going down these huge explanations of why they did it and everyone else’s fault. I don’t listen for a long time about who said what and who did what. I want to know what they did, and whether it was the right thing or the wrong thing and what they plan to do differently in the future. That makes it quite focused. (Principal)
It goes back to Glasser. They have all of these things in their quality world that are important to them, say it’s a love and belonging thing, their need for something that’s not being met, and it’s more important for them to be noticed whether it’s negative or positive. So if they are going to get more noticing, more love and belonging by being naughty and disruptive than by being good then they are going to choose that behaviour. So they have to see that themselves and think if I do this I am going to get more rewards than if I do this. That takes a lot of talking, lot of discussion, that’s why I say it’s not a simple fix. (Principal)
Glasser theory also provides an explanation for children’s behaviour and provides guidance for those trying to change children’s behaviour. These aspects of Glasser’s work have been incorporated into the way staff deal with ‘repeat offenders’. The principal explains how she uses Glasser’s theories in her own work with these children:

I use what I call the Glasser counselling technique. It is really an interview technique and teachers use it too but it is usually time consuming … So they come to see me because they have been in lots of trouble and I don’t talk about the trouble at all. I say “Hi it’s lovely to see you, I noticed you doing something good the other day”. They look surprised because they think they have come to be told off. We have a long discussion about you know “what are the things you really like at school and who are your friends and what do you like about them, what do they like about you and what are the good things at home”. Then I find out what basic need is missing and then I can say to them, “well if you do this are you happy, are you getting what you want? Then I say to them “well if you do this maybe you can still get what you want within the parameters of the school” and I find they and I have to work together or they can work on their own to get a solution to getting what they want without getting the negatives. Then we draw up a plan and I support them in meeting that. They come and see me each day for the positives and even if a hundred negative things have happened that day I only talk about the positives. So you begin to build up that relationship and trust. (Principal)
7.2
Preventative practices 
Staff at the school are also conscious of the need to be proactive in creating a safe environment for students and in fostering positive relationships. Rather than wait for a situation to arise where they have to develop a strategy to deal with a conflict situation or a break down in relationships, they consider what preventative practices they can put in place.

We have to be really proactive. Have to think of as many scenarios as possible to prevent things from happening. An example is we don’t let the children tackle [in rugby]. Mostly it would be fine but with little children playing or when you get someone hurt and you end up starting to wrestle and you know so if you have totally eliminated the tackle then you don’t have that problem. (Staff member) 

Children in the focus groups commonly noted rugby was one of the factors that made them feel unsafe at school and they also discussed that having the ‘no tackling’ rule had made their school safer. 

7.3
Practices to promote positive relationships among students and between students and staff
Within the PPR programme the staff at Wilford School have developed a range of practices to promote positive relationships among students and between students and staff. 

I believe the other most important thing in implementing change is the relationships between the child and the teacher. No matter how hard, bad the behaviours are, the child has to know that teacher likes them, but they don’t like some of their behaviours. That the teacher is there to support them, not to rescue them, not to do it for them but to support them in changing those behaviours. That’s really powerful. (Principal)
These practices include:

· role models
· children engaging with each other’s behaviour, eg peer mediation, class forums
· classroom teaching
· agreed classroom rules
· school-wide system of behaviour management
· consequences, eg think tank, detention, time out

· reward system
· practices for dealing with severe or repetitive misconduct.

7.4
Role models
Role modelling appropriate behaviour is an important part of the school’s approach to promoting positive relationships. Everybody is expected to be a role model for others. This includes the principal, Board of Trustees, staff, school councillors, peer mediators, senior school students and students in general. Students are given opportunities to be recognised as role models within the school by taking on positions as peer mediators and school councillors, and they aspire to take on these roles. Staff also provide opportunities within their classroom for students to take on specific responsibilities and act as role models to their peers. 

I say to teachers if you expect children to behave like that you’ve got to role model it yourself. There’s no use expecting them to behave like that if you’re not doing it yourself. So I expect them to behave exactly the same way to the children as they would like the children to behave towards them. (Principal)
The staff are also conscious that students will pick up on their behaviour and the way they relate to each other and recognise the need to model what they are promoting. Staff members noted a number of practices they try hard to model in the classroom:

· thinking about the way you word things

· the tone of your voice

· the level of your body

· reinforcing positive behaviour and being very specific (don’t just say thank you, but thank you for what – opening the door etc).
school councillors – The school encourages senior students to strive to become school councillors. This role is for Year 8 students and is designed to build their leadership skills and provide role models for other students. The school councillors are elected by their peers in the senior and middle school and the role is seen as a real achievement. To be a school councillor, students are expected to model the behaviour that is acceptable within the school and if they slip below the school standard they will be removed from the position. This role involves activities such as: 

· facilitating student input into school decision-making processes

· supervising classrooms during lunchtimes in bad weather

· helping with school productions, fairs etc.

Students in the focus group sessions noted they would like to be school councillors or enjoy being school councillors and, in describing their role, said: 
Instead of teachers taking care of the problem the councillors take care of it. We just help people out, we got to go round and ask people questions about what they want. One child noted: “I got kicked off because of my behaviour but I am trying to get it back, it’s a cool job.” (Year 8 student)
7.5
Children engaging in each other’s behaviour
Positive relationships among students are fostered by providing opportunities for and encouraging children to engage in each other’s behaviour. This is done in a number of different ways; through peer mediators and mediation training, cross-classroom interaction, class forums, and class involvement in conflict resolution. 

One staff member described how she gets children engaged in each other’s behaviour to promote positive relationships and help children to change their behaviours by making better choices. 

I speak really quietly and respectfully and everybody sits around and tries to help solve the problem, so its not, you know some children would get mortified and embarrassed but if you have got a good culture going on in your classroom of fairness and justice and support then embarrassment actually shouldn’t be an issue. More often than not the children who are the offenders will actually be putting their hands up to say “I think I need to apologise or go to time out”. So it’s not a big embarrassment thing for them. I think that’s one of the things I do a lot now that I didn’t do before. (Staff member)
The staff member noted it was important to establish a supportive classroom environment before using this practice and to know the children in your class well enough to know if they would feel comfortable with the practice.

When asked how she expects children to deal with conflict, the principal’s response reflected the schools focus on encouraging children to take responsibility for their behaviour, solve their own conflicts and engage in each other’s behaviour:

Using the peer mediation model. I expect them to both agree to solve the problem. I expect them to tell the truth and not blame other people. I expect them to put themselves in other people’s shoes and to generate a solution that is going to be acceptable to both parties. Quite often, because some of them are so skilled in this, they will come to me with a conflict, four or five of them and I will sit here, they do it, very quickly and off they go. (Principal)
peer mediation – All students in the middle and senior schools are trained in peer mediation and from these students some are invited to become peer mediators for the school. This is a very important part of Wilford School’s approach to promoting positive relationships. Through training the students in the upper levels, all children are equipped with the skills to help each other resolve conflict situations without violence. Additionally, the formal peer mediator role provides children with a neutral person to support them in resolving conflict should they have difficulty themselves.

The peer mediator role is well-regarded by children. When asked to brainstorm what made their school safe and what helps to stop bullying, all groups of children in the study said peer mediators. Children described the role as follows:

· Depends what the problem is, sometimes she has to help them come up with a solution.

· They walk around and sort out problems and if people are bad then they will put their name on this list and then they tell the teachers and put them on detention.
Children were divided in their desire to become a peer mediator. Some children were very keen to take on this role as they liked to help people and keep their school safe. Other students thought the job would be hard and did not want to give up their free time.

· No because I reckon it’s boring and you don’t even get to play.
· Yes because I want to sort out other people’s problems.
· Yes I want to keep the people safe.
· I don’t reckon because it would be scary because people would answer you back and it would be really scary and I wouldn’t want to be one.
· Yes because I like caring for people … like if someone is hurt I can help them.
· Because you can write down what happens and that and they can get told off.
· Some people might like it because you get gifts at the end of the term.
· Because my behaviour choices have been bad lately I can’t be one because I have to control my behaviours.
The chairperson of the Board of Trustees also noted that, from a parent perspective, he believes the peer mediation model and the role of the formal peer mediators is very effective as children work together to resolve conflict.

I think peer mediation is an effective tool for children to learn very early on that they can’t go through life putting the blame onto others. It also enables our children to start learning how to solve their problems at a young age – great skills for later in life. (Chairperson, Board of Trustees)
cross-classroom interaction – Another practice the school uses to encourage cohesion in the school, which also helps in encouraging children to engage in each other’s behaviour, is cross-classroom interaction. Staff members noted that classes in the senior and junior school syndicates work together on occasion and the school runs a buddy-reading system. As well, at the end of each term there is a day of free time for students to celebrate their achievements during the term and their positive behaviour. All of the classrooms are open and host different activities. Children are free to move between the syndicates and look in each other’s classrooms. 

class forums – Teachers in the middle and senior schools also hold class forums when there is an issue affecting the whole class. This involves the students brainstorming what is concerning them and then prioritising the issues and thinking of solutions. The class develops a plan together and all of the children own this. An important part of this practice is that there is no apportioning blame and no names are used during the forum. 

7.6
Classroom teaching 
Teachers at Wilford incorporate the development of social skills, mediation and conflict resolution into their classroom teaching. One staff member described how she starts off the year with a new class:

At the beginning of each year I start off with PPR and the classroom rules, the school rules, how you deal with problems and conflict if it arises, how you keep friends, how to make friends and it's about themselves; me and what is around me and sometimes that's what you have to revisit. (Staff member)
The classroom teaching in these areas fits with the health and physical education curriculum and staff draw on the social skills resource that was created by one of their staff members. 

7.7
Agreed classroom rules
Every year, each class develops their own classroom rules in line with the school rules and school policy on behaviour expectations. All of the children are involved in developing these rules, which helps create a sense of ownership of the rules and a stronger will to keep to them and help each other keep to them. During the focus group sessions, children could easily articulate the rules of their classroom and the behaviours their teacher did not accept. They noted these rules were important in making their classroom a safe place and somewhere they could concentrate and learn. 

7.8
School-wide system of behaviour management 
The staff at Wilford School developed a comprehensive system of behaviour management to effectively and consistently deal with children’s behaviour within the school. This system is based on rewards and consequences. As one staff member noted: “We don’t believe in punishment. We focus on consequences that enable the child to reflect on their behaviour and plan to make better choices in the future.” Staff members noted that, for this system to work, they needed to deal with incidents quickly, consistently and fairly. Staff comments included:

Be prepared to stop your programme if there is an issue that is bothering the children and deal with it there and then as that is what is on their minds. (Staff member)
Explaining why a behaviour is not accepted not just saying “no”. Discuss other options for behaviour, discuss consequences, give warnings and second chances, opportunities to change, don’t write kids off because of one bad choice. (Staff member)
We are consistent throughout each class. Whatever class you are in, even the relievers know there is a process you go through when misbehaviour occurs. It's not different in Mrs So and So’s class. If you are on playground duty the same process whatever teacher is out there. (Staff member)
Instil fairness, the children have a great sense of fairness and justice, very honest, good confidence, feel able to speak up if they think there has been an injustice. We acknowledge that we are not perfect, we make mistakes too and we are learners too. (Staff member)
consequences – In terms of consequences, the school believes in giving children warnings and second chances. Different consequences are in place for different levels of misconduct and children who receive one of the consequences are given opportunities to reflect on their behaviour, consider better choices for the future and incentives to change their behaviour. 

You are never going to get a child to change from step 1 to step 10, you have to really praise and applaud step 1, 2, 3, 4 and then they’ll go back to step 2 again and then move them on. Because to expect them to go from here to here is totally unrealistic so we do it on their successes, and if they have a relapse that is understandable. We will deal with that and that won’t wipe out all of the good things that have been done and we’ll move on. (Principal)
There are three formal consequences children receive for misconduct. All of these consequences provide an opportunity for students to reflect on their behaviour. ‘Think tank’ is a consequence that results from children misbehaving in the lunch-hour or playtime. Time out is used less formally during class-time or lunchtime, where a child needs to ‘cool off’ and move away from a situation of potential conflict. Detention is a consequence for minor misconduct during class-time and is completed out-of-school hours. 

think tank – Think tank operates in a spare classroom within the school. Students are referred to the think tank by peer mediators and duty teachers and must spend 30 minutes of their free time in the think-tank room. The think-tank room is manned by a staff member who works one-on-one with students to work through a ‘think sheet’. The think sheet requires students to consider what other choices they can make to resolve conflict situations and how they will behave in the future. If students receive two or more sessions in the think tank, they are unable to participate in the end-of-term free-time day. Additionally, if students begin to appear in the think tank regularly, a range of other consequences is introduced to help this child reflect on and change their behaviour. These consequences are discussed in ‘practices for serious and repeated misconduct’.

Staff members believe the think tank is particularly effective because students can deal with their misconduct immediately. They are removed from the playground setting which ensures the safety of other students and also allows the child to reflect on their behaviour while it is at the forefront. A staff member is available to work with children individually. 

Think tank is so good because we can deal with the issue straight away. It is so neat to have that teacher there, one-on-one, dedicated to that child to try and help them to calm down and think about it. (Staff member)
Staff members also note that some students use the think-tank room as a safe haven or as a place to voluntarily take time out of the playground to relax or spend time by themselves. The children agreed:

Sometimes you have children who go in there because they want to be in there, not for time out, to get away from the playground. Because its not meant to be a punishment, its more like a consequences and time for you to think about your behaviour. (Staff member)
I just went in here because I like think tank because its fun. I get to, I don’t get to talk which I like because I can relax. (Student)
Senior students did not believe the think tank was an effective consequence for the misconduct of senior students. Staff reached the same conclusion and consequently the think tank is only used for senior students who have behaved in a negative way for the first time. Staff have put in place a range of other consequences for senior students to address serious or regular misconduct. Practices that have been successful in working with senior students include: personal counselling and contracts, after-school detention and the withdrawal of privileges.

Children in Te Puawai Whanau and the middle school syndicate were more supportive of the think tank. Some of the children who reflected on their own experiences of the think tank felt it had helped them to change their behaviour. However, some children still felt it is not helping those children who receive think tank as a consequence regularly. Students noted:

· Yep because I just think about what I have been doing.
· You have to fill out a sheet so the teacher knows that next time you will try to get it right.
· I reckon because some people get on it a lot of the time, like [child’s name] and well the bad thing is that if you get too many bad things on your school report then you won’t get a good job and then you won’t be wealthy.
· It helps some people, when I was on it, it helped me and I don’t go on it much now, it only happens about four times, I just think about the consequences.
· Yeah. Because sometimes there are mean people in there and they help mean people because their teacher works with them, works on their behaviour.
· I like think tank so that you learn stuff like not to be naughty.
· Learn from your mistakes.
A record of think tank is kept by staff. This enables staff to identify students who are regularly misbehaving or a pattern in children’s behaviour, eg fighting as a result of rugby. (This record-keeping is discussed further in section 11.)

time out – Time out is an informal practice whereby children are provided with the option to remove themselves from a conflict situation and sit on their own to calm down and reflect on their behaviour or choices. Time out can sometimes mean sitting outside the classroom, going to another class, going to the library and, during lunchtime, sitting somewhere on your own. Children can choose to take time out if they are feeling angry or want to take some time to be on their own and think through a situation. Teachers operate different time-out systems. One teacher provides her students with ‘escape hatch tokens’ which children can show her (so they don’t have to communicate when they are angry or upset). Then they are free to go to the designated time-out area to be on their own. It is really an opportunity to dissolve a potential conflict situation. 

detention – Detention is a consequence of misconduct in the classroom. Staff members noted that detention is for more serious issues than the think tank or time out. Children were also aware of this as detention is completed after school and they are required to get permission from their parents. Very few students discussed detention.

rewards for positive behaviour – There are three formal rewards given to students for a range of reasons, including modelling positive behaviour. ‘Token treasures’, ‘kid of the week’ and ‘golden kid’ are rewards staff give to children on a random basis, although they try to ensure each child receives one of the awards at some point during the year. Students are rewarded with certificates from the principal, small gifts and the opportunity to be acknowledged for their efforts. 

Children did not discuss the rewards system in the focus group discussions. 

Teaching staff and the principal also use informal reward practices. One staff member described her in-class reward practice whereby children work in groups and earn points for positive behaviour. The groups are rewarded if they receive the most points. She also noted that, if a group wins a prize and a child has been on detention, they will miss out on the prize. Another staff member noted using free time and class games before lunch. 

practices for serious and repeated misconduct – Wilford School has developed a range of practices to deal with repeated instances of serious misconduct among its students. As children have noted, the think tank is not effective in dealing with repetitive misconduct. Staff are also aware more serious consequences are required to help these students. Furthermore, consequences need to reflect the seriousness of a student’s misconduct. 

The following practices are used in instances of serious or repetitive misconduct:

· restricted play area

· letter home to parents and parent meetings

· removal of privileges
· one-on-one sessions with the principal or teacher

· referral to the Resource Teacher in Learning and Behaviour (RTLB)

· stand-downs.
Restricted play area: If students are unable to behave appropriately within the playground and have received a number of sessions in the think tank, they will be removed from the playground to an area on their own. Alternatively, they will spend their lunchtime in a classroom or take their break at a different time to the other children for a specified time. The children in the focus group sessions who had received this consequence acknowledged it is a serious consequence; they find it boring, and it makes them think about their behaviour. 
Letter home to parents and parent meetings: If students are regularly receiving sessions in the think tank (three in a term), they are required to write a letter to their parents explaining how they have been behaving and what choices they should make in the future. If behaviour problems continue, the principal will invite parents in to the school to meet with their child and the classroom teacher. Staff noted this consequence is effective because it requires the children to be responsible for their behaviour in explaining to their parents what has been happening at school. But at the same time, the child is supported by people who care about them and a plan is put in place to help them change their behaviour. This can sometimes involve the teacher, the child and the parents keeping a notebook/diary of comments about each day and the progress made.

Phoning parents and meeting them as a consequence, that will stop them. All of a sudden when mum and dad come in and everyone is involved, the child as well, what a difference it makes. (Staff member)
Removal of privileges: In the senior school, students who use violent behaviour are not allowed to go on the next school outing. They are required to remain behind at the school and continue working with another class. Staff believed students take this consequence seriously as they dislike missing out on fieldtrips and special events. They noted students who have received this consequence have usually only received it once and then they have worked hard to change their behaviour. 

Senior students agreed with staff that this is an effective consequence for misconduct. 

The best punishment is to miss out on things, because if you miss out on things like the trips then you think about it, your behaviours. Because if it’s in your own time, lunchtime you don’t have to work, but when you go on a trip it’s in school hours and you miss out you have to go with another class and that’s boring. (Senior student)
One-on-one sessions with the principal or teacher: Some children work one-on-one with the principal or teacher to try and change their behaviour. This usually requires discussions with the principal, the development of a plan and daily support from the principal in putting this plan into action. (See quote from principal in 7.1 Glasser techniques, above, for more detail.)
Referral to the RTLB: Referrals are made by teachers to the RTLB for help with students who have learning or behavioural problems that are ongoing, and where strategies put in place by the school have not been successful. The RTLB observes the child and helps the teacher to put in place strategies for change.

Stand-downs: The principal noted that on occasion she stands children down, which involves them staying home from school for one to three days at a time. She stated that this is a last resort and children understand this means the situation is getting very serious. Stand-downs would usually be used in instances of serious violent behaviour or ongoing serious misconduct. 

Occasionally I still have to stand down children, which works well because they know that is serious. Everyone in the school knows what a stand-down is about and for. I haven’t suspended anyone for well over a year or maybe two years. Stand-down is one to three days, its reflection time about what they’ve done, you can say to the other children in the school “we don’t tolerate this and that if you are putting other children in danger then you can’t be at school”. The parents need to be involved and take some responsibility. Then when they come back there is a programme to ease them back into their class and the playground. So it is really a message that this is getting pretty serious. Kids here want to be at school; they hate having a stand-down because they don’t like not being at school. So I do use it occasionally at the end of the line. (Principal) 
7.9
Practices that promote positive relationships among staff
A range of practices are in place to promote positive relationships among staff. Many of these practices are in the form of professional support for staff to ensure they are equipped to carry out their job in line with the school culture. Other practices are to ensure staff are able to connect with each other on a personal level to share and to celebrate their own life events (for example, staff birthdays are celebrated with a home-baked cake at morning tea). The principal stated:
We do lots of things with staff to keep them happy, buoyant and appreciated. You have got to appreciate staff for them to appreciate each other and for them to appreciate the students. Sometimes it is really hard when a child is pushing their buttons to remain positive. But I say that no matter what happens, what the child’s doing, if you lose it and get negative you have undone all that positive relationship stuff. … So we need lots of support in place for teachers to be able to manage the situation well, keep them calm and keep their cool. (Principal)
In terms of professional support the school has a mentor system, which places experienced teachers alongside new teachers to foster collegiality and provide opportunities for relationships to be built among the staff. The school offers staff regular professional development opportunities. Often these are run in-house by a member of staff. These sessions enable staff to learn together, share experiences and expertise, and also to learn new skills related to relationship building. 

The school works hard to ensure the staff have a say in decision-making. The external professional noted that in 2002 the school worked on opening up its staff meetings to ensure staff could have more input.

The fact that they do say what they think and they do have an opportunity to do that, many different forums to do that. They have opened up their staff meetings more, more discussion, staff have more control and input into what’s happening so that decisions were made more collegially and I think that has a big impact on whether staff get on-board … Staff are talking, being involved rather than being passive, rather than the management team coming up with the solutions, they are putting the problem to the staff, how can we solve this, then the management team make a decision. (External professional)
7.10
Practices that promote positive relationships with parents
The school uses a number of practices to develop positive relationships with parents. Some that were mentioned by adult participants include:

· literacy evening classes

· parenting skills evening classes, led by parents with the support of teaching staff

· parent evenings to introduce the MHS contract, PPR and the school guidance counsellor

· parent questionnaire for the MHS contract

· regular school newsletters.

The most successful of these practices in terms of fostering the school culture has been the parent evenings hosted by the school to inform parents of the PPR programme. These have been very well attended by parents and have provided an opportunity for parents and teachers to come together and work towards meeting the school’s vision and to develop the school culture. The chairperson of the Board of Trustees attended one of the parent evenings as a parent of the school. He noted:

The parent evening was a good practical display of PPR in action. Through role playing it showed how peer mediation resolved a playground dispute effectively. (Chairperson, Board of Trustees)
Despite the efforts the school has made to involve parents in the development of the school culture, it remains one of their main challenges
. The participants noted the school does have strong relationships with parents in relation to children’s learning. The staff and principal are very approachable and provide opportunities for parents to discuss their child’s learning or behaviour. The chairperson believes these relationships are effective as parent concerns have not needed to be dealt with by the Board. 

We continually encourage parents if they are concerned about anything to talk to the person who can make a difference, in many cases this is often their child’s teacher. If they are unhappy with the outcome, they are encouraged to go and see the principal and get it dealt with at that level. Good communication is the key. (Chairperson, Board of Trustees)
8
The role of people in developing the school culture

I would say what makes the school go well in any new programme is the principal backed by a good management team, good parent buy-in and a supportive Board. (Chairperson, Board of Trustees)
All members of the school community have a role to play in developing the school culture. As the school culture is a reflection of the people within the school, it is crucial everyone is on-board in creating it. Ownership is crucial to the success of Wilford in achieving its positive school culture and ownership comes about through involvement. To co-ordinate the involvement of the school community, the principal has taken on a role of over-seeing the development and implementation of the PPR programme. She is supported in this role by the management team and staff who have the key responsibility of implementing the changes to develop and maintain the school culture. Of central importance is the role students play in developing their school culture. As part of the ethos of the school is the theme of self-responsibility. Students have a significant role to play in ensuring their behaviour fits with the school culture and in supporting others around them to behave appropriately through developing positive relationships. 

8.1
Role of students
Student role is to take responsibility, accept consequences and be part of the total process as well, ownership. If it’s a top-down thing it’s not going to work, they have to be part of it. (Principal)
The students at Wilford School have many roles in developing the school culture. These roles include:

· Development of culture

· Ongoing maintenance of culture.

development of culture – A key to the success of this school in achieving its positive school culture is the ownership of the culture by its students. At the outset children were involved in developing the school rules, which are regularly revisited and altered to fit with what students and staff feel is important to ensuring Wilford remains a safe yet challenging learning environment. 
Children also develop a charter for their classroom each year to outline how class members will behave in the class and how they will interact with each other (including the teacher). Much of this is focused on respect and related to the school values.

A further role is their input into class meetings to provide feedback and ideas on the general day-to-day running of the school. The principal described this role as follows:

The other part is the class meetings that we had for a few years. Where once a week they would meet and the school councillors from Year 8 would actually chair the meeting and the children were asked you know “what’s happening in the school, what do we really like, what don’t we like, what can we do about it, what are the things we want to change” and then the councillors would come back and meet with me once a week and we would brainstorm what we’ve got and then look at solutions and things we could do to change things. The reason we are not doing it this year is because it began to be a bit old-hat. It began to be the same things every year that the children were identifying and nothing new was coming out of it. (Principal)
This was an effective way of giving children ownership of what was happening in their school, a hand in changes that were made and a say in how the school operated. Children are provided with numerous opportunities to have a say and they are listened to. Examples of this include children’s involvement in developing the school rules and their classroom charters, their involvement in informing the parent community about the PPR programme, their role as peer mediators and school councillors and their role in taking responsibility for their behaviour. The principal provided an example of how the class meetings had effectively facilitated children’s ownership of an important issue to the children – school lunches. 

One of the major things it resulted in was a student project to change the school lunches, which they didn’t like, and we had lots of complaints about them. They had to do the whole thing; they had to research who sold lunches, who would deliver, what were healthy lunches, they had interviews with dieticians, they did the whole thing and changed our school lunches. The next one is probably going to be uniform. So it wasn’t so much with the behaviour but it is still school culture, ownership. (Principal)
ongoing maintenance – The principal noted the students are very effective at checking that each other’s behaviour is in line with the school rules or their class charter. The children help each other to maintain the school culture and learn and play in line with the school values. The principal noted: “That’s the key. If students can tell other students and help other students it is much more powerful than teachers doing it.” Additionally, children play an important role in inducting new children to their school and in helping them to fit into the school culture. 

We have quite a transient roll, about one quarter of our children are transient. So when we get a new person come into the school and they start behaving in a way that our children look and say “we don’t behave like that at Wilford School, we are not allowed to do that, that’s not what we do” and so they are really, really good at saying that and also very good at buddying up and saying “if you calm down you won’t get into trouble and then this will happen” and then they actually take over that teacher role. (Principal)
During the time the researcher was undertaking fieldwork in the school the children had spontaneously decided to commit to keeping their playground free of litter. The principal stated: “Right now they are in the process of keeping our school environment litter free. They are self-motivating; at lunch time they came to the staff room for rubbish bags. They don’t want any litter in their playground. That’s been self-generated.” This work being undertaken by the children to maintain the school culture (in terms of ensuring they have a safe and clean environment to learn and play in) also came through in the focus group sessions as a lot of children spoke of litter and rubbish as making their school unsafe. 
Children also have a formal role in ensuring behaviour fits with the school culture. Senior school students are invited to take on the role of peer mediator. This is an important role that is one of the key practices within the PPR programme. Peer mediators are trained to help their peers in solving conflict situations. The principal stated: “We train all the children in the middle and senior school to be peer mediators. Not just a few. Everyone has those mediation skills and also for them to go and role play around the classes so they can practice and see it live.”
While all of the children in the middle and senior schools have peer mediation training, a select few are formally given this role within the school. They operate in the playground during lunch and play breaks and are identifiable by a blue bib. The peer mediators do not monitor behaviour like a duty teacher; rather they make themselves available to children who want to solve a conflict or dispute. The peer mediator acts as a facilitator for the children, letting each communicate their feelings and ideas for resolving the problem. They then help the children to decide on the best action to take and let the children resolve the issue. 

The peer mediator acts as a resource to help them make a choice about resolving the issue. Peer mediators are a well-used resource. In talking with one senior student while working as a peer mediator during lunchtime, she told me she can expect to work with four to five groups of children during one lunch break. 

Children who participated in the focus group sessions were all aware of peer mediators and their role. They saw them as an important factor in making their school safe, as a reliable source of support in dealing with bullying or inappropriate behaviour and an effective means of resolving conflict situations.

Senior students can also be elected by their peers to be school councillors. This is seen to be the most prestigious role within the school and children are keen to become school councillors. This is a leadership role and it is important these students act as strong role models for their peers and the rest of the student body. School councillors act as the facilitators in gathering student opinion about new initiatives or areas of concern. They also have an important role as classroom monitors during wet lunchtimes where they help to ensure classrooms are safe places for children to be. 

A further example is the buddy system that is operated with new fee-paying international students. Staff noted these students have come from very different cultures and some have been used to using violence to settle disputes. 
When international students are enrolled in the school, staff work with their parents to ensure they are aware of what is acceptable behaviour within New Zealand schools, and in particular Wilford School. In addition to this, a student at Wilford provides support for the new student as a buddy. 

8.2
Role of the principal
The principal has oversight of the PPR programme and provides opportunities for her management team and the staff to initiate changes, to lead and review components and to report on the effectiveness of the programme. The principal also plays an important role in maintaining the enthusiasm and commitment to implementing the PPR programme to achieve the ‘positive school culture’. To do this she is continually searching for new material and new components to add to the PPR programme to keep staff and student interest levels high.
The principal also plays an important role in working with children who have significant behaviour management issues. She works one-on-one with some students whose behaviour is not fitting with the school culture on more than one occasion. 

I have a very high profile as support person, I don’t know what other principals do but I spend a lot of time with groups of children and there is always a core group that are at risk, I spend a lot of time with those children, personal time. (Principal)
Very strong guidance is needed, which Judy provides. We are very clear about what out roles are, we're very supported in what we do but I do think Judy takes a huge role and all credit to her for that. (Staff member)
8.3
Role of staff
The staff of the school are an important group when it comes to implementing the PPR programme. In describing the staff Judy stated:

Committed and hard working staff. The staff we have got are just amazing, hugely full of energy, strength and commitment to children. I just think I have got quality staff here, real quality staff, and that’s not just the teachers it’s the whole school, support staff as well. Really excellent, this year it’s just fantastic. (Principal)
The staff undertake the day-to-day work in developing and implementing the PPR programme to foster the school culture. Wilford School has a dedicated management team made up of the deputy principal, assistant principal and a senior teacher. This team:

· supports and guides the teaching staff in implementing the PPR programme

· supports and provides advice to the principal in developing the PPR programme and in reporting on issues for consideration

· provides opportunities for staff to feed into the development of the PPR programme

· makes decisions on the development and implementation of the PPR programme

· leads areas of new learning/professional development.

[PPR] needs one person with the vision and drive along with her management team that is also committed to what's happening and that's what happens. (Staff member)
The staff are fundamental to the success of developing and maintaining the school culture. In the first instance, they act as role models to the children who pick up on the way they behave and the nature of the relationships they have with other staff and students. Secondly, they are responsible for the consistent implementation of the behaviour management system. Staff act as duty teachers, operate the think-tank room, manage behaviour in their classrooms through the effective use of warnings, time out, detention and engagement with parents when required. Teaching staff also have the responsibility to incorporate the school rules, values, theory and practices that underpin the school culture into their classroom teaching. Teaching staff do this in different ways and in relation to the capabilities of the children they teach. For example, some teachers promote positive relationships through group work and co-operative learning, some foster responsibility through giving children particular roles within the class, and some teachers hold class discussions to work through problems affecting the children in their class.

The teacher’s role is to implement and contribute to the whole process. I mean I can’t implement it, they have to, I’ll do some, and I’ll be a support person. (Principal)
8.4
Role of the Board of Trustees

With a governance role, Board members have not been actively involved in developing or implementing the programme to support the school culture. However, the Board does have an important role in the following areas:

· To come up to speed with the culture of the school and the approach taken to develop it, and to be informed and aware of the PPR programme.
· To be committed to the same culture, to back up the principal and staff in developing it, to support the school in developing its culture, in developing and implementing the PPR programme, in the approach to behaviour management, and in undertaking new initiatives, eg the MHS contract.
· To provide financial resource when required.
· To be involved in the MHS Hau Ora Committee.
· To be involved as parents in school activities/events.

The current Board of Trustee members were all appointed towards the end of 2001. The following discussion of Trustee roles draws on interviews with the current chairperson, the principal and staff of the school.

On their induction, the Board members were informed of the components of the PPR programme being created and implemented to support the school. This was largely achieved through the principal providing an update on the PPR programme and any issues arising from this at the monthly Board meetings. In addition, the chairperson and the principal meet once a fortnight at which time behaviour management issues are raised if they are of concern. Board members attended a parent evening designed to inform the school community of the school culture and the PPR programme. 

The school has made a significant effort to ensure their Board members are aware of the school culture and the approach being taken to develop and maintain it. In addition, the Board members have been proactive in informing themselves and in engaging with the work the school is undertaking. For example, the chairperson has read the documentation kept by the school about the PPR programme, including background material on the Glasser theory that underpins it and the components of the behaviour management system. 

I took the PPR folder home to read up on it and through regular meetings with the principal have come to understand the PPR programme and how it relates directly with school life. The PPR work is well-documented, it’s important to show all the steps that go with it, including professional development for teachers, etc. (Chairperson, Board of Trustees)
Crucial to the success of Wilford developing its ‘positive school culture’ has been the support of the Board. It is important the Board has a strong understanding of the ethos of the school and is in agreement with the type of culture being developed. 

I think you need strong commitment from the Board to follow it through in whatever capacity is required from them, and it may not even be financial. At the end of the day the principal needs the confidence to step out and implement this programme knowing they have full support from the Board. (Chairperson, Board of Trustees)
As Wilford is taking a whole-school approach to developing a positive school culture it has been imperative the Board supports and operates in line with the school culture. A key to the success is informing Board members and ensuring they are working towards the same vision for the school. A positive school culture must be a shared culture which all members of the learning community are working towards. Sometimes people may not hold the same values but they are still able to operate within the value set the school holds to. 

The principal stated it is: “hugely, hugely important … that the Board of Trustees share the same set of values and beliefs and understand what is going on in the school … The Board’s buy-in and support is essential.”
We are very supportive; I think because we can see the changes, the difference PPR makes in the lives of our children. I see evidence in my own children; they feel happy and safe at Wilford. Even before I was on the Board my children would come home from school happy, and you could sense that this school had something different about it. (Chairperson, Board of Trustees)
This shared vision and understanding of the approach being taken means the Board members are familiar with the work staff are doing and they are able to understand the stresses of staff and recognise significant achievements. Both the principal and staff members felt the Board is very supportive of the work they are doing to develop and maintain the school culture. The Board also have an important role within the broader learning community acting as advocates of the school’s approach with other parents.

They understand the difficult job the staff have, they are happy to celebrate with us about our successes, they can talk to other parents about “this school is special and great because and in this school this is what happens …” you know, and they feel their kids are safe and happy and they spread the word and people listen to them because they are a Board member. (Principal)
As the Board are responsible for the financial running of the school, they also provide financial resource to support the principal and staff in further developing the PPR programme or in helping particular children with behaviour management problems by funding assistance from external professionals. Importantly, the chairperson noted the PPR programme has not required a lot of financial backing as much of the work is done in-house and within the current resources of the school.

Finally, one Board member was an active member of the Hau Ora Committee which was responsible for driving the MHS contract within the school, and Board members are also very active in the school as parents. 

The chairperson noted that supporting the school culture and the PPR programme has not required a significant amount of time or effort from the Board. He noted this may be because the PPR programme was well-established by the time this Board was appointed. However, he also believes it is primarily operational and mainly requires the Board to understand the approach and to support the school staff in implementing it through approving their involvement in new initiatives, and providing financial and moral support. 

From a Board perspective it’s not tedious; it’s basically self-perpetuating from our point of view. We spend very little time talking about it which means it’s working. (Chairperson, Board of Trustees)
8.5
Role of external professionals
External professionals have made an important contribution. They have often come into the school with little knowledge of the PPR programme and been able to provide an outsider’s point of view along with expert opinion on issues they are well-read on, or have experience with work in other schools. The principal states: “External professionals support and provide an outside view and rigour to what we are doing and backed up by research. They do tell us what we are doing well.”
External professionals have come into the school to help deliver some of the programmes (Cool Schools), to facilitate some of the contracts (Mentally Healthy Schools) and to work with parents (Home and School Partnership)
. As well, external professionals such as RTLBs have been important in helping the school to deal with the behaviour of particular children. When asked whether having external professionals coming into the school to contribute to the PPR programme has been effective, the principal states:

It’s good because I can preach whatever I like. I drive this, I am sure that I drive this and lead it, but it becomes like, “she thinks that, the principal thinks that but what about the rest of the world”. It is really powerful to bring other people from outside in who say the same thing in a different way. So we have done a lot of that, we’ve had School Support Services, Special Education, Peace Foundation in the early days. Last year the BEST team from RTLBs and Special Education, who deal with really difficult cases, helped us with one child but it actually spun off to the whole school … One child was being resourced by the BEST team but as a result of the discussions with the teacher and the BEST team, and parents and other support people, RTLBs, the middle school, once again the syndicate leader decided to develop a resource for the whole school, which was a really great pay-off. (Principal)
One external professional who was involved in the MHS contract was interviewed in this case study. Her role was to facilitate the Hau Ora Committee that developed the current vision, goals and evaluation for the PPR programme. This was an important contribution and is discussed in section 6.

8.6
Role of parents/community
While the parents and broader community do not play an active role in the implementation of the PPR programme, their support of the programme and the culture is important. Their support has been sought through informing them of the programme, seeking their input on particular issues, having parent members on working parties, holding education opportunities in the school for parents, and involving parents in their children’s learning and behaviour management within the school.

Our parents, I mean there are some who will get on-board who work a lot with the school and actually know what’s happening here now and some that don’t come near the place and won’t. Some that are interested and some that aren’t. We do a lot of work with families under stress or in conflict; they often will come here to the school first and I will refer them on and support them to other agencies. We are not a ‘social agency’ but I can certainly support families in crisis and point them in the right direction. We also run parenting courses, parenting skills over the years.

When we first started the PPR, we held a huge, big parents’ evening, expo and had the biggest and best turn out we have ever had. What we did was set-up different booths around the hall and we had the public health nurse and the RTLB and all these different people had stands around the hall. The parents came in and the kids did role plays of conflict resolution, we showed videos around behaviour, different people spoke to the parents, we got parents into groups to do activities and it was great, highly successful. That was about a year after we introduced the PPR and so the community all understood what we were doing. We have had another meeting like that last year but we didn’t have nearly the same turnout, but the people who did come said it was very useful and really informative. (Principal)
Wilford is planning an exhibition in the community this year to increase the profile of the school, to inform people of the PPR programme and the school culture, to share ideas about promoting positive relationships and to celebrate the school’s successes.

9
Outcomes

The time the school has invested has paid dividends. We are not running around the playground putting out fires, or spending time on parent complaints. (Chairperson, Board of Trustees)
The ‘positive school culture’ and the implementation of the PPR programme resulted in a wide range of outcomes for the school. While the PPR programme underpinning the culture focuses on behaviour, it has an impact on children’s ability to learn through helping children to behave in a co-operative, proactive and positive way. This in turn creates a stimulating and safe learning environment for all. The focus on the value of respect within the school has resulted in children accepting each other’s differences. This means there is less negative behaviour related to difference whether this is on an ethnic basis or how someone looks to what they can afford to wear.
In general, the main outcome has been a shift in children’s behaviour from regular instances of anger management difficulties, which resulted in violence and inappropriate behaviour, to the use of alternative means of dealing with anger and positive relationships among children.

Probably the incidence of anger, real angry outbursts is very small now compared with what it used to be. Half of the children that had those problems now don’t have them but there are still a few core students who occasionally do. There certainly is movement because instead of it happening, maybe every day five years ago, and three years ago every week, its happening maybe once or twice a term as an incident. So it is getting smaller and smaller and the incidents aren’t as bad. (Principal)
Another outcome of the positive school culture and the work that has been done to develop positive relationships among children is that the school is confident when they take classes into the community. The staff know the children will model the behaviour that is accepted at school, which will ensure they respect the people and places they visit. 

We know that we can take students out of the school anywhere and they will behave impeccably and we get lots of feedback. Before we wouldn’t have, we would have taken them but “oh something is going to happen or they are going to let the school down or let the class down”, but now it never happens. (Principal)
The staff and chairperson believe the school culture has created an environment where children can learn. They believe this is a result of children being responsible for their actions, learning to resolve their own conflicts and developing positive relationships with their peers. This allows children to learn in a safe and co-operative environment.

Learning is able to take place. We have got the parameters in which this can happen. (Staff member)
It promotes a happy and a tolerant school. The spin offs are that children regardless of their background, regardless of their culture feel secure in themselves and are able to become effective learners. I see with my children, they are happy and are growing up as tolerant individuals, and respectful of other people and other cultures. (Chairperson, Board of Trustees) 
A further outcome for the whole school has been an improvement in cohesion across the different syndicates. 

You don’t see the huge division between the children. You go into some schools and the juniors are here, the middles are here and the seniors are here and never the twain shall meet. You don’t see that here. Walk around the playground and you’ve got all sorts of people playing with other people and there is no particular defined areas. There’s nothing to stop the children playing with whoever they want. There’s no “go away, you’re a junior”. (Staff member)
The chairperson also noted the positive relationships between the students and teachers has resulted in a more collegial school where everyone is working together to achieve the same goal – wellbeing.

When you empower a child to be responsible, you take away the ‘us and them’ mentality. Teachers are actually giving children the power to make decisions and to be accountable. I believe teachers aren’t being seen by the children as holding the big stick in a punitive role but more in a supporting capacity helping them to find a resolution. (Chairperson, Board of Trustees)
9.1
Outcomes for students
There have been positive outcomes for individual children and for the student population as whole. All students have been given the opportunity to learn conflict resolution skills, mediation skills, how to develop and maintain positive relationships, and to be responsible for their behaviour. Individual students have learnt to deal with their anger management problems and choose alternative means of resolving conflict (rather than violence). This has created safer classroom and playground environments for all children.

You are actually getting the children to start working things out and be responsible at an early age. I think these are great skills and abilities that will last our children a lifetime. (Chairperson, Board of Trustees)
change in behaviour of students with anger management problems – Many children who had anger management problems have been able to learn new ways of approaching anger, strengthened their relationships with their peers and been able to focus on learning. The principal noted that these students also become excellent role models for other children as they have experienced first hand the results of changing their behaviour and are familiar with the process for achieving this. 

We have a number of pupils in the school that have had anger management problems and turned themselves around and they are the very best at helping other children who have a problem. I see them all the time just spontaneously putting their arm around them, and saying “come with me, come with me, move away, move away”, rubbing their backs and saying “calm down”. They know, they’ve been there and they’ve learnt. (Principal)
Working with children who have ingrained anger management problems remains one of the school’s challenges, but the principal believes it is also an area where the school has achieved some good outcomes. When asked what she thinks makes the school unique, the principal stated:

I think we are having these successes with these difficult children, in particular. Whereas maybe there are some other schools that aren’t because we get these students from other schools and they haven’t been successful. We can turn those students round. (Principal) 
The chairperson of the Board of Trustees agreed:

I have seen some children change dramatically, coming from a hard background, they have been shown respect, given a chance to be accountable and they’ve thrived … some of these children may have missed out at other schools, and could have fallen between the cracks, these children are now developing well. (Chairperson, Board of Trustees)
The staff members also discussed working with senior students who have difficulty fitting into the school culture as a result of their lack of social skills. This often results in them ending up in conflict situations and using violent behaviour to resolve them. 

One child originally had no social skills. I trained him as a peer mediator this year, he’s not totally turned around but he has come a long way from where he was when he arrived and he is one of the most delightful students. (Staff member)
The biggest thing is seeing these kids who have turned around. I think that has a big influence on the younger ones. Seeing these big guys who were pretty cool looking and had made quite an impression on the younger ones and to see them behaving properly [had a big impact]. (Staff member)
In terms of outcomes for the whole student population, interviews and focus groups indicated the following outcomes:

· Improved capabilities to resolve conflict.
· Student safety.
· Reduction in negative behaviours.
· Developing leadership skills.
· Academic achievement.
· Positive relationships.
· Increased attendance.
· Inclusive environment.

improved capabilities to resolve conflict – The principal noted that, through developing student’s social skills and teaching them about conflict resolution, they are now skilled in solving their own problems.

Students don’t hold grudges here. They can be worst enemies one minute but half an hour later they put their arms around each other and it’s healed. They say to me I don’t know why you’re still talking about this, we’re fine now. He’s forgiven me. (Principal)
Another strength of the school is that the students have actually learnt how to deal with their problems, they sort it out themselves. (Staff member)
My five-year-olds, if they come to me with a problem I will say now go back and see how you can sort it out, and they can. (Staff member)
student safety – In terms of the whole student population, the school is a safe and challenging learning environment, where all children are respected. Student safety has been an important outcome. The principal noted there has been a big shift from her early years in the school to the current situation. Violent behaviour occurred regularly and stand-downs and suspensions were a common practice, whereas the current school culture fosters an environment where violent behaviour is rare and stand-downs are only used in extreme circumstances.

Students feel safe and they know they are listened to. They are absolutely secure in what’s acceptable and what isn’t. They know, I think they know that there are things in place to deal with problems, although they might not always think it’s fair. But I will say to them well the world isn’t fair, that’s the reality. It’s a place where teachers really care about them and they know that. It’s a place where they have a lot of opportunities to do a lot of different things. They are doing very well academically. (Principal)
reduction in negative behaviours – The term ‘bullying’ is not used at Wilford School. This term is seen to be emotive and easily misconstrued. Instead, staff use more specific terms to describe the actual behaviour that is inappropriate rather than grouping all negative behaviour under the term ‘bullying’. 
In terms of negative behaviours, the principal and staff believed the incidence and severity of these behaviours has reduced as a result of the PPR programme. 

Asserting oneself and getting ones needs met in negative ways is part of childhood and growing up; you can never eliminate it entirely. If these behaviours were never bought to our attention I would be concerned and think what’s going on here. It’s the level of undesirable behaviours that has changed. Like they are throwing a piece of bark instead of a full on fight. Yes we look at the number of children that have over three major incidents and it used to be like five years ago 20 and now it’s about two a term. (Principal)
The Board of Trustees’ chairperson agreed. He has received no complaints about other children’s behaviour from parents during his 19-month term.

In 19 months being on the Board, there have been no complaints concerning violence. I see it as the PPR strategies are working as they tend to weed out and resolve any problems at an early stage. (Chairperson, Board of Trustees) 

The principal, staff and Board of Trustees’ chairperson all noted that some unacceptable behaviours do occur within the school (as in every school) but that the school has developed an effective and consistent response to it and a culture where inappropriate or antisocial behaviours are not tolerated. 

I am not saying that we don’t have problems, but what I am saying is that when we find out about negative behaviours that upset or hurt other students, we have got no time for that [we don’t tolerate it]. (Staff member)
The students interviewed (17 students) indicated a strong awareness of what behaviour is inappropriate at their school. They noted that sometimes inappropriate behaviour is used by some students in their school, but this usually only occurs after school, outside of the school grounds or on the field. They agreed most of this behaviour is carried out by a small minority of primarily senior boys: “There are some people in the school that don’t behave well when there is a problem, mostly because they are not sorting it out with the peer mediators.”
The chief causes for violent behaviour were disputes during rugby games and as a result of name-calling escalating to inappropriate behaviour. All students agreed these behaviours do not occur in the classroom or near the staffroom.

Most children in the focus group sessions believed violent behaviour was under control and there was not very much of this now. They attributed the control of violent behaviour to the actions of particular teachers and certain consequences.

· Yep because no-one bullies anymore, all the things like think tank and strict teachers.

· Sometimes some kid breaks the rule like how we are not allowed to play rugby.

· Yes because by telling them off and putting them in think tank … the peer mediators send them to their class and tell them not to do it again.

· No, the bully that used to bully me was [child’s name] but now he’s, I’ve made friends with him, but now it’s [different child’s name], he’s got issues.

· Some people its stopping and some people its not.
The principal believes one of the key factors in dealing with unacceptable behaviours in the school has been to create a culture where it is expected that children will tell if they encounter behaviour they do not like, and it is expected that staff will deal with it promptly and consistently. Creating an environment where it was okay to tell stemmed from the Eliminating Violence programme implemented in the school in 1996.

One of the big changes that happened was children now think that it is OK to tell someone who can do something about their problem. It is now common practice to tell the teacher, myself or their parent, if they are feeling unhappy or unsafe at school. We then immediately do something about the problem. (Principal)
Even though there may be a few incidents, we always make sure they [students] are safe. Students are children who are developing, experimenting and testing the boundaries. You can never guarantee a 100% safe environment. You will have times when things will happen. But it is dealt with quickly and consistently. (Principal)
The chairperson of the Board of Trustees attributes the success in reducing violence to the emphasis placed on promoting positive relationships and self-responsibility.

[PPR] gets all of the children involved and when they realise this they start to become accountable and responsible for their actions. … I assume violent behaviour comes from frustration and insecurity but with PPR our children have a self worth which enables them to respect others and themselves. (Chairperson, Board of Trustees)
Additionally, staff noted that children have also played a role in reducing the incidence of intimidation, or verbal or violent abuse, as they support each other.

Other kids will tell each other off or stick up for each other, or if something has happened as a result of an incident you will see a whole lot of children looking after the child. (Staff member)
The senior students illustrated this when they were asked what they would do if a friend was being bullied:
· Help them, sit with them, keep them safe.

· Say he could go to the teacher, and if he’s too scared you could go for him, tell the teacher.

· Tell that other person to stop it.
Almost all of the children thought peer mediators were an effective means of stopping violent behaviour in the school or in helping children to resolve conflicts. They also felt strict teachers were important; these were teachers that act when they are told of threats or violence. They noted the following strategies in dealing with unacceptable or threatening behaviour.

· Peer mediators.
· Strict teachers – they are really hard, they discipline the kids, they keep you in and they send you here [think tank], they make sure you don’t break the rules.

· School councillors – every Friday when it’s raining the councillors come into our classes to look after us while the teachers are doing something.

· They stay away from us and we stay away from them.

· Sometimes we have to calm him [child in focus group] down, like get him a drink of water and then we tell the teacher … we just settle him down.

· Sometimes they get their parents and have a meeting.

One student suggested that, if the staffroom was in the middle of the field or if there were three teachers on duty, there would be no problems. But other children did not want this to happen. They felt their freedom would be taken away and teachers would get them to pick up rubbish and they couldn’t enjoy themselves. 

Even though they would stop the fights they come up and go oh well can you pick up that, pick up that rubbish, put your shoes on. (Senior student)
When asked if she responds to unacceptable behaviours in a different way now, the principal noted:

I certainly can see it for what it is now, I can distance it from me which is what I want teachers to do. I mean there is no tolerance for it, I won’t accept it. I suppose the way I respond to it is in a positive way rather than a negative way. Students, other students have to feel safe, and I won’t tolerate it but once the situation has been diffused I need to work on that student to get them to change, rather than focus on punishment. So instead of punishing, which often results in resentment, I am looking at consequences and responsibility. When we have decided on a consequence I will always ask the student if they think this is fair. If they don’t we will keep talking. (Principal)
developing leadership skills – The chairperson of the Board of Trustees noted that children are given opportunities to be role models and learn leadership skills in the senior school. He noted the peer mediator and student councillor roles and believed these opportunities are important and teach children vital life skills. Additionally, students generally wanted to take on these roles. Almost all of the students in the focus groups wanted to be a school councillor and thought this was an important role. Students were divided in their desire to become a peer mediator. Some students wanted to be peer mediators or enjoyed being peer mediators as they could help others solve problems and keep the school safe. However, other students did not want to give up their free time to undertake these duties and also thought it could be a difficult job if other children didn’t listen to them.

academic achievement – The positive school culture has also had an impact on students’ academic achievement. While this is not formally documented and the link between the school culture and academic achievement is not based on hard evidence, staff believe the school culture has provided an environment where all children can learn. The culture also encompasses a strong belief that all children can change behaviour detrimental to their learning or the learning of others and achieve academically. Additionally, students’ literacy and numeracy has been improving at Wilford during the time the PPR programme has been going. The school culture and the PPR programme have improved the academic achievements of particular children who were experiencing anger management problems. These children are now able to deal with their anger effectively and focus their attention on learning.

Student achievement, well that’s what we are on about. Student achievement has gone up in all areas and literacy in particular we have had some amazing results. (Principal)
positive relationships – An obvious outcome of the school culture is the positive relationships that exist between students and also between students and staff. These relationships are characterised by respect and co-operation. According to the staff, visitors to the school comment on the connectedness of the school, the way students hold doors open for teachers and vice versus. The principal noted the difference in the cohesion of the school:

When I first came here there was huge division between the senior and junior school. Junior school teachers were terrified of senior school students. We have broken that down a lot. Students and teachers interact a lot more freely and respectfully.

increased attendance – The principal and the staff commented that the children really want to be at school and they dislike having to take days off for illness. The school is a safe and challenging environment which children feel part of and they do not want to miss out on learning and interacting with their peers. 

We don’t have non-attendance problems; if we do it is usually a family problem. We used to have this – we had some students who didn’t come to school. But now they really want to be here. Some of our more at risk children never have the day off because this is their security, whereas home isn’t. (Principal)
I have personally had children who in previous years have had dreadful attendance and now come almost all the time. I think they have a feeling of security and they want to be here. (Staff member)
We rarely have someone who doesn’t want to come to school … the parents know that it will get sorted out and they are very happy to come and get it sorted out whether it’s to come and talk to you (teacher) or the principal … the school will take note and deal with it. (Staff member)
inclusive environment – Wilford is an inclusive environment which is borne out of a healthy respect for difference. Children accept difference. In fact, staff believe they don’t even notice difference in people’s ethnicity, physical disabilities, shape, clothing, food and so on; it is just accepted. Similarly, bi-cultural relations are strong. The school has a two-classroom Māori immersion unit called Nga Puawai Whanau. This unit enables children to learn effectively in both English and Māori within a framework of Tikanga Māori. The principal notes:

The whanau group is an integral part of this programme. It has its own special culture of safety and support and students supporting each other and sometimes it’s a place that students who are having difficulties can go to. (Principal)
9.2
Outcomes for staff
The positive school culture has resulted in a number of outcomes for staff including:

· Staff collegiality – strong relationships among staff characterised by support and openness.
· Staff are supported to deal with difficult behaviour and conflict situations.
· Classroom management is easier.
· The playground is safe.
· Individual staff have improved their teaching practices, changed their values, developed improved methods of dealing with difficult behaviour etc.
· The PPR programme is supported by and fits into the health and physical education curriculum.
· Special events are easier to hold.

staff collegiality – The principal discussed the effort made to develop stronger staff relationships when she first began work at Wilford School. The practices used to foster staff relationships have continued and been added to over the years. They ensure the staff at Wilford School are a cohesive unit who share their experiences, successes and challenges and support each other in making sure Wilford School maintains its ‘positive school culture’ and continues to provide a safe and challenging learning environment for its students.

They are happy and they want to come to work … The staff are one, working together, that’s a big difference working together for the same goals, being consistent and huge support for each other and openness and honesty about where they are at and what problems they have, that honesty is really evident. (Principal)
As well, staff noted their relationships have been facilitated and nurtured by cross-syndicate interaction. The ‘Key practices’ section noted the ways in which staff built cohesion among students. These practices, however, have also helped build staff relationships as staff work together with their classes and share responsibilities. 

supported to deal with difficult behaviour and conflict situations – The chairperson of the Board of Trustees believes a key outcome for staff has been that they are supported by an effective student behaviour management system, backed by the principal and Board. When teachers are confronted with a conflict situation they know what steps to take and they know they will be supported in following these through. There is no uncertainty about how to act and staff feel secure everyone else is acting in a consistent manner, which will back them up.

I believe having PPR mechanisms in place to deal with conflict gives staff that added security of knowing they having the backing of the principal, the Board and the whole culture of the school to support them. (Chairperson, Board of Trustees)
classroom and playground management is easier – Staff members noted that, as a result of children developing positive relationships, working co-operatively and taking responsibility for their behaviour, classroom and playground management is easier. In particular, students are solving their own problems which has meant teachers can focus on teaching and in the playground only need to keep an eye out for serious conflicts. 

When I first came here and was out on duty there would often be a lot of children that would come to tell tales I suppose you would call it but since we’ve focussed on PPR its actually quite pleasant out there [as there are fewer problems and the children are solving them themselves]. (Staff member)
Even if they do come up to you, you can say “and what can you do about it?” and they will tell you what choices they have and then go off to solve the issue. (Staff member)
Staff also felt the playground is much safer for the students and for staff, since the implementation of the PPR programme. Staff believed there was less violent and inappropriate behaviour, and less conflict and, generally, the severity of these problems had also reduced. 

outcomes for individual staff – In terms of personal outcomes, the principal herself noted: “I think I am probably as a person, more positive than I was nine years ago, more calm and patient, more willing to see good in students and have faith that they can change. I have always believed that I think it’s a stronger belief now.”
A staff member noted that, through professional development and implementing practices developed within the PPR programme, she has improved her ability to manage her classroom effectively and deal with conflict.

When I first came here, I came here as a new teacher and I had no skills on how to cope with classroom management or conflict, I just had to deal with it from the way I had known from my own background and it wasn't adequate … I had a RTLB in a lot because I needed help. As soon as this Glasser theory, as soon as I saw the PPR thing, it clicked and everything just fell into place. Sure I am not perfect but it was something I could grab onto and hold onto and say “hey I know this is going to work”. It makes sense to me and it works. (Staff member)
supports health, physical education and social studies curriculums – Teachers noted they did not have to alter their curriculum as the PPR programme can be implemented in line with the health and physical education curriculum and it supported their teaching in meeting particular learning outcomes within this curriculum area. 

No need to change the curriculum to fit PPR. Some of the curriculum actually supports it, thinking of health and social studies, that's what actually underpins it. It meshes very well with that. You can take say co-operative learning and teaching into the way you teach in the classroom and that comes into all the other things, the way we take physical education, the way we develop team spirit, so I would say they support it. (Staff member)
special events are easier to hold – Staff members noted it was easier to undertake special activities and events with children, such as school productions and fieldtrips into the community. The children are co-operative and there is less need to stringently manage their behaviour as they manage this themselves. 

Special events are easier to have because we know behaviour will be great, productions etc. If things were hairy you couldn’t do a lot of special things because you would be too busy trying to maintain control and safety whereas you are not conscious of doing that [now] it is sort of a given and when something happens it stands out. (Staff member)
9.3
Outcomes for the Board

The main outcome for the Board has been that they have received no reports of bullying from parents in the past two years. They are governing a school that requires little input on their part to ensure the school is a safe learning environment in terms of the social relationships and behaviours exhibited in the school.

Additionally, the chairperson noted the Board does not have to be heavily involved in student behaviour management or developing the school culture. The PPR programme and the work of the staff has been successful in ingraining a particular culture in the school which can now be build on. 

The Board are fortunate because Judy and the staff believe in it passionately. The momentum is there, so the Board doesn’t need to drive it. I think we are lucky because the PPR culture is who we have become. (Chairperson, Board of Trustees)
9.4
The community/parent response to changes
The key outcomes of the positive school culture in terms of parents and the broader community have been that parents want to send their children to Wilford School and they are comfortable their child is learning in a safe and positive environment
. Parents and teaching staff are able to develop positive relationships which helps student learning. As well, parents are invited to become part of addressing children’s behaviour management if it does not fit within the school culture. These connections with parents ensure the parent community is supportive of the approaches Wilford School is taking to managing behaviour and to developing a vision the staff has for the school.

Staff members noted parents feel comfortable coming into the school to talk to staff or to the principal, and they are aware of the approach the school is taking to student behaviour management. They also noted the parent evening to inform parents about the PPR programme in 2002 was one of the most well-attended school events and they take this as an indication parents wish to engage and are happy with the environment Wilford is providing for their children. Staff mentioned some parents have sought out Wilford School for their child as they have heard about the school culture and want their child to be part of it.

Some parents who have brought their children here from other schools have said that they have heard this is a good school, there is less bullying and the children are friendly and this is the place for their children. (Staff member)
9.5
Other outcomes
Adult participants were asked to consider if there had been any unintended but welcome results of their work in creating a positive school culture. The principal noted: “Teachers College teachers all want to come and teach here and there is a queue of them wanting jobs here. So that’s really neat.” 
One of the staff members also noted an unintended outcome for her had been the usefulness of techniques learnt as part of the PPR programme in raising her step-children. 
In reviewing the effectiveness of Wilford’s PPR programme, the 2002 Education Review Office report noted the following aspects under its assessment of ‘areas of good performance’:

· Effective leadership in PPR by the principal and management team is evidenced by their commitment to accessing relevant up-to-date strategies and to the ongoing staff development to support programmes to enhance the wellbeing of students.
· The school has well-defined school-wide expectations and processes that are understood by staff and students. It has clearly defined goals and specific plans in place to continually improve the quality of the relationships and enhance hau ora of its students.

· Consistent and effective management of classroom behaviour is characterised by: 

· clear expectations for students’ learning behaviour

· teaching the reinforcement of appropriate behaviours

· teacher use of appropriate language to encourage students to take responsibility for their learning and behaviour

· student support for each other.

· As a result, positive, respectful relationships exist between students and staff and among students and there are high levels of on-task behaviour in classrooms.

· Specific programmes to improve behaviour are effective. The school uses the services of a trained counsellor to work with students when necessary. The student council facilitates the development of leadership role modelling skills for seniors. Students are very comfortable when approaching peer mediators for support when dealing with conflict. The Health Promoting Schools programme assists in encouraging healthy practices in students. Most students surveyed demonstrated confidence and were reflective about their behaviour. They take responsibility for their actions and there has been a significant drop in suspensions and stand-downs in the last 18 months.

· Self review is regularly undertaken together with student feedback about programme effectiveness and safety. Student feedback indicates that maintaining positive relationships and a safe learning environment is a school priority. The school climate is settled, happy and supportive of student learning and welfare.

10
Challenges 

Staff indicated that, while there are many specific challenges they have faced and continue to face in developing and maintaining their school culture, the overarching one is that implementing the PPR programme is hard work. Focusing on consequences rather than punishment takes time. Working with children to improve their behaviour and relationships requires a lot of effort and does not have instant results. Maintaining faith in the culture and in the school’s approach is difficult in times of adversity. The staff are aware they have to keep supporting each other by learning new ways to teach and to work with children to promote positive relationships and to deal with conflict situations. It is a constant challenge.

It’s a challenge to implement – takes longer, more involved, takes time to work, not instant, easier to solve some issues with more punitive, reactive approach, but if you are proactive then there are less problems in the long run. (Staff member)
Adult participants noted eight other key challenges the school faces in developing and maintaining its school culture. These include:

· acknowledging and rewarding successes
· change in staff and transient student population

· dealing with children whose behaviour regularly sits outside of the school culture

· staff personalisation of students’ behaviour

· balance between leadership and delegation

· parent involvement in the school

· financial constraints

· time constraints and competing pressures.

10.1
Acknowledging and rewarding successes
Staff members acknowledged that one challenge they face is actively celebrating their successes and acknowledging achievements in implementing the PPR programme and maintaining the school culture. 

We just sort of looked at ourselves and thought maybe we don't reward ourselves enough in terms of saying “great job there”. We have made steps towards this but that's about it because of the time constraints that we have, and all the work that we do. So that would be one that staff are still working on. We’ve recognised that and are developing that and it is getting better. (Staff member)
10.2
Change in staff and transient student population

As the school has developed and implements its own programme to foster positive relationships and to build and maintain the school culture, it is important staff have a strong understanding of the components of the programme and are competent in using the approved practices to ensure a consistent approach across the school. The role of staff in developing and implementing the programme is critical to its success. When a staff member leaves they may leave behind them a gap in leadership on a particular issue, expertise or a weakness in a particular area. However, new staff bring with them a new set of skills, expertise, strengths and practices which can invigorate the programme and add new components.

Wilford also contends with a significantly transient student population. A considerable effort is required to induct new students into the school and the ongoing change in the student population poses a considerable challenge to the school. New students need to be taught about the rules, values and expected behaviours at Wilford School. (See also section 11.)
Transient children, they come in particularly at the top end of the school from another school, or other schools, or many schools and they come in with a whole a lot of behaviours that children wouldn’t think of displaying at this school and it takes time. Although we have had some amazing successes with children who have come here in Years 6 or 7 from a school where they were about to be suspended indefinitely, they come here displaying major problems and they have actually turned out really successful role models by the time they go to college. Very exciting to see some of those children change. (Principal)
10.3
Dealing with children whose behaviour regularly sits outside of the school culture

The school is working hard to develop practices to facilitate a change in behaviour of some children who use violence to resolve conflicts or behave in ways which don’t fit with the school culture. While the school has effectively reduced the amount and extent of violent behaviour or physical means of resolving a problem, there remains a small percentage of students who continue to choose this kind of behaviour. The staff trialled a new practice for students who were repeatedly receiving time in the think tank during lunchtime. However, this new practice was ineffective initially and required further modification. The school is continually exploring new ways of working with these children and this year the guidance counsellor is beginning a programme on anger management for a small group of senior boys for whom the think tank and other practices within the PPR are less effective.

The principal noted that where children display behaviour that does not fit with the school culture and where they repeatedly wind up in the think tank or working one-on-one with the principal is often connected to something happening in their life outside of school. This is challenging for the school as staff can only have an influence in a child’s life during the school day, unless parents can work together with the school on changing a child’s behaviour.

Ninety percent of the time it’s the home background that has changed, some real stress in the home or in the community and it’s got a lot more to do with that than the school, but of course those things are beyond our control. We have learnt to put our energies into the things that we can change not the things we can’t change or we don’t have much influence over and often homes we don’t have a lot of influence over, but in saying that sometimes parents have come on board and been supportive and that’s made a huge difference.(Principal)
Staff noted that children who come to Wilford as senior students from other schools often have difficulty fitting into the school’s culture. Staff spend a considerable amount of time and effort working with these students to enable them to develop behaviours and social skills that equip them to be part of the school.

The ones we work on the hardest are the kids who come for their last year or couple of years from another school and they stand out a mile. We really have to work a lot harder on them to get them to be part of our school culture. It is really obvious … they are not handling problems, not able to relate to people properly, have no idea how to respect somebody else, have no manners. Some children just had no social skills whatsoever and their answer was always violence. (Staff member)
10.4
Staff personalisation of students’ behaviour

The fourth challenge is the personalisation by staff of children’s behaviour. The principal noted this is an issue for all teachers not just those at Wilford School. At times when a child’s behaviour is challenging and they direct their negative behaviour towards a teacher, the teacher can take this on-board and either begin to feel badly about themselves or begin to dislike the child (rather than their behaviour). The principal stated:

With all teachers one of the hardest things is when there is conflict and bad behaviour going on and the teacher intervenes and the teacher becomes the target. We are all human and students can say and do very hurtful things and to be able to distance yourself and say this is not about me personally, this is about a child with a problem at the moment, it’s harder than it seems. It is very important to know how to not let them to push your buttons so that you don’t start feeling it. (Principal)
10.5
Balance between leadership and delegation

The external professional noted the challenge of maintaining a balance between effective leadership and effective delegation. A key ingredient in developing Wilford’s ‘positive school culture’ is the ownership of the school culture and the PPR programme by staff and students. Feelings of ownership are developed through involvement. Consequently, delegating responsibility is important to the success of the school in maintaining its school culture. On the other hand, strong leadership is also an important aspect in developing and maintaining the school culture. The key is to strike an effective balance. 

That constant dilemma between true collegiality which is when you give responsibility to everybody else and also wanting to make sure you get it done. Be a leader and give responsibility, delegate effectively, collective decisions, its slow. (External professional)
10.6
Parent involvement in the school

The staff and external professional noted the school finds it challenging to engage parents in the school. Staff noted they have developed good relationships with the parents of the children in their classes, and there is a core of parents within each syndicate they can rely on to engage with school activities. However, they believe so many of the parents are working full-time and have very little time to spare to engage with the school. 

We don’t have enough parent and community involvement, not sure why, but only one parent in my class of 30 children is at home, lots of families are struggling [financially]. (Staff member)
Additionally, staff members noted there are also some parents who do not agree with the school’s approach to dealing with behaviour management and this can be challenging for teachers and students. Some parents believe a punitive approach is more effective than the system of promoting positive relationships, consequences and self-responsibility. One of the staff members described her approach to working with parents who have a different philosophy to the schools as follows:

Making time, general chit chat … explaining how it works [PPR programme], come to an agreement with the caregiver that we agree to disagree, but they are happy for the school to operate in the way it does but he doesn’t operate that way. (Staff member)
The external professional noted the school has made a real effort to involve parents in the development and maintenance of the culture but it remains an area that requires further attention. 

The school has tried quite hard to have that, they have after-school care and they have tried very much to make themselves the centre of their community which is quite a big responsibility. We had a parent involved in the team on the MHS contract. He was fantastic … suggested surveying some parents and getting some suggestions from them as well and it was funny because it was the first time we had considered “oh parents can contribute to the education of their kids” rather than always the other way around. So the school is working on this and they need to acknowledge the role parents can have in decision-making and then provide opportunities so that it can happen. (External professional)
10.7
Financial constraints
Staff noted that financial constraints have an impact on their ability to undertake new initiatives as part of their PPR programme. However, staff are willing to compensate for this by undertaking in-house professional development and developing their own resources and programmes for particular areas of need. 

Budget constraints have had an impact on our programmes, so that's why it is great to have the social skills resource. There is a willingness to work with what we have to develop our own programme. (Staff member)
10.8
Time constraints and competing pressures

Lastly, but perhaps the most significant challenge faced by the school, is time. Developing and maintaining the current school culture is a very time-consuming exercise. The principal, management team and staff at Wilford have all dedicated considerable time to developing, reviewing and implementing the PPR programme. The time involved is also something that is not about to change. To maintain the school culture, all the adult participants agreed staff time and dedication to the school culture and the PPR programme was essential to its success.

The external professional also noted that balancing the development and implementation of the PPR programme to maintain the school’s ‘positive school culture’ with other immediate pressures in the school is a constant challenge for staff. She noted the importance of continuing to develop the school culture as this has spin-offs in many other areas of the school and staff and student wellbeing should come first. However, as the school is required to meet certain demands in terms of learning outcomes or as a result of ERO reviews, it is difficult to keep the emphasis on the school culture. She felt the best way to manage these competing pressures is to be very decisive about what additional contracts, programmes and initiatives are taken on in the school and to limit these each year so they are achievable and staff time and energy is not spread too thinly across a range of different areas. 

Competing pressures, reports, parent evenings, ERO visits, school show all come in on top. Easy to focus on these because they are immediate and to let mental health of staff and students come second, yet mental health is the most important thing, difficult to balance everything. Need to be flexible with timelines as the process needs to be mentally healthy too, model what you are developing, have food, realistic timeframes, support etc … Focusing their efforts on PPR, being engaged, deciding this is what we are focusing on so it doesn’t get left as a result of being involved in too many other things. (External professional)
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Maintaining the school culture
Keep it alive, keep all parties involved, keep looking at new and interesting and exciting innovations, keep looking at ways to celebrate successes, it’s a huge amount of work, so when people say send me your package well I am afraid it doesn’t work like that. This is the ninth year I have been here and I still see huge development to be done. (Principal)
Maintaining the school culture is an ongoing task everyone at Wilford School is involved in. There are two main reasons for the amount of effort and time that must be dedicated to maintaining the school culture. The first is that Wilford School is an environment that experiences change; Boards come and go, a proportion of the student population is transient, and there are changes in teaching staff. Each new person to join the learning community needs to be informed and involved in the school culture and the values that underpin this so everyone can continue to work to the same ethic. The second reason for the considerable effort the school puts into maintaining the culture is to ensure it remains at the centre of their learning environment; that it is reflective of who they are and that it grows with the school. 

Both the induction of new people and the need to ensure the culture grows with the school means Wilford School is continually revisiting the foundations that ensure they have a positive school culture. The PPR programme is continually being evaluated, reviewed, added to and changed to meet the needs of the school in maintaining its culture. School culture must be nurtured and continually developed. It is not something that can be set up and left to underpin the school. It is not static. The school culture reflects what is happening in the school and how people are behaving towards each other. It will therefore change as people in the learning community change. 
Keep reflecting on it and through that keep making sure that everybody is on board too and if new staff come in make sure they are very familiar with it and also that they can contribute to it too with new ideas. (Staff member)
The maintenance of the PPR programme is co-ordinated by the principal and the management team, largely through regular staff meetings devoted to discussing progress and issues arising from implementing the PPR programme. As well, during the MHS contract the school established a set of goals for the programme and met regularly to review progress. It is intended to continue this process. 

11.1
Mechanisms and practices to maintain school culture 
There are a number of mechanisms and practices that Wilford uses to maintain their school culture. These include:

· regular meetings to assess the PPR programme

· representative team driving the PPR programme

· professional development to support staff in implementing and further developing the PPR programme

· support of staff and celebration of successes

· induction of new students, staff and Board members

· review and evaluation of PPR programme.

regular meetings to assess the ppr programme – Staff hold regular meetings to review and evaluate the developments and implementation of the components of the PPR programme. These meetings are held once a term and are specifically scheduled to discuss the PPR programme. The meetings provide an opportunity to share successes and also concerns, to identify areas of the school culture the PPR programme has been successful in fostering and those areas that require attention. The meetings also provide an opportunity to regroup and recommit to the agreed goals and practices. The principal and staff noted that consistency in practices used by staff to facilitate positive relationships and maintain the school culture is critical. Children rely on a stable and consistent set of rules and consequences.

Consistency is hugely, hugely important and our crises always come, when we have to have a meeting, it’s because of lack of consistency. Every time we find that teachers are getting stressed, and things are not happening how they should, it’s because consistency has gone. So we all get back together and we talk about it again. What have we agreed here? Because you start to find the occasional teacher has gone off on a tangent and the kids are saying “that’s not fair, that is not what’s meant to be happening”. That’s why you have to keep touching base and keep talking about it. (Principal)
The chairperson of the Board of Trustees noted that, if the programme was new to the school or he was a new Board member, he would ask to have an update of the programme to be included as a regular item at the Board’s monthly meeting. This would be a good way of ensuring a sustained effort was maintained in developing and implementing the programme. However, he noted this regular reporting is not needed at Wilford as the programme has reached a point where it is ingrained in the school. Its operation is not going to be neglected. 

representative team driving the ppr programme – The external professional felt the Hau Ora Committee had been successful in further developing the PPR programme during the MHS contract and this committee, or a team that was representative of staff, management, Board and community, was crucial to maintaining the effectiveness of the PPR programme and nurturing the school culture.

Got to keep that core team going if it comes back down to a few, a small group of people it will be lost, the ownership will be lost, the momentum lost, need to keep a core team that represents the whole school community. Student input, staff input, community input. That means that the responsibility load is lessened and that’s important because as soon as it becomes one person’s responsibility it doesn’t happen because they are too pressured. (External professional) 

professional development to support staff in implementing and further developing the ppr programme – Individual professional development is also a key part of maintaining the school culture and in keeping the PPR programme relevant and interesting. Staff have different strengths and interests and it has been important to provide them with opportunities to develop these and incorporate them into the PPR programme. For example, the deputy principal is particularly skilled in attending to children’s different learning styles and as a result is working on including this as a component of the school’s work within the PPR programme this year. Similarly, the principal is interested in the work of Glasser and wants to continue her own learning and facilitate the learning of her staff on his theories and approaches. 

support of staff and celebration of successes – Pastoral care of staff is an important element in maintaining the school culture. Staff are fundamental to the successful implementation of the PPR programme and therefore in maintaining the school culture. Their engagement as role models and their relationships with children are crucial. Staff noted the PPR approach is not the easiest approach to dealing with children’s behaviour or conflict situations. It takes time and patience and is not a quick-fix solution. Staff need lots of support from each other and from the principal, management team and Board. They need regular opportunities to discuss how things are going, what’s not working and to develop solutions. They also need opportunities to maintain their own relationships, to ensure they are in touch with each other, are consistent in their approach and can support each other when required
. 

Appreciation of each other, support for each other, getting to know each other better, and that way, it spins off to everybody else. If people are stressed then there are other people to support them. The staff used to not admit they had problems because it was a sign of weakness and what would other people think of them. The staff now are out there and really open if they’ve got problems and they will get support for it; its not seen as a weakness. (Principal)
review and evaluation of ppr programme – Evaluation and review are two important factors in Wilford School’s success in developing and maintaining its positive school culture. The school’s approach is incremental and is based on trialling new practices, reviewing them and deciding if they are effective, if they need modification or whether they have become obsolete given the changes they have made to relationships and behaviour in the school. It has been important for Wilford to work in this way to ensure their PPR programme remains relevant to the needs of their school and in particular their students. A good example of the way staff use this informal means of evaluation and review to develop and improve parts of their PPR programme is described by the principal as follows:

We came up with some strategies for children that were repeat offenders. So if you are in time out for more than three times then you have to write to your parents and then we had to put in some more consequences like withdrawal from the playground for a few days, originally we did it for two weeks. They just had to sit in a confined area and it didn’t work; it was too long. All they did was think of more and more destructive things while they were sitting in that confined area and they bounced off each other because you had all of those children together. Also if you left it for two weeks you were accumulating more and more children, especially if it was towards the end of term. So we had to come back and discuss that and say that doesn’t work.

So now we do a number of different things depending on the child. We found it didn’t work for all children. Some of them may have playtime and lunchtime at a different time. Some of them may like to spend time in the classroom rather than the playground where they are not going to get into trouble, so they have got that choice. One day or two or three days sitting in that porch playing co-operative games with two other children so they are learning how to work co-operatively in a small supervised group. So now we are tailoring these consequences to individual needs. 

Of course if a child has really hurt another child, which doesn’t happen very often, hardly ever, they can’t be trusted on the playground and the other kids need to be safe so they would need to be moved to a separate place on their own. People test, they change something and if it doesn’t work they have to be prepared to drop it and try something else. You have to revisit, revisit, revisit. (Principal)
Data collected on serious ‘offenders’ – those students stood down or suspended or who have been in detention or time out more than five times a term – has shown a reduction over the years. See Table 2 below.

Table 2: Number of students identified as serious offenders

	Year
	Number of students

	2000
	20

	2001
	15

	2002
	12

	2003
	3


Teaching staff also spend time with students reviewing the parts of the PPR programme operating within their classroom. This can include reviewing the classroom charter, revisiting the expectations for student behaviour within the school, or discussing how to solve problems and to make and keep friends.

If my class is getting a bit hairy towards the end of term, I'll stop programmes and spend a week focusing on PPR, to remind us and look back about classroom rules and expectations. It is really important to keep revisiting, you cannot ever really slack off. (Staff member)
The chairperson of the Board of Trustees noted he personally evaluates the success of the PPR programme on the comments he receives from parents, the ERO review, and his own children’s feelings about the school.

The lack of parent complaints, a good turnout at the parent’s night, an encouraging ERO review and happy children, all indicates to me this is working. (Chairperson, Board of Trustees) 

The external professional interviewed noted that evaluation is very difficult when dealing with intangible things, such as wellbeing or school culture. She noted it is relatively simple to evaluate the school’s success in implementing concrete initiatives but not so easy to evaluate whether these initiatives have made a difference to children’s wellbeing. Evaluations rely on change over time and people’s feelings, rather than on hard evidence.

Wilford has other formal and regular evaluation and review processes. The school used the MHS contract to set goals and to develop an evaluation framework to assess the effectiveness of their work in meeting these goals. The goals are ongoing and will be reviewed in line with regular needs analyses. The principal believes it is important to set goals and targets so the work has direction and a framework and people understand what they are working towards. The external professional noted it is also important to undertake a regular needs analysis in the school and re-set the goals for the PPR programme in line with the findings of this exercise. 

In addition to the PPR evaluation there is the formal school review which evaluates all of the curriculum areas in line with the school charter. It also includes reviewing the general effectiveness of the PPR programme in fostering the positive school culture. The review process is led by the principal and she described it as:

Essential and not a thing you do at the end of the year, you do it all the time. But at the end of the year we have all the curriculum areas plus PPR where we have some goals for the year and at the end of the year we review. Part of the school review. Board review too. (Principal)
The staff and students are also involved in the school review. Staff gather information during the year about their students’ progress and student behaviour is recorded and reviewed. Information recording the frequency and reasons for children being in the think tank, time out and detention provides an indication of the changing nature of students’ behaviour, areas to work on and areas that have been effective within the PPR programme. 
The students complete questionnaires or participate in interviews (with ERO or, this year, in this study) which provide the school with valuable information about their perspective of the PPR programme, the school culture and the success of the school in providing a safe and challenging learning environment. However, the principal believes that student review is an aspect the school can work on to ensure there are opportunities for formal feedback from children each year. 

Well we all have [a role], we have team evaluations, whole school evaluation meetings, PPR staff meetings once a term. We keep a lot of documentation, and there is input into the school review, “how has it gone this year?”, “what’s worked well?”, “what hasn’t, why and what’s another strategy?”
The school also invited the Education Review Office to evaluate the success of their PPR programme during their formal review in 2002. 

12
New goals
Offering a school environment where there is no violence is an overarching goal for the school. The principal points out there will always be negative behaviour of some kind in the school as this is part of childhood and growing up. Generally, every child will at some point behave inappropriately, but she believes it is now realistic to have a goal of no violence. She states: “I suppose the goal that we still want to set is that we don’t have any violence in the school and I think we can get there but we have to keep working at it.”
From the beginning of this process one of the unspoken goals was to have a school with no violence. It was the frequency of violent student behaviour that led to the development of the PPR programme and the focus on creating a positive school culture within which violent behaviour is not accepted. At the outset no violence would have been an unrealistic goal as the children had not learnt how to deal with conflict in other ways. Support mechanisms were not in place to help them to learn and to implement alternative means of conflict resolution. Now children are skilled in developing and maintaining positive relationships and in resolving issues without violence, and staff are skilled in supporting students and facilitating these positive relationships. Consequently, a school where there is no violence is foreseeable. 

To meet this goal the school is looking at ways to facilitate a change in the behaviour of a very small group of senior boys who have anger management problems. These boys have either come from other schools for their intermediate years, or have poor role models in their own families. The school is teaching them skills to solve problems effectively rather than just ‘reacting’. The school counsellor also runs anger management programmes for these students.

The school is currently working very hard to facilitate change in the behaviour of such students. The principal spends a lot of personal time working with these children in one-on-one situations. She uses Glasser counselling techniques with them to explore what is making them behave in negative ways and to make choices to get their needs met without negative consequences. In other words, how they can choose to behave in ways that will fulfil both their needs and fit in with the school culture. Wilford School believes these students can change their behaviour and many of the adults interviewed pointed to examples where senior boys displaying anger management problems and using violence within the school had changed their behaviour and now act as role models for other children. The staff at Wilford School are making a conscious effort to look at ways they can work with these particular children to maintain a positive school culture. 

Another important goal is to develop a programme to induct new staff and children into the PPR programme and provide them with the information and skills they need to work, learn and play in line with the school culture. To date, attention has been focused on developing and implementing the PPR programme. Now the core components of this programme are in place, including the formal documenting of the programmes, vision, aim, objectives and goals, attention can be focused on other issues such as developing an induction programme. 

An important factor in maintaining the prominence and effectiveness of the PPR programme and through this programme the school culture is the introduction of new opportunities for learning. This year Wilford School is working to include two new areas in their PPR programme. The first is resiliency training, which focuses on teaching people about resiliency factors that help in times of adversity. Resiliency is about building on children and young people’s strengths and acknowledging that all people have some strengths and some weaknesses. The principal is currently reading academic research on this topic and hopes to hold some staff professional development sessions and then develop ways to teach students about resiliency. The second new area of learning is to explore different learning styles and, in particular, co-operative learning where children spend more time learning from each other than working alone. 

� The following description of Wilford School is derived from Education Review Office reports done in 2002 and 1999. 





� Think Tank is a practice used by the school to manage student behaviour in the playground. It is explained in section 7.


� It is important to note that ‘bullying’ is not a term used in the school; teachers and students use more specific terms to describe such behaviour. Consequently, it may have been confusing for children to respond to research questions that used this term. In line with this, children’s responses to questions about bullying focused on one-off anger management issues and conflict situations, rather than ongoing intimidation, which rarely seems to occur in the school.


� This is discussed further in section 10.


� The Home and School Partnership involved external trainers coming into the school to train parents to be tutors for other parents in literacy.


� Wilford School currently has an increasing roll.


� See the list of practices used to promote positive relationships among staff in the Key Practices section.





�Is this meant to be improved?


�What is this implying, all ‘other ‘ cultures are violent?
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