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Agenda
The Case for Measuring Culture & Trust

Why intuition isn’t enough — and what data reveals.

Culture vs. Climate: What Schools Get Wrong

Clarifying what to measure, when, and how.

Assessing Trust & Change Readiness

Practical tools leaders can use right now.

Turning Insight into Sustainable Action

Designing systems that reinforce trust and momentum.
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Trust:“I know it when I see feel it.”



Poll:
What’s your biggest
culture challenge?

Chat Q:
What is one word
you would use to
describe your
current school
culture?



Inefficiency
Conflict
Stress
Burnout
Turnover
Inability to deliver on
strategic priorities

The costs of not knowing
the culture you’re

carrying:
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“The current popularity of organizational
culture as a construct to analyze schools, derives
in large part from the literature of corporate
cultures. Although culture has become
fashionable in education, much of the
recent discussion on school culture remains
analytical, philosophical, and rhetorical rather
than empirical.”
~ Wayne Hoy, Journal of Educational and Psychological Consultation



Aspect Culture Climate

Definition Shared assumptions, meanings, and beliefs. Shared perceptions of work, the organization, or environment.

Stability Stable and harder to change. Fluid, can change quickly.

Measurement Requires qualitative and quantitative research. Perceived and often assessed anecdotally.

Example Deep-rooted values, norms, and traditions. The mood or morale on a given day, season, or time of year.

Comparison Like an organization’s DNA--fundamental and enduring. Like the weather--can shift based on conditions.

Assessment Tools
Psychometric surveys, questionnaires, data-driven insights, and

research.
Hallway or parking lot conversations, point-in-time/annual

surveys.

Assessing Organizational Culture
Demystifying Culture from Climate



Chat Q:
How many employee surveys does your school do a
year? In the chat, put your answer.

A. We currently don’t survey our faculty/staff.
B. Every other year we do a survey.
C. Every year we survey our faculty/staff.
D. A few times a year we survey our faculty/staff.
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Cynicism

Emotional Exhaustion

Reduced Personal
Efficacy

Symptoms of Burnout
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A strategic plan without
a change management
plan is like a roadmap
without a steering
wheel.



S.M.A.R.T. Change
Framework

Reinforce & AdaptMobilize Leadership
& Champions

Sense of Urgency &
Vision

Act with a Clear Plan Track & Sustain



Listen Learn Act Sustain

Collect
meaningful data
beyond climate

surveys

Analyze for early
warning signs

Design targeted
interventions

Close the loop
and reinforce

trust

Creating a Comprehensive Listening Plan



Culture Work ≠ Leadership Risk
What This Work Is:
• Early-warning system
• Structured listening
• Aggregated, anonymized
insights
• Leadership-owned and
scoped

What This Work Is Not:
• A performance review
• A referendum on
leadership
• A grievance-collection
exercise
• A board “gotcha” tool

Most leadership crises come from silence and surprise—not from intentional listening.



Culture Work as Leadership Protection
This work is:
• Diagnostic, not evaluative
• Focused on systems, not individuals
• An early-warning system
• Best when done by someone with IR intel

For leaders at any stage:
• New heads → learn the terrain
• Veteran heads → prevent drift
• Both → manage change



Email me to get this assessment
tool:

Cara@CaraGallagherConsulting.com





What can I do if I have...
a year?



What can I do if I
have...

a semester?



What can I do if
I have...
an hour?

Insights on Motivation, Productivity, And Culture Techniques

Check out my Substack Blog
Visit www.caragallagherconsulting.com 



My Go-To Books:
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www.caragallagherconsulting.com

Check out my free newsletter:
CaraGallagher.Substack.com 

Want a copy of this presentation & downloadable
tools?

Email me at:
cara@caragallagherconsulting.com

THANK YOU.


