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ABSTRACT 

A Delphi Study to Determine the Organizational Supports Necessary for Middle School  

Counselors to be Successful and Positively Influence Student Outcomes 
 

by Debbie Monroe 

Purpose: The purpose of this Delphi study is to identify, from the perspective of expert 

counselors, the roles that middle school counselors perform during their workday, to rate 

the importance of the roles identified, and to identify organizational supports necessary 

for middle school counselors to successfully perform each of the six most important roles 

identified. Additionally, this study seeks to gain feedback from expert middle school 

counselors on how to best align the necessary organizational supports with the identified 

most important roles. 

Methodology: The Delphi method was utilized for this study through an electronic 

survey that asks participants a combination of open-ended research questions, a 

quantitative opportunity to rate the roles school counselors perform by level of 

importance, and finishes with an opportunity for alignment and feedback.   

Findings: The expert panel identified 52 tasks a middle school counselor performs 

during a typical workday. The panel then ranked the tasks and determined the following 

six to be the most important (1) social-emotional counseling, (2) academic counseling, 

(3) college and career counseling, (4) serving as a member of school site teams, (5) 

educational tasks, and (6) registration tasks. The expert panel then recommended 19 

organizational supports that support middle school counselors in performing the top six 

roles effectively and ultimately increasing positive student outcomes.  
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Conclusion: The school counseling profession has transformed over the years to 

encompass multiple roles and responsibilities culminating in the creation of 

comprehensive school counseling programs. Middle school counselors are used to 

provide administrative support at high levels which interferes with their focus on student 

service. To effectively align organizational supports, the roles and responsibilities of a 

middle school counselor must first be defined. The expert panel generated a list of 19 

organizational supports that if provided would allow middle school counselors to perform 

the six most important roles. 

Recommendations for Action: Based on the findings from this study, five 

recommendations were put forth for further research in the field of school counseling and 

to advance the understanding of the organizational supports needed to support a school 

counselor in positively impacting student outcomes.  
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CHAPTER I: INTRODUCTION 

The success of professional school counselors (PSCs) is dependent not only on 

individual characteristics of the counselor themselves or educational training, but also on 

the environment in which the counselor resides, and the subsequent organizational 

supports put in place. The school counseling profession has transformed over the years 

from the 1900s as vocational guidance-based function, to 2022, in which comprehensive 

school counseling programs (CSCPs) are common practice. In a CSCP, counselors are 

responsible for academics, social-emotional development, and college and career 

planning. The role of a PSC varies from state to state, district to district, and site to site. 

This variance is due in large part to the lack of role clarity found within the school 

counseling profession. Numerous studies have examined the lack of role clarity and the 

competing roles and responsibilities expected of PSCs (Amatea & Clark, 2005; 

Lieberman, 2004).  

Role ambiguity is even more prevalent for middle school counselors. The middle 

school level itself is a new and understudied concept within the literature (Huffman et al., 

1993; Mayberry, 2005).The inclusion of school counselors at the middle school level is 

growing in acceptance; however, the role of the middle school counselor remains unclear 

(Huffman et al., 1993). This level of role ambiguity coupled with role incongruence, and 

role conflict, lead school counselors to experience role stress (Freeman & Coll, 1997). 

Role stress occurs when stakeholders have conflicting expectations of the school 

counselor’s role, contradicting how school counselors were trained (Culbreth et al., 

2005). Role stress significantly decreases a school counselors ability to effectively deliver 

direct services to students (Mullen & Gutierrez, 2016). Role stress also negatively 



2 
 

impacts a school counselors ability to successfully improve student outcomes. Increasing 

positive student outcomes is the goal for PSCs at all levels; however, what that looks like 

at each school site may vary greatly. Positive student outcomes include: (a) decreasing 

behavioral incidents, (b) reducing dropout rates, (c) improving attendance and graduation 

rates, and (d) increasing academic achievement (Johnson & Johnson, 2003).  

 Providing school counselors with quality training, ongoing professional 

development, supervision, and other organizational supports are essential in supporting 

the success of the PSC (Fye et al., 2020). The school counseling literature notes several 

organizational factors leading to increased job stress (Holman et al., 2019). The literature 

is unclear on how organizational supports directly affect student outcomes.               

Organizational supports are factors such as: (a) decreasing caseloads, (b) providing 

consultation, (c) providing educational training, and (d) providing clear and consistent 

supervision. The specific organizational supports needed, and an agreement on the 

identified roles necessary to ensure middle school counselors are effectively serving their 

students is absent from the professional literature. 

Background 

The following section describes the history of the school counseling profession, 

the role identity of the PSC, role ambiguity and role stress, theoretical foundations, the 

American School Counselor Association (ASCA) national model, and current 

organizational supports available to school counselors. Research supports the fact that 

school counselors do not have enough time to develop rich relationships with all students 

due to exceeding high caseloads (Paisley & McMahon, 2001; Radford et al., 2016). 

However, Bidwell (2001) states that focusing only on the fact counselors have high 
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caseloads or perform many non-counseling duties minimizes the effect the work 

conditions and organizational structure of the school counseling profession itself has on 

student outcomes. The additional organizational supports that impact the school 

counselor’s effectiveness will be discussed. High school counseling has been well 

researched, but middle school counseling and the specific organizational supports for 

counselors have not received the same attention in the literature.  

The School Counseling Profession: A Historical Overview 

 The school counseling profession began in the 1900s focused on vocational 

guidance or what is now called career counseling (Super, 1955). The purpose of the 

vocational counselor’s role was to facilitate the transition between school and work to 

ensure success post-graduation (Super, 1955). The vocational guidance profession 

changed over time due to the cognitive development movement, the creation of guidance 

and counseling theory, and the shift to personal adjustment counseling (Lambie & 

Williamson, 2004). During the 1950s school counselors, health officers, school nurses, 

school psychologists, and attendance officers were a part of the pupil personnel services 

system within school districts (Cinotti, 2014).  

In 1952, the creation of ASCA, previously known as the National Vocational 

Guidance Association, helped to provide an identity for the school counseling profession. 

In 1958, congress passed the National Defense Education Act which funded school 

counselors in all high schools to identify high achieving students and set them on a 

college trajectory (Lambie & Williamson, 2004). The Vocational Education Act 

Amendments of 1968 expanded counseling services to elementary school students with 

an additional focus on specialized populations such as a student with disabilities or 
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disenfranchised youth (Erford, 2003). The development of comprehensive school 

counseling programs began in the 1970s when school counselors started measuring 

student outcomes based on developmentally appropriate goals, implementing intervention 

strategies, and evaluating their overall effectiveness (Gysbers & Henderson, 2006). 

During the 1970s, the development of comprehensive school counseling programs began; 

however, there was also a significant decline in the need for school counselors due to a 

decrease in student enrollment, and reduced educational budgets (Lambie & Williamson, 

2004).  

Role Identity of the Professional School Counselor  

Previous school counseling literature indicates significant role ambiguity and 

conflict throughout the school counseling profession (Radford et al., 2016). Historically 

school counselors only handled vocational needs, but the profession has since expanded, 

and today the PSC is responsible for academic, college/career, and social-emotional 

development (Reiner et al., 2009). This is a positive shift in getting students what they 

need; however, it does leave some confusion regarding the specific job responsibilities of 

the school counselor. There is a duality in the role of the PSC, as school counselors 

within their school sites serve both as educational leaders and mental health support 

providers (DeKruyf et al., 2013). The school counseling literature is divided regarding 

which identity is more important, the educator or the mental health support provider 

(Perkins et al., 2010). The identity of the PSC has been minimized due to the divided 

focus on whether counselors should be educational leaders or mental health support 

providers. Research suggests PSC should embrace multiple roles if students are to truly 

benefit from a comprehensive school counseling program (Perkins et al., 2010). 
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Role Ambiguity and Confusion 

The historical overview helps to illustrate the progression of the school 

counseling profession; however, it also demonstrates the understandable lack of role 

clarity that exists. The historical literature features the role of the PSC as an educator who 

should focus solely on the goal of improving academic success for all students (Martin, 

2002). In addition to the literature, The ASCA’s national model, The Transforming 

School Counseling Initiative, and the MetLife Professional Development Module also 

were created to highlight the academic and career focus of the PSC (The Education Trust 

West, 2006). In contrast, a school counselor’s focus on mental health support within the 

school is also a very well-researched and a vital component of many PSCs job identities 

(DeKruyf et al., 2013). The literature suggests the role of the school counselor should 

include a focus not only on the academic and college/career domains, but it needs to 

additionally include social-emotional development (Perkins et al., 2010). 

The Role of the Middle School Counselor 

This ambiguity is even more prevalent for middle school counselors, as the 

creation of middle schools themselves is a rather new and understudied concept 

(Huffman et al., 1993). While the inclusion of school counselors at the middle school 

level is growing in acceptance, the role of the middle school counselor remains unclear 

(Huffman et al., 1993). The role of the middle school counselor aims to help students 

grow academically, personally, and in college/career planning during a time of both self-

discovery and rapid physical and emotional growth (American School Counselor 

Association [ASCA], 2019). The training middle school counselors receive is not 

consistent, the role cannot be clearly defined, and the school sites have varying levels of 
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needs; therefore, the success of the middle school counselor is beyond the counselor’s 

ability to control (Lambie & Williamson, 2004).  

Role Stress and Role Conflict  

The school counselor engages in roles that are often in conflict with one another, 

and when this happens the counselor often experience role stress (Freeman & Coll, 

1997). The professional identity of school counselors throughout the literature is 

ambiguous, creating role confusion for the school counseling profession. Having a 

professional identity that is constantly evolving and answering to so many stakeholder 

groups leads not only to role confusion from stakeholders, but also the school counselors 

themselves. Additionally, school counselors are in the middle of two stakeholder groups 

such as students and teachers, and the expectations for how information is handled from 

each group varies, which creates role incongruence (Freeman & Coll, 1997). School 

counselors also must battle other duties as assigned which prevents counselors from 

adhering to professional mandates and personal values related to roles and 

responsibilities (Holman et al., 2019). 

Theoretical Foundations 

The fundamental theoretical foundations for this study are rooted in the topic of 

school counseling. There is extensive research on the topic of school counseling from 

seminal authors. The origin of the profession began in the early 1900s and as the 

profession evolved the literature continued to expand. This study examines the most 

important roles and responsibilities of middle school counselors. This study also aims to 

study the necessary organizational supports needed to perform the identified roles and 

responsibilities and to increase positive student outcomes. The theoretical foundations 
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are: (a) leadership in school counseling, (b) role theory, (c) organizational role theory, (d) 

activity theory, (e) system theory, and the (f) counselor supervision model.  

Leadership in School Counseling  

Leadership is a critical element to improving student learning and in creating 

effective schools (Marzano et al., 2005). Leadership is an important element of school 

counseling. The ASCA’s (2019) national model has created a framework outlining 

leadership as one of the foundational tenets. School counselors recognize the value of 

leadership skills within the profession and want to be viewed as educational leaders 

(Berry, 2006); however, many counselors do not implicitly utilize leadership practices 

(Shillingford & Lambie, 2010). Research by Dollarhide et al. (2008) has found that in 

general, the reason school counselors do not naturally engage in leadership activities is a 

combination of the lack of preservice training, fear of failure, the unwillingness to take 

risks, and role ambiguity.  

Role Theory  

This study looks at the roles and responsibilities of middle school counselors 

which are afflicted by role ambiguity, role stress, and role conflict experienced in the 

school counseling profession. Understanding the evolving role identity, role ambiguity, 

and varying expectations from a variety of stakeholder groups emphasizes the importance 

of role theory. The ambiguity of the school counselor’s role identity leads to other duties 

being assigned which prevents counselors from adhering to professional mandates and 

personal values related to roles and responsibilities (Holman et al., 2019). These roles are 

not finalized as the school counselor’s professional identity continues to shift and 
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therefore the established roles continue to shift (Turner, 2001). Biddle (1986) explains the 

role identity directly influences an individual’s behavior within the organization.  

Organizational Role Theory  

Organizational role theory focuses on the school counselor’s ability to accept and 

navigate their multiple roles within the constraints of the education system (Biddle, 

1986). The effective functioning of a role within an organization results from reoccurring 

behavior (Biddle, 1986). Focusing on the identified roles and responsibilities within an 

organization, the interaction between these varying roles, and the effect this all has on the 

organization’s goal is the focus of organizational role theory (Katz & Kahn 1966). School 

counselors assigned to roles aligned with their values and professional training can 

support the school’s organizational goals (Dahir et al., 2010).  

Activity Theory  

 Activity theory lends itself to this study as the relationship between the middle 

school counselors and the desire to increase positive student outcomes is examined in the 

context of the educational system. The theory helps explain complex systems that involve 

a variety of stakeholders. The theory as explained by Engestrӧm (1999) examines the 

relationship between the subject, the desired outcome, and any underlying tensions that 

either positively or negatively influence each other and the overall process, subsequently 

creating an activity system. The four major components of activity theory help to define 

the school counselor’s role and subsequently the desired outcome. These components 

include tools, rules, community, and division of labor (Engestrӧm, 1999).  
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Systems Theory and Organizational Learning Theory 

 Organizational role theory examines the role of the counselor and how that role 

impacts the organization. Systems theory looks at the school site as a system. Elmore 

(2004) discusses how pivotal it is for school sites to function as a system instead of 

individual silos and the need to work organically together in shared work. Senge (1990) 

discusses how complex systems such as school sites need to also include organizational 

learning theory, which states organizations will improve when learning has been 

facilitated across the organization.  

School Counselor Supervision Model  

The counselor supervision model examines supervision itself, the supervisor's 

role, and the comprehensive school counseling domain in relation to one another (Luke & 

Bernard, 2006). The school counseling profession requires clinical supervision during 

preservice training (Council for Accreditation of Counseling and Related Educational 

Programs, 2016). Clinical supervision is also recognized as a needed component of 

counseling after graduation, however, is not a well-known practice of employed school 

counselors outside of graduate school (Crespi, 2003). The majority of school counselors 

are not currently receiving clinical supervision once employed (Page et al., 2001).  

American School Counselor Association National Model  

ASCA developed a national model in 2003 and a revised model in 2019 to ensure 

data-driven practices and identity for the school counseling profession. The ASCA 

national model was developed by a team of individuals from theorists to experts in the 

field that recognized a model was needed to ensure school counselors could achieve 

success (ASCA, 2019). The four themes that emerge in this framework are: (a) 
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leadership, (b) advocacy, (c) collaboration, and (d) systemic change. Each of these 

themes provides a vital component to the understanding of the framework itself and the 

role of the school counselor.  

Theoretical Framework 

The theoretical foundation for this study is centered on the topic of school 

counseling. Typically, in a qualitative or quantitative study, the topic of school 

counseling would be analyzed and variables for the study would be identified utilizing a 

theoretical framework found within the literature. For example, a study on school 

counselor burnout might use the five domains of the counselor burnout inventory as 

variables to interview school counselors. Through the development of the counselor 

burnout inventory, the variables within the instrument have been shown to have validity. 

The validity of the instrument and subsequent variables can determine the quality of the 

study and the impact it has on the body of research (Golafshani, 2003).     

    For this study, the general theoretical topic is PSC. However, unlike other study 

types, Delphi studies do not use variables identified from the literature. The Delphi 

method gathers consensus from a panel of experts on the variables that emerge from the 

four-round process. Therefore, there is no theoretical framework identified from the 

literature in Delphi studies, but instead, the selection of the expert panelists provides the 

validity of the collected data and subsequent variables (Golafshani, 2003). The 

contribution of the expert panel members creates a unique theoretical framework for each 

Delphi process, in this case, due to the individual’s unique and expert knowledge on the 

topic of PSC (Habibi et al., 2014; Mohamad et al., 2015). Additional validity is attained 
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by gathering consensus from the panel of experts as well as the systematic process 

utilized to gather feedback (Golafshani, 2003; Habibi et al., 2014). 

Organizational Supports Currently Available to School Counselors  

Organizational supports for school counselors include factors such as: (a) 

decreasing caseloads, (b) providing consultation, (c) providing educational training, 

and (d) providing clear and consistent supervision. Organizational supports have shown 

to be challenging for the school counseling profession (Bardhoshi et al., 2014). 

Research indicates lack of available organizational support impacts job stress (Dang, 

2021). One area of concern for the school counseling profession is the lack of time 

available to develop rich relationships with all students, due to exceeding high 

caseloads (Paisley & McMahon, 2001; Radford et al., 2016). The caseloads across the 

United States have been trending downward but are still well above ASCA’s 

recommended 250:1 ratio. In California, the average school counselor-to-student ratio 

is 626:1 (Population Reference Bureau, 2021). 

In addition to high caseloads, counselors are supervised by administrators who 

often do not understand the role of the school counselor, or the time required to 

perform the non-counseling duties (Bardhoshi et al., 2014). Supervision and evaluation 

by individuals without knowledge of the school counselor’s role create role stress. An 

individual’s supervisor at work can directly influence the work experience of the 

employees they oversee (Leiter et al., 2010). In addition to lack of appropriate 

supervision, there are additional organizational variables that contribute to school 

counselors' burnout (Fye et al., 2020). The research fails to explain what the required  
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roles and responsibilities are for a middle school counselor and how the organizational 

supports provided ensure they are successful. 

Gap in the Literature 

The PSC is responsible for academic, college/career, and social-emotional 

development (Reiner et al., 2009). Embracing multiple roles is a positive shift in getting 

students what they need; however, it leaves some confusion regarding the specific job 

responsibilities of the school counselor. The lack of organizational support available to 

school counselors contributes to this role conflict and stems from the unique way in 

which the profession is positioned within the school (Blake, 2020). School counselors are 

employed by educational leaders untrained or unfamiliar with counseling. The research 

links the lack of organizational supports to school counselor job satisfaction and 

ultimately burnout, however, research does not link this lack of organizational supports to 

student outcomes. This study aims to clearly identify the role and responsibilities of the 

middle school counselor and the organizational support necessary to improve student 

outcomes in all three domains.  

Summary 

 In summary, the exploration of the historical background of the school counseling 

profession leads to an understanding that role ambiguity, role stress, and role conflict 

factor into the lack of clearly defined roles and responsibilities of the school counseling 

profession. The inclusion of school counselors at the middle school level has grown in 

acceptance, however, the middle school concept itself is understudied (Huffman et al., 

1993). Foundational theories help illuminate this important topic examining leadership in 

school counseling, role theory, organizational role theory, systems theory, the counselor 



13 
 

supervision model, and finally the ASCA national model. Reviewing the organizational 

supports currently in place for school counselors indicates a need to identify those 

organizational supports that when implemented will increase positive student outcomes. 

Statement of the Research Problem 

The role of the PSC has evolved throughout the years. Originally, the sole focus 

of school counselors was on vocational guidance, and now it is the responsibility of the 

school counselor to develop a comprehensive program focused on academic, 

college/career, and social-emotional development (Reiner et al., 2009). CSCPs required 

an increased focus on evaluation methods and accountability (Gysbers & Henderson, 

2001). School counselors began measuring student outcomes based on developmentally 

appropriate goals, implementing intervention strategies, and evaluating their overall 

effectiveness (Gysbers & Henderson, 2006). The development of CSCPs help provide 

structure to the school counseling profession, by expanding their reach beyond specific 

student populations to focus on the positive student outcomes of all students (Cinotti, 

2014). Positive student outcomes include: (a) decreasing behavioral incidents, (b) 

reducing dropout rates, (c) improving attendance and graduation rates, and (d) increasing 

academic achievement (Johnson & Johnson, 2003). 

Analyzing student outcomes and the specific role the school counselor plays to 

increase positive student outcomes becomes the underlying focus. The role of a PSC 

varies from state to state, district to district, and site to site. This variance is due in large 

part to the lack of role clarity found within the school counseling profession. Numerous 

studies have examined the lack of role clarity and the competing roles and responsibilities 

expected of PSCs (Amatea & Clark, 2005; Lieberman, 2004). Role ambiguity is even 
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more prevalent for middle school counselors. The inclusion of school counselors at the 

middle school level is growing in acceptance, however, the role of the middle school 

counselor remains unclear (Huffman et al., 1993). The middle school counslor aims to 

help students grow academically, personally, and in college/career planning during a time 

of both self-discovery and rapid physical and emotional growth (ASCA, 2019).  

Having a professional identity that is constantly evolving and answering to so 

many stakeholder groups leads not only to role confusion from stakeholders, but also the 

school counselors themselves. This level of role ambiguity coupled with role 

incongruence, and role conflict, lead school counselors to experience role stress (Freeman 

& Coll, 1997). Role stress significantly decreases a school counselors ability to 

effectively deliver direct services to students (Mullen & Gutierrez, 2016). Role stress also 

negatively impacts a school counselors ability to successfully improve student outcomes. 

Organizational supports provided to the school counselor such as quality training, 

ongoing professional development, decreasing caseloads, and supervision, to name a few, 

are essential in supporting the success of the PSC (Fye et al., 2020).   

The unique way the school counseling profession is positioned within the school 

contributes to the role stress and lack of organizational support available to PSCs (Blake, 

2020). Organizational supports have shown to be challenging for the school counseling 

profession (Bardhoshi et al., 2014). Research indicates lack of available organizational 

support impacts job stress (Dang, 2021). The current literature links the lack of 

organizational supports to a decrease in school counselor job satisfaction and ultimately 

burnout. Bidwell (2001) ties the work conditions and organizational structure of the 

school counseling profession to student outcomes, however, it does not indicate the direct 
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effect it has on the school counselor’s ability to improve positive student outcomes. This 

study aims to identify the role and responsibilities of the middle school counselor and the 

organizational support necessary to improve student outcomes in all three domains.  

Purpose Statement 

  The purpose of this Delphi study was to identify, from the perspective of expert 

counselors, the roles that middle school counselors perform during their workday, to rate 

the importance of the roles identified, and to identify organizational supports necessary 

for middle school counselors to successfully perform each of the six most important roles 

identified. Additionally, this study seeks to gain feedback from expert middle school 

counselors on how to best align the necessary organizational supports with the identified 

most important roles. 

Research Questions 

This study was guided by the following research questions: 

1. What roles do expert counselors identify that middle school counselors 

perform during their workday? 

2. How do expert middle school counselors rate the importance of the roles 

identified in Research Question 1? 

3. What organizational supports do expert counselors identify that must be 

provided for a middle school counselor to successfully perform each of the six 

most important roles identified in Research Question 2? 

4. What do expert middle school counselors perceive is essential to effectively 

align the necessary organizational supports with the roles identified as 

important? 
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Significance of the Problem 

The existence of the school counseling profession has been well established 

throughout the literature. Numerous studies have looked at the role identity of the PSC 

(Bruce & Bridgeland, 2012; Hepp, 2015; Perkins et al., 2010; Reiner et al., 2009). The 

historical evolution of the profession indicates school counseling is in desperate need of a 

uniform and well-established professional identity (Dahir, 2004). Establishing the 

National Standards for School Counseling Programs, the ASCA national model, and the 

push for a comprehensive evidence-based school counseling program is an effort to 

provide unity to the role of the PSC (Dahir, 2004). To further complicate matters, each 

state has a different set of roles and responsibilities outlined for the PSC (Hepp, 2015).  

Establishing clear roles and responsibilities expected of a PSC is the first step; 

however, there is also a need to measure the influence school counselors have on positive 

student outcomes. Positive student outcomes include: (a) decreasing behavioral incidents, 

(b) reducing dropout rates, (c) improving attendance and graduation rates, and (d) 

increasing academic achievement (Johnson & Johnson, 2003). There is currently a lack of 

empirical data to support the significant positive influence school counselors have on 

student outcomes (Dahir, 2004). Empirical data is needed to convince policymakers that 

the school counseling profession adds value to the educational system. Amatea and Clark 

(2004) state PSCs have a unique ability to increase positive student outcomes. PSCs 

complete educational master’s level coursework in addition to training and internship 

experiences making them uniquely qualified to address how to increase positive student 

outcomes from a multitude of perspectives (Alexander et al., 2003). 
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 Despite the plethora of school counseling literature focused on roles and 

responsibilities, and the additional acknowledgment that the school counseling profession 

provides value, there is little empircal data outlining the effects of typical job duties or 

interventions provided by the PSC (Whiston, 2002). Due to the counseling profession 

being a small subset of the educational system or the inadequate understanding of the 

PSC role, policymakers typically ignore the profession during conversations about 

educational reform (Burtnett, 1993). Many professions moved to evidence-based 

practices and the school counseling profession is urged to follow suit (Whiston, 2002). 

Increasing accountability measures shifts the direction of the profession regarding 

educational reform (Johnson, 2000). Without strong empirical data, policymakers may 

not see the value in investing in the school counseling profession (Whiston, 2002).   

This Delphi study will help define the role of the middle school counselor and the 

specific organizational supports needed by the middle school counselor to increase 

positive student outcomes. The data collected from expert middle school counselors is 

meant to confirm the current literature related to middle school counselor role ambiguity 

and further fill the gap in the literature related to the organizational supports necessary to 

improve student outcomes. The findings from this study will be useful for school 

counselor supervisors and district-level administration to develop further role clarity in 

the middle school counselor job descriptions and the organization supports needed to 

successfully fill the role at a middle school site throughout any California middle school.  

Additionally, the findings from this study will benefit the counselor education 

programs in preparing and training school counselors in not only their role but in looking 

for jobs that provide the organizational supports necessary to successfully improve 
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student outcomes. Counselor education programs often do not provide specific direction 

related to field experience or internship and can utilize this study in suggesting effective 

systems of support to look for as a counselor starts in a graduate program field experience 

or as they enter the workforce for this first time in the field of school counseling.  

Definitions  

American School Counselor Association. The national professional organization 

of school counselors. ASCA is the author of the American School Counselor Association 

National Model: A Framework for School Counseling Programs (ASCA, 2019). 

American School Counselor Association National Model. The framework 

provides a four theme and four component model to help school counselors design, 

implement, and evaluate their comprehensive school counseling programs focused on 

improving student outcomes (ASCA, 2005).  

American School Counselor Association National Standards. ASCA published 

Sharing the Vision: The National Standards for School Counseling Programs to help 

school counselors better understand how to implement a comprehensive school 

counseling program that ensures equal access and opportunity for all students. These 

standards are what ASCA believes school counselors should be doing in the schools 

(ASCA, 1997).  

At-risk students. Students who are at risk of failing in school or need special 

support. Students may be below grade level and at risk for dropping out of school or not 

graduating. Students may have additional factors requiring support such as being an 

English language learner, socioeconomically disadvantaged students, students who are 

homeless, students with mental health challenges, or students with disabilities.   
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California Association of School Counselors. The professional state-level 

organization of school counselors in California.   

Comprehensive school counseling programs. Comprehensive school counseling 

programs are proactive in providing support for all students through the delivery of 

information, embedded lessons within the school’s curriculum, consultation with other 

entities, and a variety of assessment data in the area of academics, college/career, and 

social-emotional development (ASCA, 2019). It is embedded within the school and is no 

longer a supplement service (Campbell & Dahir, 1997).  

Counselor caseload. The number of students per counselor ratio. According to the 

ASCA, the recommended caseload for school counselors is 250:1 (ASCA, 2019). 

Council for Accreditation of Counseling and Related Educational Programs 

(CACREP). This is a set of counseling standards provided in a quality counselor 

preparation program. A CACREP counseling program ensures counselors are trained in 

how to support academic, career, and social-emotional development.  

Non-counseling duties. Non-counseling duties refer to those duties identified as 

inappropriate by the ASCA. These duties may be maintaining student records, substitute 

teaching, discipline, supervising lunch duty, or coordinating standardized tests (ASCA, 

2019).  

Organizational supports. Organizational supports are factors such as decreasing 

caseloads, providing consultation, providing educational training, and providing clear and 

consistent supervision (Bardhoshi et al., 2014). 
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Other duties as assigned. Other duties as assigned are all the roles and 

responsibilities school counselors are asked and expected to do, but that are not listed in 

their job description or list of responsibilities (Cinotti, 2014).   

Professional school counselor. The preferred term to refer to a school counselor. 

These individuals are professionals who hold state certification and licensure 

requirements which vary by state. In the state of California, PSCs hold a master’s degree 

in school counseling with additional credential requirements. 

Roles. The specific job expectations, requirements, and tasks expected to be 

completed by the PSC. These roles vary by state, district and often vary from site to site.  

Role ambiguity. The uncertainty regarding the roles and responsibilities of a PSC. 

Characterized by vague, incomplete, or inconsistent information regarding the job 

requirements, which do not correspond to the understanding before employment. Unclear 

understanding of how to handle job responsibilities and how one will be evaluated 

(Biddle, 1986).  

Role conflict. When school counselors must attend to two or more tasks or sets of 

expectations that are incompatible with one another (Biddle, 1986).  

Role stress. Created when school counselors experience role ambiguity and role 

conflict within their profession (Freeman & Coll, 1997). When there are conflicting or 

uncertain job responsibilities, work overload, or too many conflicting roles.  

Social-emotional. School counselors are responsible for ensuring students manage 

emotions and learn interpersonal skills to demonstrate the ability to practice healthy 

behaviors with others from diverse backgrounds (ASCA, 2014). The social-emotional 
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domain as defined by the ASCA national model has specific standards school counselors 

are expected to address.   

Supervision. The act of overseeing a school counselor and providing both support 

and evaluation. There are different types of supervision ranging from an administrator 

who oversees the counselor at the school site. The oversight of the comprehensive school 

counseling program. The clinical supervision to aid counselors in making ethical 

decisions and improving their overall counseling skills.   

Delimitations 

This Delphi study was delimited to expert middle school counselors in each of the 

three regions in California. Fifteen expert middle school counselors were purposively 

selected, five each from northern, central, and southern California. To be included as an 

expert middle school counselor for this study, the counselor had to meet the following 

criteria: 

• Currently employed as a middle school counselor in California  

• Three or more years of experience in a middle school counseling position 

• Recommendation of their principal as an expert middle school counselor  

• Graduated from a master’s program certified by the Council for Accreditation 

of Counseling and related educational programs 

Organization of the Study 

This research study will consist of five chapters, a list of references, and 

appendices. Chapter I set the stage by introducing the study. This chapter included 

background information, a statement of the research problem, the purpose statement, the 

research questions, the significance of the problem, definitions, delimitations, and the 
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organization of the study overall. Chapter II is a literature review on the historical aspects 

of school counseling, the role of the school counselor, role ambiguity, and the need for 

organizational supports to improve student outcomes. Chapter III outlines the study 

methodology, discusses the Delphi method, population, sample, instrumentation, and 

process for data collection and analysis. Chapter IV discusses the results from each round 

of the Delphi study and will present and analyze the data. Chapter V examines major 

findings, unanticipated findings, general conclusions, implications for school counselors 

and those who employ school counselors, and recommendations for future research.  
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CHAPTER II: REVIEW OF THE LITERATURE 

This study explored the organizational support needed by middle school 

counselors to maximize their effectiveness and serve students successfully. The topic of 

school counseling is well studied; however, the literature is not clear on how the 

organizational supports of the school counselor affect student outcomes. Organizational 

supports are factors such as decreasing caseloads, providing consultation, providing 

educational training, and providing clear and consistent supervision. The purpose of this 

review of the literature is to explore the organizational supports needed by middle school 

counselors to maximize their effectiveness to serve students successfully. 

A review of the literature was conducted to provide a historical overview of the 

school counseling profession and some context for understanding the roles and 

responsibilities of a middle school counselor. The role identity of school counselors has 

changed throughout history and the changes were discussed throughout the historical 

overview. The literature review utilized a synthesis matrix to identify themes and gaps in 

the current school counseling literature (see Appendix A). The concept of role ambiguity 

was explored, as well as how that role ambiguity leads to role stress. The role school 

counselors play as educational leaders is also addressed. Finally, the review discussed 

current organizational supports available to school counselors recognizing more research 

is needed to understand how those organizational supports directly influence student 

outcomes. The review finished with a concluding summary. 

The School Counseling Profession: A Historical Overview 

The school counseling profession has evolved over the last 100 years. It has 

moved from the original focus of vocational guidance, through a period focused on 
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clinical counseling, and landing most recently in an accountability model focused on a 

comprehensive system. The school counselor started as a position within the school, it 

later shifted to a provided service, and has now turned into a comprehensive program 

(Gysbers, 2012). When the profession began in the early 1900s the sole focus was 

vocational guidance to ensure a successful transition from school to the workforce post-

graduation (Super, 1955). The role of the vocational counselor was to address the 

negative fallout from the Industrial Revolution on the labor market and help facilitate 

work prospects to ensure smooth employment opportunities (Aubrey, 1977). When the 

profession first began the role was fulfilled by teachers and administrators. The earliest 

attempts at formal training began in 1911 at Harvard University focusing on vocational 

guidance (Gladding, 2013).  

The vocational guidance profession has changed over time. There was a 

concentrated effort in the 1920s and 1930s toward expanding the role of the vocational 

counselor to include mental health support, especially for those dealing with the 

aftermath of World War II (Gladding, 2013). Due to the cognitive development 

movement, the creation of guidance and counseling theory, and the shift to personal 

adjustment counseling, the profession continued to evolve (Lambie & Williamson, 2004). 

During the 1950s school counselors, health officers, school nurses, school psychologists, 

and attendance officers all became a part of the pupil personnel services system (Cinotti, 

2014). These services were referred to as ancillary services and were not embedded 

within the educational system often resulting in additional administrative duties being 

assigned (Stewart, 1959). 
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In 1952, the creation of the ASCA, previously known as the National Vocational 

Guidance Association, helped to provide an identity for the school counseling profession. 

ASCA provided resources, professional development opportunities, and a professional 

journal for data and research (Lambie & Williamson, 2004). In 1958, Congress passed 

the National Defense Education Act, which funded school counselors in all high schools 

to identify high achieving students and set them on a college trajectory (Lambie & 

Williamson, 2004). The number of school counselors rapidly increased between 1958 and 

1965 and nearly doubled the total number of school counselors employed (Shertzer & 

Stone, 1966). The Vocational Education Act Amendments of 1968 expanded counseling 

services to elementary school students with an additional focus on specialized 

populations such as a student with disabilities or disenfranchised youth (Erford, 2003). It 

was not until the 1960s that a more formalized professional training began for the 

profession focusing on standardization and professional identity (Gladding 2013). 

The development of comprehensive school counseling programs began in the 

1970s when school counselors started measuring student outcomes based on 

developmentally appropriate goals, implementing intervention strategies, and evaluating 

their overall effectiveness (Gysbers & Henderson, 2006). During the 1970s however, 

there was a significant decline in the need for school counselors due to a decrease in 

student enrollment, and reduced educational budgets (Lambie & Williamson, 2004). This 

resulted in school counselors assuming any and every job within the school out of 

necessity for job security, to increase school counselor visibility, and to advocate for the 

continued need for school counselors (Cinotti, 2014). 
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During this time there were several initiatives, one of which was the testing and 

accountability movement, that came out of the National Commission of Excellence in 

Education’s 1983 “A Nation at Risk” report, which discussed the overall quality of 

education in the United States (Lambie & Williamson, 2004). Another initiative was the 

School to Work Opportunity Act of 1994, which returned the focus to career counseling 

and preparing students for future employment (Erford, 2003). The ASCA also developed 

the CACREP and developed counseling education standards (Schweiger et al. 2011). The 

progression of the profession moved from what was originally supplemental services 

within a school site to what is now the development of a comprehensive school 

counseling program.  

Role Identity of the Professional School Counselor 

According to ASCA (2019), a PSC is a licensed educator that is qualified to 

provide academic, social-emotional, and college and career counseling. Historically 

school counselors only handled vocational needs, but the profession has since expanded, 

and today the PSC is responsible for academic, college and career, and social-emotional 

development (Reiner et al., 2009). This is a positive shift in providing the necessary 

supports for students, however, leaves some confusion regarding the specific job 

responsibilities of the school counselor. The qualifications to become a PSC require an 

individual to have a master's degree in school counseling as well as meet state 

certification and licensure standards (ASCA, 2005). School counselors are required to 

take 48 semester hours of graduate-level coursework on topics such as human 

development, group work, career counseling, lifestyle development, cultural and social 

competence, relationships, testing, program evaluation, school counseling theory, and 
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supervised counseling experiences (Council for Accreditation of Counseling and Related 

Educational Programs [CACREP], 2016). Additionally, counselors must uphold ethical 

standards for the profession and adhere to state laws (ASCA, 2005).  

The overall goal of a PSC is to provide advocacy, leadership, and collaboration 

(ASCA, 2005). The school counseling literature, however, remains ambiguous regarding 

the role of the PSC. There is a duality in the literature, as school counselors within their 

school sites serve both as educational leaders and mental health support providers 

(DeKruyf et al., 2013). In addition, the school counselor literature has adopted an 

understanding of the need for comprehensive school counseling programs aimed at 

improving student outcomes through prevention and intervention (ASCA, 2005). The 

identity of the PSC has been weakened, due to the divided focus on whether counselors 

should be educational leaders or mental health support providers. Research suggests PSC 

should embrace multiple roles if students are to truly benefit from a comprehensive 

school counseling program (Perkins et al., 2010). 

Academic Focus  

 The historical literature showcases the role of the PSC as an educator focused on 

vocational and academic success. Martin (2002) states PSC should only focus on one 

goal: improving academic success for all students. In addition to the literature, The 

ASCA national model, the transforming school counseling initiative, and the MetLife 

professional development module were also created to highlight the academic and 

vocational focus of the PSC (The Education Trust West, 2006). The capability of school 

counselors to positively influence the educational experience and ultimately the academic 
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outcomes of all students are why some believe the profession exists (Ziomek-Daigle et 

al., 2008). 

 The academic focus of the profession is well-intentioned as school counselors are 

optimally positioned to help assess barriers that may impact a student's academic success 

(S. Sears, 1999). Educational reform demanded accountability and standards-based 

educational practices, changing the dynamics of modern education in the United States 

(Martin, 2002). As educational reform occurred the role of the school counselor 

drastically changed during this time (Kuhn, 2004). School counselors have the 

opportunity to recognize and eliminate barriers to student academic success (Kaplan & 

Evans, 1999). School counselors can provide interventions to help close the achievement 

gap, especially between minority and low-income students and their more affluent peers 

(Martin, 2002). Beale (2003) asserted that school counselors are an integral component of 

the educational system and help students achieve their maximum academic potential.  

Mental Health Needs of Students  

 The number of adolescents in need of mental health services is on the rise and can 

be seen through the increased admission of adolescents to inpatient psychiatric hospitals 

(Crespi & Hughes, 2004). While the need is on the rise, access to mental health support 

has many roadblocks. It has been speculated that since adolescents in the United States 

spend a large amount of time in school utilizing the school site to provide those needed 

mental health services would be advantageous (Eklund et al., 2017). The number of 

barriers that exist preventing adolescents from obtaining mental health services may be 

eliminated by simply providing these services as school-based mental health services 
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(Committee on School Health, 2004). Focusing on school-based mental health services is 

a vital component of many PSCs’ job identities (DeKruyf et al., 2013). 

 School counselors are trained and able to provide short-term mental health 

counseling interventions to support students (Collins, 2014). The ASCA and CACREP 

validate the training and competencies school counselors have in providing mental health 

support services needed in the school setting (CACREP, 2016). ASCA does acknowledge 

it is inappropriate for a school counselor to provide long-term counseling to treat 

psychological disorders and that instead school counselors should only provide planned, 

short-term, goal-oriented mental health counseling services (ASCA, 2019). Research 

confirms that school counselors are uniquely positioned to provide this type of mental 

health support (Biolcati et al., 2018; DeKruyf et al., 2013). 

 The role of the school counselor is defined by a variety of stakeholders, one of 

which is school administrators. Amatea and Clark (2005) interviewed 26 administrators 

asking them to rate the most desired roles and responsibilities of a school counselor. 

While the answers varied, the need for direct services and one-on-one counseling rated 

high on their list of importance. Many roles and responsibilities done by school 

counselors could be fulfilled by other school personnel. The most individualized role of 

the school counselor that cannot be performed by other school employees is the direct 

counseling services to students (Astramovich et al., 2014). Knowing this role cannot be 

performed by other school personnel makes the task one of optimal importance for the 

school counselor to fulfill during their workday. School counselors report wanting to 

provide individual and group counseling to support the mental health needs of all 
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students (Agresta, 2004). However, this is not always possible due to the other non-

counseling duties, or the academic focus required of the profession.  

 In addition to short-term mental health counseling, school counselors are 

positioned to provide social-emotional learning opportunities to all students. 

Implementing social-emotional learning activities school-wide has been shown to 

increase both academic and social-emotional development and additional increase 

positive school behaviors (Durlak et al., 2011; Sklad et al., 2012). School counselors 

instill social-emotional values and practices in their everyday work responsibilities, as 

they are trained to be responsive and accommodating to students who may need 

additional mental health support (Bowers et al., 2017). The school counselor is well 

equipped and willing to provide mental health support through direct one-on-one or 

group counseling as well as through teaching social-emotional learning objectives.  

Comprehensive School Counseling Programs 

 CSCPs started in the late 1970s but continued to grow and develop throughout 

the 1980s and 1990s with an increased focus on evaluation methods and accountability 

(Gysbers & Henderson, 2001). CSCPs are proactive in providing support to facilitate the 

success of all students, not limiting their reach to only specific student populations 

(Cinotti, 2014). A comprehensive program includes the delivery of information, 

embedded lessons within the school’s curriculum, consultation with other entities, and a 

variety of assessment data in academics, college and career, and social-emotional 

development (ASCA, 2019). The most critical characteristic of a CSCP is the fact it is 

embedded within the school and is no longer a supplement service as it was often viewed 

when it was under the pupil personnel services umbrella (Campbell & Dahir, 1997). For 
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CSCPs to be sustainable there is a call for school counselor leadership and a push for 

systemic change through advocacy (Curry & DeVoss, 2009). 

CSCPs are comprised of the specialized work of school counselors. The tasks 

include individual student planning, group counseling, crisis counseling, delivery of 

classroom lessons, school-wide activities, and collaboration with other stakeholders 

(Rayle & Adams, 2007). Research shows the activities performed within a CSCP are how 

school counselors can best serve the interest of students (Beale, 2004; Johnson & 

Johnson, 2003; Sink, 2005a, 2005b). These CSCPs need to be accessible by all students 

and implemented by highly trained school counselors (Rayle & Adams, 2007). School 

counselors need non-counseling duties removed and caseloads lowered to focus on the 

tasks encompassed in a CSCP.  School counselors are the only individuals capable of 

designing, implementing, and evaluating a CSCP (Vandegrift, 1999). The benefits 

associated with these CSCP include: 

• Increased student achievement 

• Improved attendance 

• Higher graduation rates 

• Higher retention rates 

• Increased positive school climate 

• Reduction in suspensions 

• Decreased student discipline (Burkard et al., 2012; Carey et al., 2012; Sink et 

al., 2008)  

CSCPs are not implemented in every school, however are considered professional best 

practice (Goodman-Scott et al., 2016). Through CSCPs the creation of safe school 
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climates and the emphasis on academic, social-emotional, and college and career 

readiness is possible (ASCA, 2019).  

The American School Counselor Association National Model 

 The role identity of the PSC is still evolving, however, there have been several 

initiatives that have provided structure and support for the profession. One of the most 

impactful supports is the creation of the ASCA and subsequently the creation of the 

national model for school counselors. The goal of the ASCA national model was to 

increase accountability and ensure school counselors could be successful (ASCA, 2019). 

Theorists, published research, and expert school counselors all contributed to the creation 

of the inaugural ASCA national model, which was developed in stages and presented at 

the national school counselor conference in 2002 (Hatch, 2004). The overall goal of the 

model was to move counseling from its pigeonholed focus with a select number of 

students to a comprehensive school-wide model that served all students (Hatch, 2004). 

The ASCA national model has been revamped over the years; the first model was 

published in 2003, a second edition in 2005, the third edition in 2012, and the most 

current fourth edition in 2019 (ASCA, 2019).  

The first edition of the ASCA national model heavily focused on the academic 

role of PSC. The focus of the model was in response to the educational reform and 

accountability initiatives calling for more accountability and increased academic 

performance. The ASCA national model has undergone several revisions and the 

underlying components of the model are now aligned with the research on CSCP 

(Gysbers & Henderson, 2012). The ASCA national model provides a framework for data-

driven decision-making and program implementation (ASCA, 2019). The model has four 
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themes: (a) leadership, (b) advocacy, (c) collaboration, and (d) systemic change. In 

addition to the four themes, the model has four areas: (a) foundation, (b) delivery, (c) 

management, and (d) accountability. Each theme and portion of the model descriptively 

describes the framework as well as the roles and responsibilities of the PSC in an ideal 

world.      

The themes of the ASCA national model assist PSCs in designing a CSCP rooted 

in the foundational tenants of leadership, advocacy, collaboration, and systemic change. 

Leadership is a critical element in improving student learning and in creating effective 

schools (Marzano et al., 2005). Leadership fosters the school counselor’s professional 

identity, supports students, and assists in the effective implementation of a CSCP 

(Camelford, 2014). Advocacy supports the role of the school counselor in removing 

barriers and ensuring equity (ASCA, 2019). Collaboration with stakeholders is a vital 

component of a CSCP to foster a shared understanding, develop a support network, and 

maximize resources to improve student outcomes (Gibbons et al., 2010). The final theme, 

systemic change, is possible due to the school counselor’s access to achievement, 

attendance, and behavioral data that when analyzed allows barriers to be identified and 

fosters a desire to improve the system to ensure student success (ASCA, 2019).  

In addition to the four themes, the ASCA (2019) national model has four core 

areas: (a) foundation, (b) delivery, (c) management, and (d) accountability. The first area, 

foundation, is based on student and professional competencies needed to design a CSCP 

that improves student development in academics, behavior, and social-emotionally 

(ASCA, 2019). The second area, delivery, is the direct and indirect services provided by 

the school counselor. ASCA has outlined appropriate and inappropriate activities for 
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school counselors to perform and these services are embedded into a CSCP to ensure all 

students have access to the school counselor. The third area, management, is the use of 

various assessments to identify, monitor, and evaluate the strategic implementation of 

CSCP initiatives that are based on well-established criteria (ASCA, 2019). The fourth 

area, accountability, is designed to demonstrate through data analysis and program 

evaluation the overall effectiveness of the CSPC (ASCA, 2019). The four areas of the 

ASCA national model provide a framework for designing CSCP and providing the school 

counseling profession with an identity that can be validated through accountability 

efforts.  

The Role of the Middle School Counselor  

In the field of education, school counselors are employed at all levels: elementary, 

middle school, high school, and post-secondary. The role of a middle school counselor 

and the workday duties performed are very different than the role and duties of 

elementary, high school, or post-secondary counselors (Kirchner & Setchfield, 2005; 

Nelson et al., 2008). The middle school counselor’s job setting varies greatly depending 

on the state, the district, or the structure of the individual school site. For example, the 

role of a middle school counselor in an urban school district will differ from the role of a 

middle school counselor in a rural district (Butler & Constantine, 2005; Nelson et al., 

2008). The role of a middle school counselor will also change based on the unique needs 

of the students in which the counselor serves (Nelson et al., 2008). During the 2018 to 

2019 school year, there were approximately 4,185 middle school counselors employed 

throughout California (California Department of Education [CDE], 2019).  
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School counselors are vital members of the educational team at all educational 

levels (Berry, 2006). However, school counselors at the middle school level are of 

notable importance (Epstein & Voorhis, 2010). Students at the middle school level need 

support for both physical and psychological development, which the school counselor is 

particularly positioned and trained to provide (Kuhn, 2004). The role of the middle 

school counselor aims to help students grow academically, personally, and in college and 

career planning during a time of both self-discovery and rapid physical and emotional 

growth (ASCA, 2019). Middle school students need encouragement and guidance to 

begin developing a clear sense of identity (Gerler, 1991; Marcia, 1980). Discipline issues 

arise during the transition to middle school (Dimmitt & Carey, 2007). According to 

ASCA (2019), middle school counselors are well equipped and able to respond to the 

unique challenges of middle school students.  

One of the unique aspects of middle schools is the two major transitions middle 

school students have to endure; one from elementary to middle school and one from 

middle school to high school. The transition to middle school is often one of difficulty 

(Elias et al., 2007). As students enter middle school there is often a sense of uneasiness 

and enthusiasm at the same time (Gerler, 1991). Students who also struggle with social 

adjustment or transitions experience additional challenges during this time due to their 

social maturity still developing and their inability to manage their time and prioritize 

(Hough, 1995; Mayberry, 2005). There is often a lack of parental supervision and 

assistance moving into the middle school level which may require additional support 

from the school (Mayberry, 2005). The students who have difficulty adjusting at the 

middle school level often continue to be immature and experience academic challenges 
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throughout their development (Hough, 1995). Students transitioning to middle school 

need support, and the school counselor is one of the main stakeholders responsible for 

implementing and supporting the process of students transitioning from elementary to 

middle school (Mayberry, 2005). 

While it is clear middle school students benefit from the presence of school 

counselors this structure has not always been in place since the formation of middle 

schools, in general, are a relatively new and evolving concept. The term junior high 

school was the first attempt to focus on improving the academic performance of middle-

grade students (Manning, 2000). The composition moved from four years of high school 

and eight years of elementary school to include a focus on three levels in the middle, 

grades seven through nine. During the 20th century, educational reform examined the 

middle-grade levels and determined while well-intended the junior high school model 

needed realigning to focus on social and emotional development (Beane, 2001). This 

realignment led to the creation of what is now referred to as middle school (Alexander, 

1995). Research shows that many middle schools today are actually junior high schools 

for 11-year-olds (Davis, 2008). The research is convoluted in the identification of middle 

school counselors due to the different types of school compositions a middle-grade 

counselor may be employed. Often throughout the literature the terms middle school, 

junior high school, and intermediate school are interchanged without true differentiation. 

The National Middle School Association (1995) challenges middle schools to ensure 

students, families, and community stakeholders have an advocate within the school 

system. The role of the school counselor provides the advocacy and needed support for 

students at this level.  
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Role Ambiguity and Role Stress 

The historical overview helps to illustrate the progression of the school 

counseling profession; however, it also demonstrates the understandable lack of role 

clarity that exists. The historical literature features the role of the PSC as an educator who 

should focus solely on the goal of improving academic success for all students (Martin, 

2002). In addition to the literature, The ASCA national model, the transforming school 

counseling initiative, and the MetLife professional development module also were 

created to highlight the academic and career focus of the PSC (The Education Trust 

West, 2006). In contrast, a school counselor’s focus on mental health support within the 

school is also a very well-researched and a vital component of many PSCs job identities 

(DeKruyf et al., 2013). The literature suggests the role of the school counselor should 

include a focus not only on the academic and college and career domains, but it needs to 

additionally include social-emotional development (Perkins et al., 2010). 

Amatea and Clark (2005) interviewed 26 school administrators on their perceived 

beliefs about the role of the school counselor and consequently came up with four very 

different definitions. Administrators often do not realize the effect of assigning roles and 

responsibilities not aligned with the profession, which ultimately limits the school 

counselors' effectiveness on student outcomes (Bruce & Bridgeland, 2012). Trying to 

establish a universal set of roles and responsibilities is a multifaceted procedure and has 

led to additional role ambiguity (Cinotti, 2014). Each state has a different set of roles and 

responsibilities outlined for the PSC (Hepp, 2015). Having a different set of roles and 

responsibilities throughout the United States contributes to the inability to create a 

universal job description or subsequently professional identity (Hepp, 2015). 
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Administrators and other stakeholders need to have a universal agreement on the roles 

and responsibilities of the profession.  

The evolving role identity of school counselors significantly influences the role 

ambiguity seen within the profession (Bain, 2012). Additionally, school counselors work 

with a variety of stakeholders. The stakeholder groups include students, parents, site and 

district administration, and the community. Each stakeholder group has a different set of 

needs and expectations of the school counselor, which often conflict and lead to 

additional role ambiguity and ultimately role stress (Paisley & McMahon, 2001). During 

graduate school, counselors learned the roles and responsibilities of the profession; 

therefore, when stakeholders' expectations conflict with the counselors' preconceived 

beliefs of their role, role stress is imminent (Culbreth et al., 2005).  

There is a duality in the role of the PSC among school counselors themselves. 

Administrators and other stakeholders have varying interpretations of the school 

counselor’s role, but so do the school counselors themselves. School counselors serve 

both as educational leaders and mental health support providers (DeKruyf et al., 2013). 

The school counseling literature is divided regarding which identity is more important: 

the educator or the mental health support provider (Perkins et al., 2010). This dichotomy 

within the literature is creating role confusion for the school counseling profession as it 

tries to determine which identity is more aligned with the core values and school site 

expectations. The identity of the PSC has been minimized due to the divided focus on 

whether counselors should be educational leaders or mental health support providers. 

Research suggests PSC should embrace multiple roles if students are to truly benefit from 

a comprehensive school counseling program (Perkins et al., 2010). 



39 
 

The roles of the school counselor are often in conflict with one another which 

leads to role stress (Freeman & Coll, 1997). The role ambiguity within the literature is 

creating role confusion for the school counseling profession. Having a professional 

identity that is constantly evolving and answering to so many stakeholder groups lead not 

only to role confusion among stakeholders but also to the school counselors themselves. 

In addition, there is role incongruence within the profession being placed in the middle of 

two stakeholder groups with different expectations for how information is handled 

(Freeman & Coll, 1997). School counselors also must battle other duties as assigned 

which prevents counselors from adhering to professional mandates and personal values 

related to roles and responsibilities (Holman et al., 2019). 

Theoretical Foundations  

This study examines the roles and responsibilities of middle school counselors. 

This study also aims to study the necessary organizational supports needed to perform the 

identified roles and responsibilities and to increase positive student outcomes. The study 

itself is a Delphi study, which differs in the way in which variables are identified. This 

Delphi study relies on the collective knowledge of a panel of expert middle school 

counselors through a four-round process. The selection process of the identified experts 

on the panel is crucial in ensuring the validity of the data collected (Golafshani, 2003). 

Due to the knowledge and expertise of the expert panel, the responses generated 

throughout the four-round process create a unique theoretical framework (Habibi et al., 

2014). The study does however rely on some theoretical foundations that provide a depth 

of understanding to the topic and provide a basis for the study to be conducted. The 

theoretical foundations are: (a) leadership in school counseling, (b) role theory, (c) 
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organizational role theory, (d) activity theory, (e) system theory, and the (f) counselor 

supervision model.  

Leadership in School Counseling  

Leadership is a critical element to improving student learning and in creating 

effective schools (Marzano et al., 2005). Leadership is an important element of school 

counseling. The ASCA’s (2019) national model has created a framework outlining 

leadership as one of the foundational tenets. School counselors recognize the value of 

leadership skills within the profession and want to be viewed as educational leaders 

(Berry, 2006); however, many counselors do not implicitly utilize leadership practices 

(Shillingford & Lambie, 2010). Research by Dollarhide et al. (2008) has found that in 

general, the reason school counselors do not naturally engage in leadership activities is a 

combination of the lack of preservice training, fear of failure, the unwillingness to take 

risks, and role ambiguity.  

Role Theory  

This study looks at the roles and responsibilities of middle school counselors 

which are afflicted by role ambiguity, role stress, and role conflict experienced in the 

school counseling profession. Understanding the evolving role identity, role ambiguity, 

and varying expectations from a variety of stakeholder groups emphasizes the importance 

of role theory. The ambiguity of the school counselor’s role identity leads to other duties 

being assigned which prevents counselors from adhering to professional mandates and 

personal values related to roles and responsibilities (Holman et al., 2019). These roles are 

not finalized as the school counselor’s professional identity continues to shift and 
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therefore the established roles continue to shift (Turner, 2001). Biddle (1986) explains the 

role identity directly influences an individual’s behavior within the organization.  

Organizational Role Theory  

Organizational role theory focuses on the school counselor’s ability to accept and 

navigate their multiple roles within the constraints of the education system (Biddle, 

1986). The effective functioning of a role within an organization results from reoccurring 

behavior (Biddle, 1986). Focusing on the identified roles and responsibilities within an 

organization, the interaction between these varying roles, and the effect this all has on the 

organization’s goal is the focus of organizational role theory (Katz & Kahn 1966). School 

counselors assigned to roles aligned with their values and professional training can 

support the school’s organizational goals (Dahir et al., 2010). Utilizing organizational 

role theory to better understand the work environment of the school counselor and how 

that work environment directly affects student outcomes is needed within the research 

(Meyer & Rowan, 2006). 

Activity Theory  

 Activity theory lends itself to this study as the relationship between the middle 

school counselors and the desire to increase positive student outcomes is examined in the 

context of the educational system. The theory helps explain complex systems that involve 

a variety of stakeholders. The theory as explained by Engestrӧm (1999) examines the 

relationship between the subject, the desired outcome, and any underlying tensions that 

either positively or negatively influence each other and the overall process, subsequently 

creating an activity system. The four major components of activity theory help to define 

the school counselor’s role and subsequently the desired outcome. These components 
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include: (a) tools, (b) rules, (c) community, and (d) division of labor (Engestrӧm, 1999). 

The theory acknowledges the four components either work to help or impede the school 

counselor’s ability to increase positive student outcomes.  

Systems Theory and Organizational Learning Theory 

 There is a need to include systems theory and organizational learning theory in 

the theoretical foundations, as school sites utilize a systems approach, and are a type of 

organization in which middle school counselors are employed. Organizational role theory 

examines the role of the counselor and how that role impacts the organization. Systems 

theory looks at the school site as a system. Elmore (2004) discusses how pivotal it is for 

school sites to function as a system instead of individual silos and the need to work 

organically together in shared work. Senge (1990) discusses how complex systems such 

as school sites need to also include organizational learning theory, which states 

organizations will improve when learning has been facilitated across the organization.  

School Counselor Supervision Model  

The counselor supervision model takes the work of the middle school counselor 

and tries to create a system in which to best supervise and provide organizational support. 

The specific model examines supervision itself, the supervisor's role, and the 

comprehensive school counseling domain in relation to one another (Luke & Bernard, 

2006). The school counseling profession requires clinical supervision during preservice 

training (CACREP, 2016). Clinical supervision is also recognized as a needed component 

of counseling after graduation, however, is not a well-known practice of employed school 

counselors outside of graduate school (Crespi, 2003). The majority of school counselors 

are not currently receiving clinical supervision once employed (Page et al., 2001). The 
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counselor supervision model aids to provide a system in which this required clinical 

supervision can effectively be put in place for school counselors in the field.  

American School Counselor Association National Model  

 The ASCA national model was developed by a team of individuals from theorists 

to experts in the field that recognized a model was needed to ensure school counselors 

could achieve success (ASCA, 2019). According to Janson and Stone (2009), the ASCA 

national model includes underlying components of the comprehensive school counseling 

model from Gysbers and Henderson (2012), the competency-based model of Johnson and 

Johnson (2003), and the developmental model of Myrick (2003) in addition to research 

by The Education Trust (1997). The ASCA national model allows school counselors to 

be data-driven when making decisions on program implementation and helps more 

clearly define the role of the school counselor (ASCA, 2019). There are four underlying 

themes and four components of the ASCA national model.  

 The four themes that emerge in this framework are: (a) leadership, (b) advocacy, 

(c) collaboration, and (d) systemic change. Each of these themes provides a vital 

component to the understanding of the framework itself and the role of the school 

counselor. Additionally, there are four components to the model: (a) foundation, (b) 

management, (c) delivery, and (d) accountability. Addressing all four components is 

essential to understand the framework and the overall charge it instills within the school 

counseling profession.  

Theoretical Framework 

The theoretical foundation for this study is centered on the topic of school 

counseling. Typically, in a qualitative or quantitative study, the topic of school 
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counseling would be analyzed and variables for the study would be identified utilizing a 

theoretical framework found within the literature. For example, a study on school 

counselor burnout might use the five domains of the counselor burnout inventory as 

variables to interview school counselors. Through the development of the counselor 

burnout inventory, the variables within the instrument have been shown to have validity. 

The validity of the instrument and subsequent variables can determine the quality of the 

study and the impact it has on the body of research (Golafshani, 2003).     

    For this study, the general theoretical topic is PSC. However, unlike other study 

types, Delphi studies do not use variables identified from the literature. The Delphi 

method gathers consensus from a panel of experts on the variables that emerge from the 

four-round process. Therefore, there is no theoretical framework identified from the 

literature in Delphi studies, but instead, the selection of the expert panelists provides the 

validity of the collected data and subsequent variables (Golafshani, 2003). The 

contribution of the expert panel members creates a unique theoretical framework for each 

Delphi process, in this case, due to the individual’s unique and expert knowledge on the 

topic of professional school counseling (Habibi et al., 2014; Mohamad et al., 2015). 

Additional validity is attained by gathering consensus from the panel of experts as well as 

the systematic process utilized to gather feedback (Golafshani, 2003; Habibi et al., 2014). 

Organizational Structure of the School Counseling Profession 

The organizational structure of the school counseling profession is an important 

component to study. A school is a type of organization in which school counselors are 

employed; however, the structure of each school is complex, varied, has individualized 

goals, and a multitude of stakeholders (Donaghue, 1996). One aspect of educational 
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organizations is the systems approach embedded into most schools. Senge (1990) 

discusses how school sites are complex systems that will improve when learning has been 

facilitated across the organization. Elmore (2014) discusses how pivotal it is for school 

sites to function as a system and work organically together in shared work instead of 

individually. Organizational role theory and systems theory both focus on the school 

counselor’s ability to accept and navigate their multiple roles within the constraints of the 

education system (Biddle, 1986). Organizational role theory focuses on the identified 

roles and responsibilities within an organization, the interaction between these varying 

roles, and the effect this all has on the organization’s goal (Katz & Kahn 1966).  

The unique way school counselors are arranged within their organizations 

contributes to role ambiguity, role conflict, lack of clinical supervision, and work 

overload (Blake, 2020). The school counselor’s job setting varies greatly depending on 

the state, the district, or the individual school site. The requirements to be employed as a 

school counselor also varies throughout the United States. ASCA (2019) encourages the 

utilization of CSCP. The number of schools implementing CSCP is unclear, and therefore 

counselors may find themselves employed at a site without any counseling program 

structure or support. Role identity can only be done in the context of the organization. 

The role of a PSC directly impacts the organization, and the structure of the organization 

directly impacts the role of the school counselor. Meyer and Rowan (2006) state more 

research is needed to understand the organizations in which school counselors work and 

how that work environment directly affects student outcomes. Several organizational 

factors have been identified as having an impact on the work of school counselors, but 
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further research is needed to better understand the relationship between organizational 

factors and the school counselor’s success.  

Organizational Factors Influencing School Counseling  

Organizational factors include: (a) caseload size, (b) consultation, (c) 

educational training, and (d) clear and consistent supervision. Organizational support 

has shown to be challenging for the school counseling profession (Bardhoshi et al., 

2014). Research indicates lack of available organizational support impacts job stress 

(Dang, 2021). Job stress will only occur when the organizational demands cannot be 

ignored without fear of fallout or when the PSC doubts the demands can be fulfilled 

adequately (S. J. Sears & Navin, 2001). Throughout the literature, several 

organizational factors greatly impact the job stress of PSC including role ambiguity, 

role conflict, and work overload (S. J. Sears & Navin, 2001). Additional areas of 

concern include lack of (a) available time, (b) high caseloads, (c) assignment of non-

counseling duties, (d) educational training, and (e) lack of supervision. Examining each 

of these areas allows for a better understanding of how organizational factors directly 

impact the school counselor and the impact that may have on their success.  

High Caseload 

The school counselor navigates many demands, one of which is the exceeding 

high caseloads often experienced in K-12 schools throughout the United States. School 

counselors lack the available time to develop rich relationships with all students, due to 

these exceeding high caseloads (Paisley & McMahon, 2001; Radford et al., 2016). 

According to ASCA, the recommended caseload for school counselors is 250:1 

(ASCA, 2015b). The caseloads across the United States have been trending downward 
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but are still well above the recommended 250:1 ratio. In California, the average school 

counselor-to-student ratio is 626:1 (Population Reference Bureau, 2021). School 

counselors navigating caseloads above a 400:1 counselor-to-student ratio have been 

found to have increased emotional exhaustion (Bardhoshi et al., 2014).  

 McCarthy et al. (2010) determined school counselors felt having large caseloads 

was one of the most frustrating aspects of the school counseling profession. When 

caseloads are exceedingly high, school counselors are unable to meet the needs of all 

students. The study found some evidence indicating high caseloads may negatively 

impact the success of the PSC (McCarthy et al., 2010). More research is needed to 

determine the amount of impact high caseloads have on the school counselor’s success, 

and if a certain threshold exists for how high a caseload can be before it negatively 

impacts the school counselor. Bidwell (2001) states, however, that focusing only on the 

fact counselors have high caseloads minimizes the effect the work conditions and 

organizational structure of the school counseling profession itself has on student 

outcomes. 

Appropriate Supervision  

Before becoming a school counselor, one must undergo graduate-level training 

which requires school counselors to engage in clinical supervision. CACREP (2021) 

states the most critical element of school counseling training is the field experience which 

requires supervised internship hours. Research shows supervision is essential in ensuring 

school counselors are growing personally and professionally (Lambie, 2007). 

Specifically, supervision improves a school counselor’s overall effectiveness, confidence, 

accountability, and enhances job performance (Wood & Rayle, 2006). However, once 
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school counselors are employed clinical supervision is not typically experienced (Page et 

al., 2001). Specifically, in a study by Moyer (2011), 77% of school counselors received 

zero to one hour of monthly supervision, and 12.4% received two to three hours of 

monthly supervision. This study clearly shows there is minimal supervision provided 

regularly to school counselors after graduate school. Some benefits of regular supervision 

allow school counselors to refine their counseling skills, brainstorm how to deal with 

challenging scenarios, and consult regarding legal or ethical matters (Lambie & 

Williamson, 2004). Additionally, school counselors who have a clinical supervisor or 

mentor felt more valued within the profession (Curry & Bickmore, 2012).          

The school counseling professional is uniquely structured within the school site, 

leading to supervision by school site principals or administrators. Therefore, in addition 

to the lack of clinical supervision provided, school counselors are frequently supervised 

by administrators who often do not understand the role of the school counselor, or the 

time required to perform the non-counseling duties (Bardhoshi et al., 2014). Supervision 

and evaluation by individuals without knowledge of the school counselor’s role create 

role stress. Supervisors often do not have experience working with school counselors yet 

have been awarded authority and influence to determine the school counselor’s role and 

trajectory within the organization (Blake, 2020). According to Lambie and Williamson 

(2004) to implement and maintain a CSCP support from administration and specifically 

one’s supervisor is critical. An individual’s supervisor at work can directly influence the 

work experience of the employees they oversee (Leiter et al., 2010). Establishing positive 

professional relationships, especially with one’s supervisor can decrease stress and 

improve work conditions (McCarthy et al., 2010). Clinical supervision, as well as 
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supervision by administrators with knowledge of the role of a school counselor, are both 

organizational factors that impact the overall success of a school counselor once 

employed at a school site.   

Role Ambiguity  

Occupational stress brought on by role ambiguity is an organizational factor that 

negatively impacts the school counseling profession (Cervoni & DeLucia-Waack, 2011). 

The lack of identity for the school counseling profession is magnified by role ambiguity 

that exists from stakeholders within the organization in which school counselors are 

employed. Role ambiguity can be defined as the absence of clear roles and 

responsibilities for the PSC. The evolution of the school counseling profession and its 

changing identity has contributed greatly to the role ambiguity that remains (Bain, 2012). 

Developing a professional identity free from role ambiguity is an idealized concept for 

any PSC. Role ambiguity has been discussed throughout the literature as an ongoing 

frustration for the school counseling profession.  

In addition to the role ambiguity experienced by the school counselors 

themselves, there is role ambiguity in the creation of CSCPs within a school site. 

Implementing a CSCP without clear guidelines, or established roles create role ambiguity 

at the site level. Role ambiguity at the site level negatively impacts the school counseling 

profession and the school counselor’s overall effectiveness (Cervoni & DeLucia-Waack, 

2011). The school counselor often has an idea of what is needed to implement a CSCP; 

however, the assigned tasks by site administration do not align and therefore exacerbates 

the role ambiguity that is experienced (Culbreth et al., 2005). This ongoing role 
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ambiguity is both an individual and organizational construct that negatively impacts the 

school counselor’s ability to serve students effectively. 

Role Conflict  

Similar to role ambiguity, the concept of role conflict is another organizational 

factor that negatively impacts the school counseling profession. Role conflict occurs 

when a school counselor attempts to perform multiple roles within the profession that 

clash with one another (Bryant & Constantine, 2006). School counselors are accountable 

to a variety of stakeholder groups including students, parents, teachers, administrators, 

and community members. When the stakeholder groups have different needs or 

expectations for the school counselor, role conflict and role stress ensue (Culbreth et al., 

2005). It is extremely challenging for school counselors to deal with competing demands 

and the need to prioritize stakeholder groups to determine the best course of action 

moving forward (Cervoni & DeLucia-Waack, 2011; Lambie & Williamson, 2004). 

Additionally, role conflict may occur when the PSC have idealized ideas of their role but 

the actual job requirements or assigned tasks do not align (Falls & Nichter, 2007). These 

examples of role conflict are a major organizational factor contributing to a negative 

work environment in the school counseling profession.  

Assigning Non-Counseling Duties  

When role ambiguity and role conflict exist, the tendency to take on non-

counseling duties is not far behind. ASCA (2019) outlined inappropriate duties of the 

PSC which include test administration, discipline, administrative tasks, scheduling, and 

student supervision. School counselors performing non-counseling duties add to the role 

ambiguity of the profession as well as diminish the role of the school counselor and the 
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impact school counselors can have within the organization (Falls & Nichter, 2007). These 

non-counseling duties prevent school counselors from spending time in direct support of 

students. Additionally, school counselors were found to have a greater level of 

commitment and job satisfaction when performing appropriate counseling duties 

(Baggerly & Osborn, 2006).     

Moyer (2011) found the more time school counselors spent on non-counseling 

duties the higher the likelihood they would experience exhaustion, feel incompetent, or 

attribute working in a negative environment. Spending time on non-counseling duties 

increased frustration within the school counseling profession and decreased overall job 

satisfaction (Baggerly & Osborn, 2006). It is common for school counselors to spend a 

majority of their time engaged in non-counseling duties. Specifically, Moyer (2011) 

conducted a study showing that 74% of school counselors in the study spent more than 

five hours a week on non-counseling duties and more than 50% spent more than 10 hours 

a week on non-counseling duties. The time spent on non-counseling duties is an 

organizational factor that impacts the ability of the school counselor to serve students 

effectively.     

Job Demands and Work Overload  

The job demands of PSC are not only ambiguous but are increasing. Lambie and 

Williamson (2004) discussed the rising demands of school counselors and how those 

rising demands have led to feelings of overwhelm and a sense of exhaustion. The unique 

way school counselors are arranged within their organizations contributes to work 

overload (Blake, 2020).The number of counseling duties that conflict with one another is 

one factor of work overload (Freeman & Coll, 1994). Another factor is the inability of 
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school counselors to navigate the overabundance of required duties assigned to them 

(Bryant & Constantine, 2006). Lastly, the simple act of performing the non-counseling 

duties themselves is a major contributor to work overload (Kendrick et al., 1994). The 

reason ASCA had established roles and responsibilities that were inappropriate for school 

counselors was to reduce the extraneous demands being placed on the profession and 

allow for more time in direct service of students.  

Kolodinsky et al. (2009) conducted a study indicating school counselors were 

most frustrated by the work overload within the profession. Work overload is defined as 

more work than school counselors have the time or resources to complete (Wilkerson & 

Bellini, 2006). A study by Lee and Ashforth (1996) indicated work overload and time 

pressure frequently lead to the experience of emotional exhaustion and often burnout. 

Furthermore, Ilies et al. (2010) stated work overload leads to daily stress and an overall 

decrease in employee wellbeing. It is unclear why the school counseling profession 

experiences work overload, whether it is due to high caseloads, role ambiguity, or non-

counseling duties being assigned; however, what is clear is the rising demands placed on 

school counselors decrease their effectiveness and time spent in direct service of students.  

Educational Training 

 Once school counselors graduate and are employed at a school site it is often their 

individual responsibility to pursue additional educational training opportunities. ASCA 

(2019) recognizes the importance of continued educational training as it allows school 

counselors to strengthen their knowledge and skills in the field of school counseling. 

Educational training related specifically to the school counseling profession increased job 

satisfaction and improved the school counselor’s ability to serve students (Kirk-Brown & 
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Wallace, 2004). Educational training, while valuable, is not readily available or required 

for school counselors (Lowel et al., 2018). Dahir et al. (2009) reported a limited number 

of professional development opportunities available to school counselors. School 

counselors not only have to have an individualized desire to continue their educational 

training, but also locate, and pay for professional development opportunities. Having 

more professional development opportunities and organizations that require school 

counselors to continue educational training is an organizational factor that needs further 

explored as a mitigating factor to school counselors’ success.  

Current Research on Organizational Factors and Decreased Student Outcomes 

School counselors are employed throughout the United States in K-12 schools 

with varying job requirements, unique structures, and differing hierarchical arrangements. 

Determining what makes some school counselors effective while others struggle is an 

important question within the literature. While many studies examined the school 

counselor’s personality, coping strategies, and individual demographics, Maslach and 

Leiter (1997) stated the research needs to focus on organizational variables and the work 

environment of the PSC. Without a full understanding of the work environment and 

organizational variables impacting the school counseling profession, the ability to 

determine how to improve student outcomes remains evasive.  

The literature has identified several organizational factors that impact the school 

counseling profession including role ambiguity, role conflict, and work overload (Blake, 

2020; Fye et al., 2020). Additionally, school counselors experiencing confusion regarding 

their role identity or professional competencies indicate diminished effectiveness 

(Bardhoshi et al., 2014; Lieberman, 2004; Moyer, 2011). The impact organizational 
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factors have on student outcomes is absent from the research; instead, the literature 

focuses on the impact organizational factors have on job stress and ultimately burnout 

(Dang, 2021; Fye et al., 2020; Holman et al., 2019; Rhoades & Eisenberger, 2002; 

Wilkerson & Bellini, 2006). Dang (2021) states when organizational support is missing 

there is an increase in job-related stress. A study by Pierson-Hubeny and Archambault 

(1987) indicated school counselors scored higher than school psychologists, teachers, 

reading specialists, and social workers in areas of role ambiguity and conflict and second 

highest in emotional exhaustion, depersonalization, and reduced personal 

accomplishment scores.  

Researchers have determined organizational factors are important indicators of 

burnout and account for the greatest amount of variance within the literature (Lee et al., 

2003). The literature examines several organizational factors distinctive to the school 

counseling profession (Blake, 2020). Burnout symptoms include irritability, headaches, 

sleep challenges, lower energy, job dissatisfaction, feeling hopeless, and 

depersonalization (Moyer, 2011). These symptoms of burnout negatively impact the role 

of a PSC and their ability to provide support to the students they serve. The research has 

indicated school counselors experiencing burnout may inadvertently cause harm due to 

their lack of empathy or presence (Florio, 2010). While the potential to cause inadvertent 

harm is significant, the research does not go on to explain the direct effect these 

organizational factors have on student outcomes.  

School counselors need to mitigate against burnout and prevent inadvertent harm 

by utilizing organizational support. Perceived organizational support provides school 

counselors with protective factors against emotional exhaustion, depersonalization, and 
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personal accomplishment (Lambie, 2002). Perceived organizational support can be 

defined as a school counselor’s perception of their value to the organization, assistance in 

dealing with stressful scenarios, and support in handling everyday work requirements 

(Rhoades & Eisenberger, 2002). Organizational support is essential in mitigating school 

counselor stress and ultimately burnout. One of the key findings shows a positive 

supervisor relationship is key to alleviating work overload and emotional exhaustion 

(Bakker et al., 2005). Additionally, Rayle (2006) found that if school counselors believe 

they are valued by the organization there was an increase in job satisfaction and a 

reduction in job stress. The research fails to specifically connect organizational factors to 

school counselor success. The goal of this study is to examine the agreed-upon roles and 

responsibilities of a middle school counselor and determine what organizational supports 

are needed to ensure the middle school counselor is successful. 

Summary 

 In summary, the PSC is responsible for academic, college and career, and social-

emotional development (Reiner et al., 2009). Embracing multiple roles is a positive shift 

in getting students what they need, however, it leaves some confusion regarding the 

specific job responsibilities of the school counselor. The lack of organizational support 

available to school counselors contributes to this role conflict and stems from the unique 

way in which the profession is positioned within the school (Blake, 2020). School 

counselors are employed by educational leaders untrained or unfamiliar with counseling. 

The research links the lack of organizational support to school counselor job satisfaction 

and ultimately burnout, however, it does not link this lack of organizational support to 

student outcomes. This study aims to clearly identify the role and responsibilities of the 
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middle school counselor and the organizational support necessary to improve student 

outcomes in all three domains.  
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CHAPTER III: METHODOLOGY 

Overview 

Chapter III addresses the methodology for the study. This chapter includes a 

purpose statement, outlines the four research questions, and explains the research design. 

Additionally, this chapter discusses the population, target population, and the specific 

sample used in this study. The chapter also discusses the needed instruments, the data 

collection, and data analysis procedures to ensure the study could be replicated. This 

chapter concludes with a description of the study’s limitations and a summary of the 

overall chapter.  

Purpose Statement 

 The purpose of this Delphi study is to identify, from the perspective of expert 

counselors, the roles that middle school counselors perform during their workday, to rate 

the importance of the roles identified, and to identify organizational supports necessary 

for middle school counselors to successfully perform each of the six most important roles 

identified. Additionally, this study seeks to gain feedback from expert middle school 

counselors on how to best align the necessary organizational supports with the identified 

most important roles. 

Research Questions 

This study was guided by the following research questions: 

1. What roles do expert counselors identify that middle school counselors 

perform during their workday? 

2. How do expert middle school counselors rate the importance of the roles 

identified in Research Question 1? 
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3. What organizational supports do expert counselors identify that must be 

provided for a middle school counselor to successfully perform each of the six 

most important roles identified in Research Question 2? 

4. What do expert middle school counselors perceive is essential to effectively 

align the necessary organizational supports with the roles identified as 

important? 

Research Design 

           The Delphi method was utilized for this study, which provides a systematic 

process of gathering, consolidating, and evaluating expert opinion. The Delphi approach 

utilizes a systematic electronic survey method that begins by asking participants an open-

ended research question, which for this study was asking expert counselors to identify the 

roles a middle school counselor would perform during their workday. Then the Delphi 

method required the researcher to compile the responses and send out a second survey 

asking participants to rate the level of importance of each identified. Once the responses 

were received, the researcher calculated the mean scores of the responses to identify the 

top six roles identified by respondents. The researcher then sent a third-round survey out 

asking participants to identify what organizational supports must be provided for a 

middle school counselor to successfully perform each of the six most important roles 

identified in the previous survey. The final survey round was an opportunity for the 

expert panel to review the organizational supports necessary for middle school counselors 

to perform the most important roles that were identified and offer suggestions on 

alignment.  
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           The Delphi method is used to gather expert opinions on complex topics to provide 

consensus and aid in the development, planning, and implementation of necessary 

supports (Hsu & Sandford, 2007). The Delphi method gathers data through a multi-round 

survey process, with each subsequent survey further clarifying the data. The Delphi 

process provided an opportunity through four surveys to collect both qualitative and 

quantitative data. The purpose of this study was to gather a consensus from expert middle 

school counselors to determine the role and subsequently the organizational support 

necessary to support those roles in an effective comprehensive middle school counseling 

program.  

The Delphi method was selected for this study to first establish consensus among 

experts and then rate and apply organizational support to the identified roles of the 

middle school counselor. The need for a population and sample of expert middle school 

counselors was also a consideration for the Delphi method. A strong benefit of using the 

Delphi process is the anonymity of respondents to one another which reduces the 

likelihood of certain respondents influencing one another (Yousuf, 2007). The multiple 

rounds allow respondents to reflect and provide relevant real-time feedback that develops 

more after reviewing other participants' responses (Yousuf, 2007). 

Population 

McMillan and Schumacher (2010) provide a framework stating a population is a 

group of people, objects, or events that when analyzed have generalizable results and 

from which a smaller subset or sample can be derived. The population for this study was 

all middle school counselors in the state of California. The term middle school is used 

interchangeably with intermediate school or junior high school, and it is important to note 
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not all middle schools throughout California have the same grade levels. During the 2018 

to 2019 school year, there were approximately 10,461 school counselors employed in 

California (CDE, 2019). 

Sampling Frame 

 According to Taherdoost (2016), “A sampling frame is a list of the actual cases 

from which the sample will be drawn” (p. 20). The sampling frame for a research study is 

the collective group for which the study's data and findings can be generalized.  

According to McMillan and Schumacher (2010), the target population is a chosen subset 

of the overall population with characteristics that focus the study on certain delimiting 

variables that can then be generalized to the population at large. The sampling frame is 

the entire subset of the population being studied and will be utilized to make inferences 

about the overall population. The sampling frame in this study is expert middle school 

counselors employed in California. There are three characteristics, or delimiting 

variables, being used to determine a middle school counselor as an expert. The delimiting 

variables for this sampling frame include:  

• Currently employed as a middle school counselor in California  

• Three or more years of experience in a middle school counseling position 

• Recommendation of their principal as an expert middle school counselor  

• Graduated from a master’s program certified by the Council for Accreditation 

of Counseling and related educational programs 

Of the 10,461 school counselors in California, about 40%, or 4,185, are middle school 

counselors. Of these 4185 middle school counselors, it is estimated that about 30%, or 
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1,256, meet the selection criteria for this study. The target population for this study is the 

1,256 California middle school counselors that meet the selection criteria.  

Sample 

A sample is a representative subset of the target population, which the researcher 

will use to collect data (McMillan & Schmacher, 2010). Studying every member of a 

large population is impractical, leading to the necessity to study a subset, or sample of the 

population (Patton, 2015). The Delphi method requires the selection of experts within the 

sample to be the first and most critical step of the process (Yousuf, 2007). A Delphi study 

lends itself to a purposeful sample. Purposeful sampling is the selection of participants 

from the overall population who have established expertise on the topic of study 

(McMillan & Schmacher, 2010). The study also utilized criterion-based sampling, which 

allows the selection of participants based on specific selection criteria (Patton, 2015).  

The sample in this study includes 13 purposefully chosen expert middle school 

counselors from across California who meet specific inclusion criteria. The inclusion 

criteria included:  

• Currently employed middle school counselor in California 

• Three or more years of experience in a middle school counseling position 

• Recommendation of their principal as an expert middle school counselor 

• Graduated from a master’s program certified by the Council for Accreditation 

of Counseling and related educational programs 

Sample Selection Process 

1. Potential participants are identified by utilizing the California School 

Counseling Association database. 
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2. Potential participants who met the criteria were contacted via email (see 

Appendix B). 

3. Those who responded were contacted via email with the demographic 

questionnaire (see Appendix C). 

4. Of the individuals who met the criteria, 13 were selected to participate in the 

study. 

5. Those who responded and met the demographic criteria were sent the 

informed consent material (see Appendix D and E). 

6. Surveys were administered. 

Instrumentation 

This Delphi study utilized Survey Monkey as an online survey tool and email to 

communicate with the identified sample of experts. This study utilized four rounds of 

surveys to have expert middle school counselors identify the roles a middle school 

counselor performs during their workday duties. The second survey asked participants to 

rate the level of importance of each identified role. The third survey asked participants to 

identify what organizational supports must be provided for a middle school counselor to 

successfully perform each of the six most important roles identified in the previous 

survey. The fourth and final survey was an opportunity to review the organizational 

supports necessary for middle school counselors to perform the most important roles that 

were identified and offer suggestions. 

Round 1 

The survey instrument used in Round 1 asked expert middle school counselors the 

following open-ended question: What roles do you perform during your workday as a 
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middle school counselor? (see Appendix F). The responses to Research Question 1 were 

coded and placed into a list that was used in Round 2. 

Round 2 

The survey instrument used in Round 2 provided the list of roles middle school 

counselors perform in their workday duties, which were identified in Round 1. The 

survey instrument asked the participants to rate the importance of each identified role 

utilizing a Likert scale (see Appendix G). The ranges on the Likert scale were be: 6-Very 

Important, 5-Important, 4-Slightly Important, 3-Slightly, Unimportant, 2-Unimportant, 

and 1-Very Unimportant. 

Round 3 

The survey instrument used in Round 3 took the six most important roles 

identified and asked participants a second open-ended question (see Appendix H): What 

organizational supports do you identify that must be provided for a middle school 

counselor to successfully perform each of the six most important roles identified in 

Research Question 2?  

Round 4 

The survey instrument used in Round 4 provided the participants the coded 

responses from Round 3 (see Appendix I) and asked: What is essential to effectively align 

the necessary organizational supports with the roles identified as important?  

Reliability 

Reliability means the study can be replicated and identical or at least very similar 

results would be expected when utilizing a similar research procedure (Briggs et al., 

2012). The Delphi method uses a panel of experts to gather consensus, which will 
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produce consistent results. A panel of 13 randomly selected expert middle school 

counselors across the state of California utilized for this study will produce the same 

results as another group of randomly selected expert middle school counselors across the 

state of California, when following the same research method and procedure. To ensure 

the reliability of the study’s instrument, a field test was conducted before administering 

the survey instrument to the participants.  

Field Test 

To confirm the reliability of the survey instrument, it underwent a field test. Two 

expert middle school counselors within the state of California who meet the selection 

criteria, but who will not participate in the actual study, were selected and field tested the 

survey instrument. The field test required participants to respond to all four rounds of the 

survey and provide feedback on the clarity of the questions, the directions provided, and 

the overall structure of the instrument.  

The first-round survey was an open-ended question asking: What roles do you do 

as a middle school counselor? The field participants responded to the question and 

additionally provided feedback on the clarity of the question, directions provided, and 

instrument structure. The second-round survey took the responses from Round 1 and 

utilized a six-point Likert scale to ask field test participants to rate the importance of the 

roles. Field test participants provided feedback on the clarity of the question, directions 

provided, and instrument structure. The third survey round required the field test 

participants to respond to the question: What organizational supports must be provided 

for a middle school counselor to successfully perform each of the six most important 

roles identified in the previous round survey? After responding to the question, field test 
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participants provided feedback on the clarity of the question, directions provided, and 

instrument structure. The final survey round provided an opportunity to review the 

organizational supports identified and respond with any suggestions and also provided 

additional feedback regarding the clarity of the question, directions provided, and 

instrument structure. Based on feedback from the field test participants, the instrument 

structure, wording of the questions, and directions provided can be adjusted to ensure 

reliability.  

Validity 

 A crucial component of any study is ensuring the validity of an instrument. 

Validity is when the instrument accurately gathers and evaluates the data producing 

results that are an accurate depiction of what the study is asking (Golafshani, 2003). The 

Delphi method seeks to obtain consensus from a panel of experts and provides the ability 

for controlled individualized feedback not influenced by groupthink, the Delphi approach 

alone helps to ensure validity (Habibi et al., 2014). 

Data Collection 

No data was be collected for this study until permission to conduct the study was 

obtained from the University of Massachusetts Global Institutional Review Board (see 

Appendix J) and certification of completion issued by the Collaborative Institutional 

Training Initiative (see Appendix K). The first step in this study was identifying a panel 

of expert middle school counselors who meet the study criteria to be recognized as an 

expert. Once the panel of potential experts had been established, potential participants 

sorted into geographical locations to ensure representation from northern, central, and 

southern California. Participants were randomly selected and contacted through email to 
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inquire about participating in a four-round Delphi study. Participation in the study was 

voluntary, and the surveys will be completed anonymously. Each round of the study was 

administered through email, and the electronic survey platform is Survey Monkey due to 

ease of use and access. 

It should be noted that the Delphi process is dependent upon the collective 

responses of the expert group and not dependent upon any one respondent. All responses 

were anonymous and are collated into collective groups and summaries for use in 

subsequent rounds. It is possible that some attrition of participants may occur over the 

course of the Delphi process. However, while attrition may be noted as a limitation to the 

study, it does not negate the collective nature of the responses (Golafshani, 2003). 

Round 1 

The Round 1 survey was an open-ended question that was emailed to participants 

utilizing Survey Monkey. The survey question asked: What roles do you perform during 

your workday as a middle school counselor?  

Round 2 

The Round 2 survey was contained a compiled a list of responses from Round 1 

and place each identified middle school counselor role on a six-point Likert scale. The 

ranges on the Likert scale were a continuum from 1-Very Unimportant to 6-Very 

Important. The Round 2 survey was emailed to participants utilizing Survey Monkey. 

This round sought to find consensus among the expert panel regarding the important roles 

of a middle school counselor. The panelist had one week to respond to the survey. 

 

 



67 
 

Round 3 

The Round 3 survey took the six most important roles identified by the expert 

panel based on calculating and comparing mean scores. These top six roles were emailed 

back to participants asking a second open-ended question. The question for this round 

was: What organizational supports do you identify that must be provided for a middle 

school counselor to successfully perform each of the six most important roles identified in 

Research Question 2? Participants had one week to complete the survey once it was 

emailed to participants through Survey Monkey. Responses were compiled and coded to 

present back to participants.  

Round 4 

The Round 4 survey was an opportunity for the panel of experts to review the 

coded responses from Round 3 and provide any suggestions to effectively align the 

necessary organizational supports with the roles identified as most important. This open-

ended survey requesting feedback was emailed through Survey Monkey to participants 

who had one week to respond with feedback.  

Data Analysis 

This Delphi study was comprised of four rounds of surveys that were 

administered using Survey Monkey. The panel of expert middle school counselors 

responded to each survey and the data was analyzed after each round, based on specific 

analysis descriptions. 

Round 1 

The Round 1 survey was an open-ended question that was emailed to participants 

utilizing Survey Monkey. The survey question asked: What roles do you perform during 
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your workday as a middle school counselor? The data was gathered directly from the 

participants' responses, coded, and grouped to highlight all the roles the expert middle 

school counselors identified were done during their workday. The coded responses were 

utilized in the Round 2 survey. 

Round 2 

The Round 2 survey compiled a list of responses from Round 1 and placed each 

identified middle school counselor role on a six-point Likert scale. The six-point Likert 

scale was labeled: 6-Very Important, 5-Important, 4-Slightly Important, 3-Slightly, 

Unimportant, 2-Unimportant, and 1-Very Unimportant. This round sought to find 

consensus among the expert panel regarding the important roles of a middle school 

counselor, the top six roles were identified by calculating and comparing the mean scores 

of each rating. The top six roles were utilized to compose the Round 3 survey.  

Round 3 

The Round 3 survey took the six most important roles identified by the expert 

panel based on calculating and comparing mean scores. For each of the six identified 

roles, the following open-ended question was asked of the participants: What 

organizational supports do you identify that must be provided for a middle school 

counselor to successfully perform each of the six most important roles identified in 

Research Question 2? The responses were coded and compiled to share results with the 

panel of experts in a final Round 4 survey.  
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Round 4 

The Round 4 survey was an opportunity for the panel of experts to review the 

coded responses from Round 3 and provide any suggestions to effectively align the 

necessary organizational supports with the roles identified as most important.  

Limitations 

Study limitations are simply the inability to control all factors (Patton, 2015). The 

choice to use a Delphi method has a variety of limitations (Hsu & Sandford, 2007). The 

Delphi study utilized a panel of experts and while selection criteria were applied the 

knowledge and expertise of each panel member was an approximation and may vary 

across participants. The researcher currently works as a school counselor which may 

present as bias. The instrument did undergo a field test; however, it was participant-

generated. In addition, this study was limited to middle school counselors, therefore may 

not be generalizable to all school counselors. It is important to note the middle school 

level is not clearly defined and has variance as to what grade levels are included, the 

number of counselors and other staff employed at a site, as well as different 

demographics within each individualized school and district throughout the state of 

California. The study criteria requested site principals verify the middle school counselor 

met the criteria of an expert, however, site principals may not be clear on what an expert 

counselor is and there is subjectivity in each individual site principal’s evaluation on the 

counselor’s expertise. Finally, in a three or four round Delphi process some attrition of 

participants may occur which creates an impact on the final collective product.   
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Summary 

This chapter was a compilation of how the study was designed and the systematic 

implementation plan. The chapter began with an overview, a review of the purpose 

statement, and a clear outline of the research questions. The chapter described the Delphi 

method and the four survey rounds being utilized for this study. The chapter summarized 

the generalized population of interest and then drilled down to the target population and 

specifically the study sample. The process for sample selection was reviewed and a 

detailed overview of the instrumentation was discussed. The instrument used in a Delphi 

study is participant-generated, however, this chapter discussed the reliability, validity, 

and the field test utilized in this study. The chapter specifically outlined the process for 

data collection and analysis after each survey round. Finally, this chapter discussed the 

study’s limitations and gave a general summary of what was discussed.  

The following chapter, Chapter IV, will review the results of data collection and 

analysis and present the findings. In Chapter V, a more complete summary of the results 

will be presented including implications, generalized conclusions, and recommendations 

for future studies.  
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CHAPTER IV: RESEARCH, DATA COLLECTION, AND FINDINGS 

This Delphi study sought to identify the most important roles and responsibilities 

of middle school counselors. Furthermore, once the most important roles and 

responsibilities were determined the study sought to identify the organizational supports 

needed to ensure middle school counselors could positively influence student outcomes. 

Thirteen expert middle school counselors from school districts across California 

participated in four rounds of surveys designed to build consensus on the research topic. 

Chapter IV of this study provides a thorough summary of the data collected and its 

findings. 

Overview 

Chapter IV addresses the research, data collection, and findings. This chapter 

begins with a review of the study’s purpose statement and four research questions. It then 

goes on to discuss the research methodology and data collection procedures. The 

population and target population are explained, followed by a breakdown of the sample 

criteria. The sample for this study was delimited to expert middle school counselors in 

California. The specific sample criterion used to qualify as an expert for the purposes of 

this study is delineated in this chapter. Additionally, a presentation and analysis of the 

data collected is presented. Chapter IV concludes with a summary in preparation for 

further discussing conclusions and unexpected findings in Chapter V. 

Purpose Statement 

 The purpose of this Delphi study is to identify, from the perspective of expert 

counselors, the roles that middle school counselors perform during their workday, to rate 

the importance of the roles identified, and to identify organizational supports necessary 
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for middle school counselors to successfully perform each of the six most important roles 

identified. Additionally, this study seeks to gain feedback from expert middle school 

counselors on how to best align the necessary organizational supports with the identified 

most important roles. 

Research Questions 

This study was guided by the following research questions: 

1. What roles do expert counselors identify that middle school counselors 

perform during their workday? 

2. How do expert middle school counselors rate the importance of the roles 

identified in Research Question 1? 

3. What organizational supports do expert counselors identify that must be 

provided for a middle school counselor to successfully perform each of the six 

most important roles identified in Research Question 2? 

4. What do expert middle school counselors perceive is essential to effectively 

align the necessary organizational supports with the roles identified as 

important? 

Population 

McMillan and Schumacher (2010) provide a framework stating a population is a 

group of people, objects, or events that when analyzed have generalizable results and 

from which a smaller subset or sample can be derived. The population for this study was 

all middle school counselors in the state of California. The term middle school is used 

interchangeably with intermediate school or junior high school, and it is important to note 

not all middle schools throughout California have the same grade levels. During the 
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2018-2019 school year, there were approximately 10,461 school counselors employed in 

California (CDE, 2019). 

Target Population 

According to Taherdoost (2016), "A sampling frame is a list of the actual cases 

from which the sample will be drawn" (p. 20).  The sampling frame for a research study 

is the collective group for which the study's data and findings can be generalized.  

According to McMillan and Schumacher (2010), the target population is a chosen subset 

of the overall population with characteristics that focus the study on certain delimiting 

variables that can then be generalized to the population at large. The sampling frame is 

the entire subset of the population being studied and will be utilized to make inferences 

about the overall population. The sampling frame in this study is expert middle school 

counselors employed in California. There are three characteristics, or delimiting 

variables, being used to determine a middle school counselor as an expert. The delimiting 

variables for this sampling frame include:  

• Currently employed as a middle school counselor in California  

• Three or more years of experience in a middle school counseling position 

• Recommendation of their principal as an expert middle school counselor  

• Graduated from a master’s program certified by the Council for Accreditation 

of Counseling and related educational programs 

Of the 10,461 school counselors in California, about 40%, or 4,185, are middle school 

counselors. Of these 4185 middle school counselors, it is estimated that about 30%, or 

1,256, meet the selection criteria for this study. The target population for this study is the 

1,256 California middle school counselors that meet the selection criteria.  
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Sample 

A sample is a representative subset of the target population, which will be used to 

collect data (McMillan & Schmacher, 2010). Studying every member of a large 

population is impractical, leading to the necessity to study a subset, or sample of the 

population (Patton, 2015). The Delphi method requires the selection of experts within the 

sample to be the first and most critical step of the process (Yousuf, 2007). A Delphi study 

lends itself to a purposeful sample. Purposeful sampling is the selection of participants 

from the overall population who have established expertise on the topic of study 

(McMillan & Schmacher, 2010). The study also utilized criterion-based sampling which 

allows the selection of participants based on specific selection criteria (Patton, 2015).  

The sample in this study includes 13 purposefully chosen expert middle school 

counselors from across California who meet specific inclusion criteria. The following 

criteria needed to be met by the expert middle school counselors to be included in the 

sample:  

• Currently employed as a middle school counselor in California  

• Three or more years of experience in a middle school counseling position 

• Recommendation of their principal as an expert middle school counselor.  

• Graduated from a master’s program certified by the Council for Accreditation 

of Counseling and related educational programs 

Presentation and Analysis of Data 

Delphi Round 1 

The first open-ended survey question was emailed to the panel of experts by way 

of the online survey company Survey Monkey. Responses to the first question were 
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compiled and maintained in the secure Survey Monkey cloud-based computing server. 

The following statement was provided to clarify what was meant by the term “role.” For 

the purposes of this study, roles can be defined as tasks, responsibilities, or daily job 

requirements of a middle school counselor.  

Delphi Round 1, Research Question 1  

The first survey question asked What roles do you perform during your workday 

as a middle school counselor? All 13 expert middle school counselors responded to the 

question. There were 53 individual responses that were then coded and categorized into 

10 overreaching categories. See Table 1 for identified roles middle school counselors 

perform during their workday.  

Table 1 

Identified Roles Middle School Counselors Perform During Their Workday 

Role Identified Roles 
Role 1 Academic Counseling 
Role 2 Social Emotional Counseling  
Role 3 College and Career Counseling 
Role 4 Supervision Tasks 
Role 5 Registration Tasks 
Role 6 Attendance and Discipline Tasks 
Role 7 Member of School Site Team 
Role 8 Administrative Tasks 
Role 9 Educational Tasks 
Role 10 Coordination Tasks 

Note. Total respondents = 13. 
 
Delphi Round 2 

Based upon the first-round survey instrument, the 10 identified roles that the 

expert middle school counselors stated they perform during their workday were placed on 

a Likert scale style survey. In the second round, the expert middle school counselors were 
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asked to rank the importance of each identified role from the first survey. The rankings 

on the Likert scale were: 6-Very Important, 5-Important, 4-Slightly Important, 3-Slightly, 

Unimportant, 2-Unimportant, and 1-Very Unimportant. The survey was emailed to expert 

panelists through the Survey Monkey platform. 

Expert middle school counselors answered the Round 2 Likert scale survey by 

rating each of the 10 identified roles based on level of importance. The mean scores were 

calculated for each identified role and a ranking was provided. The range of rankings for 

the suggested roles ranged from mean scores of 1.54 to 5.92. See Table 2 for each 

identified role and mean score. 

Table 2 

Identified Roles and Mean Scores 

Identified Roles Mean Scores 
Academic Counseling 5.85 
Social Emotional Counseling 5.92 
College and Career Counseling 5.15 
Supervision Tasks 2.08 
Registration Tasks 4.00 
Attendance and Discipline Tasks 3.85 
Member of School Site Team 5.15 
Administrative Tasks 1.77 
Educational Tasks 4.54 
Coordination Tasks 1.54 

Note. Total respondents = 13. 

The most important role for middle school counselors to perform according to our expert 

panel was Social-Emotional Counseling. Social-Emotional Counseling was defined by 

our panel to include: 

• Suicide risk assessment 

• Behavioral threat assessments 
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• Creating and maintaining safety plans 

• Connecting to on and off-campus mental health support and resources 

• Conducting check-in and check-outs with students 

• Coordinating with off-site therapists 

• Facilitating small group counseling 

• Home visits 

• Short-term individual counseling  

The mean score for this identified role was 5.92. There were 13 total respondents and 12 

of the 13 rated this role as 6-Very Important, with only 1 panelist rating the role as 5-

Important, and no panel members rated this role as 4-Slightly Important, 3-Slightly 

Unimportant, 2-Unimportant, or 1-Very Unimportant. This role was clearly identified as 

a very important role middle school counselors perform. See Table 3 for the ratings for 

Social-Emotional Counseling.  

Table 3 

Social-Emotional Counseling 

Response 
Number of 

Respondents 
Percentage of 
Respondents 

Very Important 12 92.30% 
Important 1 0.08% 
Slightly Important 0 0.00% 
Slightly Unimportant 0 0.00% 
Unimportant 0 0.00% 
Very Unimportant 0 0.00% 

Note: Total respondents = 13; Mean score = 5.92. 

The next most important role for middle school counselors to perform 

according to our expert panel was Academic Counseling. Academic Counseling was 

defined by our panel to include: 
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• Monitoring grades 

• Setting academic goals 

• Completing individualized academic plans 

• Tracking student academic progress 

• Monitoring if students are academically on track or at risk 

• Collaborating with teachers on academic progress 

• Writing letters of recommendations 

• Helping connect students to scholarship opportunities  

The mean score for this identified role was 5.85. There were 13 total respondents and 12 

of the 13 rated this role as 6-Very Important, with only 1 panelist rating the role as 4-

Slightly Important, and no panel members rated this role as 5-Important, 4-Slightly 

Unimportant, 2-Unimportant, or 1-Very Unimportant. This role was clearly identified as 

a very important role middle school counselors perform. See Table 4 for the ratings for 

Academic Counseling.  

Table 4 

Academic Counseling 

Response 
Number of 

Respondents 
Percentage of 
Respondents 

Very Important 12 92.30% 
Important 0 0.00% 
Slightly Important 1 0.08% 
Slightly Unimportant 0 0.00% 
Unimportant 0 0.00% 
Very Unimportant 0 0.00% 

Note. Total respondents = 13; Mean score = 5.85. 

The next role rated as most important for middle school counselors was a tie 

between the role of college and career counseling and being a member of school site 
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teams. The mean score for these two strategies was 5.15. The role of College and Career 

Counseling includes: (a) coordinating tasks for college and career exploration through in-

class lessons, (b) individual or group counseling, (c) through outreach events like college 

and career fairs. The role of College and Career Counseling had seven panel members 

rate the role as 6-Very Important, three panel members rate the role as 5-Important, one 

panel members rate the role as 4-Slightly Important, two panel members rate the role as 

3-Slightly Unimportant, and no panel members rated the role as 2-Unimportant, or 1-Very 

Unimportant. See Table 5 for the ratings for the role of College and Career Counseling.  

Table 5 

College and Career Counseling 

Response 
Number of 

Respondents 
Percentage of 
Respondents 

Very Important 7 53.85% 
Important 3 23.08% 
Slightly Important 1 0.08% 
Slightly Unimportant 2 15.84% 
Unimportant 0 0.00% 
Very Unimportant 0 0.00% 

Note. Total respondents = 13; Mean score = 5.15. 

The role of middle school counselors serving as a member of school site teams 

was also scored with a mean score of 5.15. This role includes school counselors serving 

on teams such as: 

• Student study teams (SST) 

• Section 504 meetings 

• Individualized education plan (IEP) meetings 

• Advancement Via Individual Determination (AVID) site teams 

• Positive behavior intervention and support (PBIS) teams 
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• Intervention teams 

• School site safety team 

• School climate teams such as no place for hate 

• The school crisis team  

The role of middle school counselor serving on school sites teams had seven 

panel members rate the role as 6-Very Important, three panel members rate the role as 5-

Important, two panel members rate the role as 4-Slightly Important, one panel member 

rated the role as 2-Unimportant, and no panel members rated the role as 3-Slightly 

Unimportant, or 1-Very Unimportant. See Table 6 for the ratings for the role of middle 

school counselors serving on school site teams.  

Table 6 

Member of School Site Teams 

Response 
Number of 

Respondents 
Percentage of 
Respondents 

Very Important 7 53.85% 
Important 3 23.08% 
Slightly Important 2 15.84% 
Slightly Unimportant 0 0.00% 
Unimportant 1 0.08% 
Very Unimportant 0 0.00% 

Note. Total respondents = 13; Mean score = 5.15. 

Another important role for middle school counselors to perform is the role of 

Educational Tasks. Educational Tasks include: (a) conducting classroom lessons, (b) 

parent nights, or (c) other events to educate students and families on various topics from 

academic guidance to behavior and social-emotional resources and support. The mean 

score for this role was 4.54. The role of middle school counselors performing educational 

tasks had 4 panel members rate the role as 6-Very Important, three panel members rate 
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the role as 5-Important, three panel members rate the role as 4-Slightly Important, two 

panel members rate the role as 3-Slightly Unimportant, one panel member rated the role 

2-Unimportant, and no panel members rated the role as 1-Very Unimportant. See Table 7 

for the ratings for the role of middle school counselors performing Educational Tasks.  

Table 7 

Educational Tasks 

Response 
Number of  

Respondents 
Percentage of 
Respondents 

Very Important 4 30.77% 
Important 3 23.08% 
Slightly Important 3 23.08% 
Slightly Unimportant 2 15.84% 
Unimportant 1 0.08% 
Very Unimportant 0 0.00% 

Note. Total respondents = 13; Mean score = 4.54. 

The importance of middle school counselors performing tasks related to 

registration was given a mean score of 4.00. Registration tasks include: (a) enrolling new 

and continuing students, (b) creating schedules, (c) making schedule changes, (d) 

registering students from elementary school sites entering middle school, and (e) assisting 

in registering middle school students as they move to high school. The role of middle 

school counselors performing registration tasks had three panel members rate the role as 

6-Very Important, four panel members rate the role as 5-Important, one panel members 

rate the role as 4-Slightly Important, one panel members rate the role as 3-Slightly 

Unimportant, three panel member rated the role 2-Unimportant, and one panel member 

rate the role as 1-Very Unimportant. See Table 8 for the ratings for the role of middle 

school counselors performing registration tasks.  
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Table 8 

Registration Tasks 

Response 
Number of 

Respondents 
Percentage of 
Respondents 

Very Important 3 23.08% 
Important 4 30.77% 
Slightly Important 1 0.08% 
Slightly Unimportant 1 0.08% 
Unimportant 3 23.08% 
Very Unimportant 1 0.08% 

Note. Total respondents = 13; Mean score = 4.00. 

Middle school counselors are often involved in Attendance and Discipline 

Tasks. These tasks include: 

• Attendance review meetings (ARM) 

• School attendance review board (SARB) meetings 

• Completing educational profiles for discipline and attendance review 

• Conflict resolutions 

• Behavior contracts 

• Counseling students after discipline has occurred  

This category of tasks earned a mean score of 3.85. The role of middle school 

counselors performing Attendance and Discipline Tasks had only one panel member rate 

the role as 6-Very Important, however, six panel members rated the role as 5-Important, 

one panel members rate the role as 4-Slightly Important, two panel members rate the role 

as 3-Slightly Unimportant, one panel member rated the role 2-Unimportant, and two 

panel members rate the role as 1-Very Unimportant. This role was still rated 5-Important 

by more than half of the study participants. See Table 9 for the ratings for the role of 

middle school counselors performing Attendance and Discipline Tasks.  
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Table 9 

Attendance and Discipline Tasks 

Response 
Number of 

Respondents 
Percentage of 
Respondents 

Very Important 1 0.08% 
Important 6 46.15% 
Slightly Important 1 0.08% 
Slightly Unimportant 2 15.84% 
Unimportant 1 0.08% 
Very Unimportant 2 15.84% 

Note. Total respondents = 13; Mean score = 3.85. 

The importance of middle school counselors performing tasks related to 

Supervision Tasks was clearly less important to panel participants with a mean score of 

2.08. Supervision Tasks include: (a) before and after school supervision, (b) lunch 

supervision, (c) cocurricular events such as sports and dances, and (d) other school-wide 

events and activities requiring school site supervision or representation. The role of 

middle school counselors performing Supervision Tasks had no panel members rate the 

role as 6-Very Important, one panel member rate the role as 5-Important, one panel 

member rate the role as slightly 4-Important, three panel members rate the role as 3-

Slightly Unimportant, one panel member rated the role 2-Unimportant, and seven panel 

members rated the role as 1-Very Unimportant. See Table 10 for the ratings for the role 

of middle school counselors performing Supervision Tasks.  
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Table 10 

Supervision Tasks 

Response 
Number of 

Respondents 
Percentage of 
Respondents 

Very Important 0 0.00% 
Important 1 0.08% 
Slightly Important 1 0.08% 
Slightly Unimportant 3 23.08% 
Unimportant 1 0.08% 
Very Unimportant 7 53.85% 

Note. Total respondents = 13; Mean score = 2.08. 

Similarly, participants agreed the importance of middle school counselors 

performing Administrative Tasks was noticeably less important as well, with a mean 

score of 1.77. Administrative Tasks include: (a) serving as an administrator at IEP and 

504 meetings, (b) being the coordinator for SSTs, 504s, or EL testing, and (c) providing 

class coverage when teachers are absent. The role of middle school counselors 

performing Administrative Tasks had no panel members rate the role as 6-Very 

Important, one panel member rated the role as 5-Important, no panel members rated the 

role as 4-Slightly Important, two panel members rated the role as 3-Slightly Unimportant, 

two panel member rated the role 2-Unimportant, and 8 panel members rated the role as 1-

Very Unimportant. See Table 11 for the ratings for the role of middle school counselors 

performing Administrative Tasks.  
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Table 11 

Administrative Tasks 

Response 
Number of 

Respondents 
Percentage of 
Respondents 

Very Important 0 0.00% 
Important 1 0.08% 
Slightly Important 0 0.00% 
Slightly Unimportant 2 15.84% 
Unimportant 2 15.84% 
Very Unimportant 8 61.54% 

Note. Total respondents = 13; Mean score = 1.77. 

The last category was looking at the importance of middle school counselors 

performing Coordination Tasks. Coordination Tasks include things counselors are often 

asked to take the lead on such as: (a) academic award ceremonies, (b) testing coordinator, 

(c) social media manager, or (d) website manager. The mean score for this role was 1.54. 

Coordination Tasks were viewed by the panel as the least important tasks middle school 

counselors perform. There were no panel members who rated the role as 6-Very 

Important, no panel members who rated the role as 5-Important, one panel members who 

rated the role as 4-Slightly Important, no panel members who rated the role as 3-Slightly 

Unimportant, four panel member who rated the role 2-Unimportant, and eight panel 

member who rated the role as 1-Very Unimportant. See Table 12 for the ratings for the 

role of middle school counselors performing Coordination Tasks.  
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Table 12 

Coordination Tasks 

Response 
Number of 

Respondents 
Percentage of 
Respondents 

Very Important 0 0.00% 
Important 0 0.00% 
Slightly Important 1 0.08% 
Slightly Unimportant 0 0.00% 
Unimportant 4 30.77% 
Very Unimportant 8 61.54% 

Note. Total respondents = 13; Mean score = 1.54. 

Delphi Round 3 

Respondents rated the most important roles middle school counselors perform 

during their workday; the top six roles that were identified as most important were moved 

into the third round of the Delphi research study. The roles were evaluated utilizing a 6-

point Likert scale and calculating the mean score for each of the 10 identified roles from 

round one.  

In the third round of the study, expert panel members were asked to answer six 

open-ended questions. For each identified role, expert panel members were asked to 

identify what organizational supports must be provided for a middle school counselor to 

successfully perform this identified role. Table 13 outlines the six most important roles a 

school counselor performs and the corresponding mean scores for each role.  
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Table 13 

The Six Most Important Roles 

Identified Roles Mean Score 
Social Emotional Counseling 5.92 
Academic Counseling 5.85 
College and Career Counseling 5.15 
Member of School Site Teams 5.15 
Educational Tasks 4.54 
Registration Tasks 4.00 

Note. Total respondents = 13. 

Delphi Round 3, Role 1: Social-Emotional Counseling  

Role 1, Social-Emotional Counseling, was rated as the most important role middle 

school counselors perform during their workday duties. Participants were then asked: 

What organizational supports must be provided for middle school counselors to 

successfully perform Social-Emotional Counseling? The recommendations from the 

expert panel members were coded, producing a list of  17 organizational supports that 

would aid middle school counselors in successfully supporting social-emotional health. 

The most recommended organizational support to help aid middle school 

counselors in successfully performing Social-Emotional Counseling was decreasing 

counselor caseloads. Eleven of the 13 participants listed this organizational support as 

beneficial. Seven of the 13 participants suggested the need to reduce or eliminate non 

counseling duties from the counselor’s caseload. Six of the participants recognized the 

need to have an established system for Social-Emotional Counseling, such as a referral 

process, clear risk assessment, and crisis protocols. Three participants agreed that 

protected time in the classrooms was essential to providing that necessary Tier 1 social-

emotional support. Two participants highlighted the need for professional development 
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training provided to middle school counselors on social-emotional topics, such as suicide 

prevention training. All other recommended organizational supports were recommended 

by one expert panel member. See Table 14 for a complete list of organizational supports 

for Social-Emotional Counseling. 

Table 14 

Organizational Supports for Social-Emotional Counseling 

Organizational Support 
Number of 
Respondents 

Decreasing counselor caseloads 11 
Eliminate non-counseling duties 7 
Established a system for social emotional support  6 
Protected time in classrooms for social-emotional lessons 3 
Professional development on social-emotional topics 2 
Hiring an aid/clerk for non-counseling duties 1 
District/site admin prioritizing social-emotional learning  1 
Increased funding for social-emotional curriculum, events,  
   materials  

1 

Integrate social-emotional curriculum into all content areas 1 
Social emotional screener 1 
Counselor professional learning communities 1 
Protected time in office for students in need of support 1 
Confidential meeting space 1 
Collaboration with on and off-campus providers 1 
Staff support for social-emotional counseling  1 
Admin prioritizing students in crisis  1 
Evidence-based curriculum  1 

Note. Number of Respondents = 13. 

Delphi Round 3, Role 2: Academic Counseling  

Role 2, Academic Counseling, was rated as the second most important role 

middle school counselors perform during their workday duties. Participants were then 

asked: What organizational supports must be provided for middle school counselors to 

successfully perform Academic Counseling? The recommendations from the expert panel 
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members were coded, producing a list of 13 organizational supports that would aid 

middle school counselors in successfully supporting Academic Counseling.  

The most recommended activity to support a middle school counselor in 

successfully performing academic counseling, was again to decrease counselor caseloads. 

Ten of the experts recognized reducing caseloads as the highest need for middle school 

counselors to be successful. The removal of non-counseling duties is also still recognized 

as important to five of the 13 participants. The creation of district and school-wide 

systems for identifying students who struggle academically and for assigning them to the 

appropriate site-based intervention was also recognized by five of the 13 participants. 

Additionally, five participants acknowledged the need for access to an online data 

information system and progress monitoring tools with real-time data and report options. 

Three participants identified the need for more professional development or educational 

training in Academic Counseling. Three participants recognized the benefit of a 

counseling collaborative to work together, pace out goals, and create an action plan. 

Three participants also noted staff buy-in, and support were key to getting time in the 

classroom as well as pulling students out for Academic Counseling. The remaining 

organizational supports were recommended by one panel member. See Table 15 for a 

complete list of organizational supports for Academic Counseling. 
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Table 15 

Organizational Supports for Academic Counseling 

Organizational Support 
Number of 

Respondents 
Decreasing counselor caseloads 10 
Eliminate non-counseling duties 5 
Creation of MTSS system to identify students struggling  
   academically  

5 

Creation of clear protocols and systems for academic  
   interventions (SSTs, 504s, IEPs, summer school,  
   intervention classes) 

5 

Online data information system with real-time data and  
   report options  

5 

Strong progress monitoring tools to track students  
   learning and goals 

5 

Academic professional development and education training 
Strong counselor PLC to collaborate, pace out goals,  
   and create an action plan  

3 
3 

Staff buy-in for classroom lessons, and academic  
   counseling pull-outs 

 
3 

Professional development in ELA and math content  1 
District provided evidence-based small group and  
   individual academic curriculum  

1 

Hiring an aid/clerk for non-counseling duties 1 
Clear district-wide expectations and on-site  
   administrative support  

1 

Note. MTSS = Multi-tiered systems of support; SST = Student Study (also Success) 
Team; 504 = A plan developed to ensure that a student with intellectual or physical 
impairments receive accommodations to ensure academic success; IEP = 
Individualized Educational Plan; PLC = Professional Learning Community. ELA = 
English language arts; Total respondents = 13. 

Delphi Round 3, Role 3: College and Career Counseling  

Role 3, College and Career Counseling was rated as the third most important role 

middle school counselors perform during their workday duties. Participants were then 

asked: What organizational supports must be provided for middle school counselors to 

successfully perform College and Career Counseling? The recommendations from the 

expert panel members were coded, producing a list of eight organizational supports that 
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would aid middle school counselors in successfully supporting College and Career 

Counseling. 

The most recommended activity to support a middle school counselor in 

successfully performing College and Career Counseling, was again to decrease counselor 

caseloads. This time five of the expert panel members reported the need to decrease 

counselor caseloads to allow more time for College and Career Counseling. Five expert 

panel members also reported the need for school-wide support regarding the necessity of 

college and career awareness, time in the classroom to provide lessons, and 

administrative support to allocate time and resources to these College and Career 

Counseling tasks. Five expert panel members stated the need for ongoing professional 

development training on the topic of college and career due to requirements consistently 

changing and updated opportunities becoming available. Additionally, four expert panel 

members state removing non-counseling duties would greatly increase their ability to 

perform college and career counseling. Four expert panel members also stated the need 

for a district-wide college and career plan, consistent throughout all sites with a system in 

place for implementation, pacing, and data analysis. All additional organizational 

supports were identified by one panel member. See Table 16 for a complete list of 

organizational supports for College and Career Counseling. 
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Table 16 

Organizational Supports for College and Career Counseling 

 
Organizational Support 

Number of 
Respondents 

Decreasing counselor caseloads 5 
School-wide support for 7-12 college and career awareness 5 
Professional development and educational training on college  
   and career requirements and opportunities 

5 

Eliminate non-counseling duties 4 
District-wide college and career plans consistent throughout all  
   sites with a system in place for implementation, pacing, and  
   data analysis 

4 

Evidence-based college and career classroom lessons   1 
Collaboration and articulation between middle and high school  
   counselors provide consistent and efficient college and  
   career info  

1 

Collaboration with community agencies and resources to build  
   college/career support and awareness opportunities 

1 

Note. Total respondents = 13. 

Delphi Round 3, Role 4: Being a Member of the School Site Team  

Role 4, being a member of the school site teams, was rated as one of the fourth 

most important role middle school counselors perform during their workday duties. 

Participants were then asked: What organizational supports must be provided for middle 

school counselors to successfully serve as a Member of School Site Teams? The 

recommendations from the expert panel members were coded, producing a list of 10 

organizational supports that would aid middle school counselors in successfully 

supporting service as a site team member.  

The most recommended activity to support a middle school counselor in 

successfully serving as a Member of the School Site Teams was to have staff be trained 

and fully aware of the role of the school counselor, with five of the expert panel members 

reporting this needed organizational support. Four expert panel members suggested 



93 
 

decreasing caseloads would aid in the counselor’s ability to serve as a site team member, 

with one panel member suggesting adding an additional counselor to the site would allow 

for more representation of counselors on all necessary site teams. Additionally, four 

expert panel members noted the need to remove non counseling duties which would 

increase the availability of school counselors to attend various site team meetings. The 

remaining organizational supports were noted by one panel member. See Table 17 for a 

complete list of organizational supports for service as a Member of School Site Teams. 

Table 17 

Organizational Supports to Serve as Site Team Members 

 
Organizational Support 

Number of 
Respondents 

All stakeholders trained on the role of the school counselor  
   role 

5 

Decreasing counselor caseloads 4 
Eliminate non-counseling duties  4 
Having a seat at the table when making site-wide decisions 1 
School counselor having availability to attend meetings  1 
Assigning other staff members to serve on various sites teams 1 
Scheduling team meetings early and frequently    1 
Creation of school-wide systems and plan for site priorities  
   and goals  

1 

Clerical support to help with scheduling and paperwork for  
   meetings  

1 

Increase the number of counselors that support each school  
   site  

1 

Note. Total respondents = 13. 

Delphi Round 3, Role 5: Educational Tasks  

Role 5, Educational Tasks, was rated as the fifth most important role middle 

school counselors perform during their workday duties. Participants were then asked: 

What organizational supports must be provided for middle school counselors to 

successfully perform Educational Tasks? The recommendations from the expert panel 
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members were coded, producing a list of 10 organizational supports that would aid 

middle school counselors in successfully supporting service for Educational Tasks.  

The most recommended activity to support a middle school counselor in 

successfully performing Educational Tasks was again to decrease counselor caseloads. 

This time six of the expert panel members reported the need to decrease counselor 

caseloads to allow more time for conducting Educational Tasks. Six expert panel 

members also stated the need for ongoing professional development and educational 

training. Additionally, four expert panel members state removing non-counseling duties 

would greatly increase their ability to perform Educational Tasks. All additional 

organizational supports were identified by one panel member. See Table 18 for a 

complete list of organizational supports for service of Educational Tasks. 

Table 18 

Organizational Supports for Educational Tasks 

 
Organizational Support 

Number of 
Respondents 

Decreasing counselor caseloads 6 
Professional development and educational training   6 
Eliminate non-counseling duties 4 
Hiring an aid/clerk for non-counseling duties 1 
All stakeholders trained on the role of the school counselor  
   role 

1 

Creation of a school counselor advisory committee 1 
Clear and consistent supervision provided to school  
   counselors 

1 

Administrative support for educational tasks during  
   instructional time  

1 

Funding for events, parent night, and engagement  
   opportunities  

1 

Dedicated time to plan and prepare for educational tasks and  
   events  

1 

Note. Total respondents = 13. 
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Delphi Round 3, Role 6: Registration Tasks  

Role 6, Registration Tasks, was rated as the sixth most important role middle 

school counselors perform during their workday duties. Participants were then asked: 

What organizational supports must be provided for middle school counselors to 

successfully perform Registration Tasks? The recommendations from the expert panel 

members were coded, producing a list of 10 organizational supports that would aid 

middle school counselors in successfully supporting service for Registration Tasks. 

The most recommended activity to support a middle school counselor in 

successfully performing Registration Tasks, was the creation of clear systems and 

protocols for student placement in academic and elective classes, with six panel members 

noting this necessary organizational support. This time five of the expert panel members 

reported the need to decrease counselor caseloads to allow more time for conducting 

Registration Tasks. Additionally, four expert panel members state removing non-

counseling duties would greatly increase their ability to perform Registration Tasks. 

Three panel members requested the ability to hire an aid or clerk for clerical support and 

help with non-essential registration tasks. All additional organizational supports were 

identified by one panel member. See Table 19 for a complete list of organizational 

supports for service Registration Tasks. 

 

 

 

 

 



96 
 

Table 19 

Organizational Supports for Registration Tasks 

 
Organizational Support 

Number of 
Respondents 

Clear protocols for student placement in academic and  
   elective classes  

6 

Decreasing counselor caseloads 5 
Eliminate non-counseling duties 4 
Hiring an aid/clerk for non-counseling duties 3 
Administrative support to devote the necessary time to  
   registration 

1 

Increase the number of counselors that support each school  
   site  

1 

Support from classroom teachers to allow registration  
   during class 

1 

School counselor collaboration on the master schedule  
   team  

1 

Educational training on student data information system   1 
Having access to student data for appropriate course  
   placement   

1 

Note. Total respondents = 13. 

Delphi Round 4 

Respondents identified the organizational supports necessary for each of the six 

most important roles middle school counselors perform during their workday. The 

organizational supports were coded and produced as a list to provide to expert panel 

members to review. The list of coded organizational supports include:  

• Decreasing counselor caseloads  

• Flexibility to push into classrooms to provide preventative Tier 1 lessons 

• Reduction or removal of non-counseling-related duties  

• Hiring an aid/clerk for time-consuming non-essential tasks 

• Creation of clear counseling systems (referrals, protocols, intervention 

process)  
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• Clear district-wide expectations, and on-site administrative support 

• Increased funding for curriculum, counseling activities, events, and 

engagement   

• A district providing evidence-based counseling curriculum to all sites  

• Academic and social emotional screening to occur at the beginning, middle, 

and end of the school year 

• Professional development and educational training for school counselors  

• Protected time in the office to be available for student's needs 

• The need for a confidential meeting space  

• Strong progress monitoring tools to track students learning and academic 

goals  

• Clear protocol and systems for academic interventions like SSTs, 504s, IEPs, 

and summer school 

• Access to an online data information system with real-time data and report 

options 

• Increase the number of counselors that support a site to ensure a counseling 

perspective on all necessary site teams  

• Clearly articulating the role of the school counselor to all stakeholders 

including staff, students, and parent.  

• Creation of a school counselor advisory committee  

• Clear and consistent supervision provided to support the school counselor 

Respondents reviewed the list of organizational supports and had an opportunity 

to provide feedback or make changes or corrections to the information. The feedback was 
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reviewed and included in the study to ensure the information captured accurately reflects 

the expert panels' beliefs regarding organizational supports.  

Eleven of the 13 panel members responded to Delphi Round 4 and provided 

feedback to the list of organizational supports. The respondents all agreed with the 

organizational supports listed and made comments along the lines of, “This looks great. 

School counselors need all the support we can get” (Respondent 2). Additionally, 

Respondent 3 stated,  

It is essential that all stakeholders understand the role of a school counselor. 

Moreover, we need representation at the state level to advocate for the role of 

school counselors when policies are being created and enforced. Until systems at 

the state level and federal level are transformed and our role as school counselors 

are deemed indispensable and irreplaceable like teachers will we be truly 

supported. 

Additionally, the word choice and order of the list were important to many of our 

respondents. The need to clearly articulate the role of the school counselor to all 

stakeholders and to be provided an evidence-based counseling curriculum to all sites was 

suggested to be higher up on the list as these items were viewed as very crucial. One 

respondent stated the need to decrease caseloads, provide an evidence-based counseling 

curriculum, conduct academics and social-emotional screeners, access to an online data 

information system, with real-time data and report options, and clearly articulate the role 

of the school counselor to all stakeholders as essential for success within the district in 

which the panelist currently works. 



99 
 

One panelist requested the wording be changed to align more with the ASCA 

language by using words such as appropriate versus inappropriate roles. Also, suggested 

changing non-essential to non-counseling since if it’s non-essential why is it being done 

at all? Understanding that the idea of increasing the number of school counselors at each 

school site was generated from the need to serve on a variety of site teams and conduct 

registration tasks across many schools; however, should not be qualified here as the only 

benefit of increasing the number of counselors. Instead, the need to recognize that 

increasing the number of counselors allows for more support to all students, which will 

allow middle school counselors to positively impact student outcomes. The use of the 

term protected time in office should be clearer, not to say counselors need to be in their 

offices but instead to reflect the need to spend 80% of the time on direct and indirect 

student services.  

Additionally, counselors requested an emphasis on certain supports stating: 

• Decreasing counselor caseloads 

• Reduction of non-counseling duties 

• Hiring an aid or clerk 

• Creation of counseling systems 

• Increased funding 

• Academic and social-emotional screeners 

• Professional development and educational training 

• Protected time to provide direct services to students 

• Have a confidential meeting space 

• Clear protocols 
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• Access to an online data system 

• Have a counselor advisory committee  

all were vital in ensuring middle school counselors could successfully perform the six 

most important roles as identified by this panel.  

Summary 

In this chapter, a description of the research methodology and data collection 

procedures was provided, as well as a summary of the data. In Round 1, 13 expert middle 

school counselors provided a list of roles performed during their workday. The responses 

by the expert panel members were then coded and categorized into 10 roles. These 10 

roles were moved forward to Round 2. In Round 2, 13 expert panel members responded 

to the Likert scale survey asking them to rate the level of each role’s importance. A mean 

score was calculated for each role to provide a ranking. The top six rated roles were 

moved forward into Round 3, where the expert panel members were asked to identify the 

specific organizational supports needed for them to perform the top six most important 

roles identified by the panel. After the organizational supports were identified they were 

coded and given back to the panel of experts in Round 4 for final review and a chance to 

provide any feedback or corrections.  

For this Delphi research study, it was clear there are a lot of roles a middle school 

counselor performs daily. The lengthy list of tasks was sorted and categorized into 10 

overall categories. Rating the level of importance solidified that school counselors 

generally agree on the tasks that are most important to positively influence student 

outcomes. After clarifying the most important roles, gathering consensus on the 

organizational supports that would allow middle school counselors to successfully 
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perform each of the six most important roles was conducted. The list of organizational 

supports necessary was extensive and often creatively specific to that school counselor’s 

individual experiences. There was a consensus among the panel that decreasing 

caseloads, removing or reducing non-counseling duties, and the creation of district-wide 

systems and protocols would essentially be effective across all six of the identified roles. 

Other creative and effective organizational supports were also identified and would prove 

helpful in ensuring middle school counselors can successfully perform the necessary 

roles and positively influence student outcomes. Additionally, findings, conclusions, 

discussion, and recommendations for future studies are considered in Chapter V. 
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CHAPTER V: FINDINGS, CONCLUSIONS, AND RECOMMENDATIONS 

School counselors historically began with a focus exclusively on vocational 

guidance, however now it is the responsibility of a PSC to develop a comprehensive 

program focused on academic, college/career, and social-emotional development (Reiner 

et al., 2009). The goal of a comprehensive school counseling programs is to improve 

positive student outcomes for all students (Cinotti, 2014). Positive student outcomes 

include: (a) decreasing behavioral incidents, (b) reducing dropout rates, (c) improving 

attendance and graduation rates, and (d) increasing academic achievement (Johnson & 

Johnson, 2003). For school counselors to provide positive student outcomes it is essential 

that organizational supports such as quality training, ongoing professional development, 

decreasing caseloads, and supervision, to name a few, are provided (Fye et al., 2020).   

The unique way the school counseling profession is positioned within the school 

contributes to the lack of organizational support available to PSC (Blake, 2020). Research 

indicates that the lack of available organizational support impacts job stress (Dang, 

2021). The current literature links the lack of organizational supports to a decrease in 

school counselor job satisfaction and ultimately burnout. Bidwell (2001) ties the work 

conditions and organizational structure of the school counseling profession to student 

outcomes; however, it does not indicate the direct effect it has on the school counselor’s 

ability to improve positive student outcomes. This study aimed to gain an understanding 

of the role and responsibilities of the middle school counselor and the organizational 

support necessary to improve student outcomes in all three domains.  

Chapter I of this study represented the introduction to the Delphi study. Chapter I 

began with a presentation of relevant background information regarding the role of the 
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PSC. Also in Chapter I, the research problem and purpose statement were introduced, 

followed by a presentation of the research questions. Lastly, the significance of the study, 

definitions, delimitations, and the organization of the study was presented. 

Chapter II of this research study is a review of the literature. Chapter II began 

with a historical overview of the school counseling profession and some context for 

understanding the roles and responsibilities of a middle school counselor. The concept of 

role ambiguity, school counselors as educational leaders, and current organizational 

supports available to school counselors were discussed. The literature review concluded 

with an understanding that more research is needed to understand how those 

organizational supports directly influence student outcomes.  

Chapter III presented the methodology of the study. It is in this chapter that the 

Delphi research design was introduced, the benefits of the Delphi approach discussed, 

and why this research design was chosen for this study. Next, a description of the 

population, target population, and sample used for the research study were presented. The 

instrumentation, data collection procedures, and data analysis procedures for the study 

were also presented in Chapter III. Chapter III concluded with the study’s limitations. 

Chapter IV of this Delphi study presented a summary of the research findings and 

an analysis of the data. The sample for this study was delimited to expert middle school 

counselors from public schools within California. The criterion used to qualify as an 

expert for this study was also described in Chapter IV. There were four rounds of surveys 

used in the data collection process. The first round involved the collection of qualitative 

data, the second round collected quantitative data, the third round collected qualitative 

data, and the final round collected qualitative data. 
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Chapter V concludes this Delphi research study. The purpose statement, research 

questions, and methodology are reviewed. Additionally, the major findings, unexpected 

findings, conclusions, recommendations for action, and recommendations for further 

research are presented in this chapter. Chapter V ends with concluding remarks and 

overall reflections. 

Purpose Statement 

The purpose of this Delphi study was to identify, from the perspective of expert 

counselors, the roles that middle school counselors perform during their workday, to rate 

the importance of the roles identified, and to identify organizational supports necessary 

for middle school counselors to successfully perform each of the six most important roles 

identified. Additionally, this study sought to gain feedback from expert middle school 

counselors on how to best align the necessary organizational supports with the identified 

most important roles. 

Research Questions 

This study was guided by the following research questions: 

1. What roles do expert counselors identify that middle school counselors 

perform during their workday? 

2. How do expert middle school counselors rate the importance of the roles 

identified in Research Question 1? 

3. What organizational supports do expert counselors identify that must be 

provided for a middle school counselor to successfully perform each of the six 

most important roles identified in Research Question 2? 
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4. What do expert middle school counselors perceive is essential to effectively 

align the necessary organizational supports with the roles identified as 

important? 

Methodology 

           The Delphi method was utilized for this study, which provides a systematic 

process of gathering, consolidating, and evaluating expert opinion. The Delphi approach 

utilizes a systematic electronic survey method that begins by asking participants an open-

ended research question, which for this study was asking expert counselors to identify the 

roles a middle school counselor would perform during their workday. The Delphi method 

then required the researcher to compile the responses and send out a second survey 

asking participants to rate the level of importance of each identified. Once the responses 

were received, the researcher calculated the mean scores of the responses to identify the 

top six roles identified by respondents. The researcher then sent a third-round survey 

asking participants to identify what organizational supports must be provided for a 

middle school counselor to successfully perform each of the six most important roles 

identified in the previous survey. The final survey round was an opportunity for the 

expert panel to review the organizational supports necessary for middle school counselors 

to perform the most important roles that were identified and offer suggestions on 

alignment.  

           The Delphi method is used to gather expert opinions on complex topics to provide 

consensus and aid in the development, planning, and implementation of necessary 

supports (Hsu & Sandford, 2007). The Delphi method gathers data through a multi-round 

survey process, with each subsequent survey further clarifying the data. The Delphi 



106 
 

process provided an opportunity through four surveys to collect both qualitative and 

quantitative data. The purpose of this study was to gather a consensus from expert middle 

school counselors to determine the role and subsequently the organizational support 

necessary to support those roles in an effective comprehensive middle school counseling 

program.  

The Delphi method was selected for this study to first establish consensus among 

experts and then rate and apply organizational support to the identified roles of the 

middle school counselor. The need for a population and sample of expert middle school 

counselors was also a consideration for the Delphi method. A strong benefit of using the 

Delphi process is the anonymity of respondents to one another which reduces the 

likelihood of certain respondents influencing one another (Yousuf, 2007). The multiple 

rounds allow respondents to reflect and provide relevant real-time feedback that develops 

more after reviewing other participants' responses (Yousuf, 2007). 

Population 

McMillan and Schumacher (2010) provide a framework stating a population is a 

group of people, objects, or events that when analyzed have generalizable results and 

from which a smaller subset or sample can be derived. The population for this study was 

all middle school counselors in the state of California. The term middle school is used 

interchangeably with intermediate school or junior high school, and it is important to note 

not all middle schools throughout California have the same grade levels. During the 

2018-2019 school year, there were approximately 10,461 school counselors employed in 

California (CDE, 2019). 
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Target Population 

According to Taherdoost (2016), “A sampling frame is a list of the actual cases 

from which the sample will be drawn” (p. 20).  The sampling frame for a research study 

is the collective group for which the study's data and findings can be generalized.  

According to McMillan and Schumacher (2010), the target population is a chosen subset 

of the overall population with characteristics that focus the study on certain delimiting 

variables that can then be generalized to the population at large. The sampling frame is 

the entire subset of the population being studied and will be utilized to make inferences 

about the overall population. The sampling frame in this study is expert middle school 

counselors employed in California. There are three characteristics, or delimiting 

variables, being used to determine a middle school counselor as an expert. The delimiting 

variables for this sampling frame include:  

• Currently employed as a middle school counselor in California  

• Three or more years of experience in a middle school counseling position 

• Recommendation of their principal as an expert middle school counselor  

• Graduated from a master’s program certified by the Council for Accreditation 

of Counseling and related educational programs 

Of the 10, 461 school counselors in California, about 40%, or 4,185, are middle school 

counselors.  Of these 4185 middle school counselors, it is estimated that about 30%, or 

1,256, meet the selection criteria for this study. The target population for this study is the 

1,256 California middle school counselors that meet the selection criteria.  
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Sample 

A sample is a representative subset of the target population, which the researcher 

uses to collect data (McMillan & Schmacher, 2010). Studying every member of a large 

population is impractical, leading to the necessity to study a subset, or sample of the 

population (Patton, 2015). The Delphi method requires the selection of experts within the 

sample to be the first and most critical step of the process (Yousuf, 2007). A Delphi study 

lends itself to a purposeful sample. Purposeful sampling is the selection of participants 

from the overall population who have established expertise on the topic of study 

(McMillan & Schmacher, 2010). The study also utilized criterion-based sampling which 

allows the selection of participants based on specific selection criteria (Patton, 2015).  

The sample in this study includes 13 purposefully chosen expert middle school 

counselors from across California who meet specific inclusion criteria. The following 

criteria needed to be met by the expert middle school counselors to be included in the 

sample:  

• Currently employed as a middle school counselor in California  

• Three or more years of experience in a middle school counseling position 

• Recommendation of their principal as an expert middle school counselor  

• Graduated from a master’s program certified by the Council for Accreditation 

of Counseling and related educational programs 

Major Findings 

The major findings derived during data collection will be discussed in this section 

of Chapter V. These findings were discovered through the analysis of expert panel 

members’ responses to open-ended questions in Rounds 1, 3, and 4, and a Likert scale 



109 
 

style survey in Round 2. The findings offer valuable insights as to what expert middle 

school counselors recommend as the organizational supports necessary for middle school 

counselors to effectively perform the top six most important roles. The alignment of these 

organizational supports allows middle school counselors to positively impact student 

outcomes. 

Delphi Round 1 

Round 1 of the Delphi study was distributed to 13 expert panel members via 

Survey Monkey. Before sending the Round 1 survey a demographic survey was 

administered to all potential participants to determine eligibility based on the established 

study criterion. Thirteen expert panel members met the determined criterion. The Round 

1 survey was an open-ended question requesting the panel members to list out the various 

roles middle school counselors perform. For this study, roles were defined as tasks, 

responsibilities, or daily job requirements. 

Delphi Round 1, Research Question 1  

The first survey question asked the following: What roles do you perform during 

your workday as a middle school counselor? 

All 13 expert middle school counselors responded to the question. Fifty-three 

individual responses were then coded and categorized into 10 overarching categories. The 

10 categories that were created based on the 53 responses from Round 1, Research 

Question 1 which identified the roles middle school counselors perform during their 

workday are: 

• Academic Counseling 

• Social Emotional Counseling  
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• College and Career Counseling 

• Supervision Tasks 

• Registration Tasks 

• Attendance and Discipline Tasks 

• Member of School Site Team 

• Administrative Tasks 

• Educational Tasks 

• Coordination Tasks 

The 10 identified roles were comprised of all 53 individual responses. Therefore, Role 1 

was labeled Academic Counseling however, the full description of Role 1 was as follows:  

• Monitoring grades and connecting students to available on-site resources 

• Setting goals 

• Completing individualized academic plans to ensure students are on track, and 

encouraging students to focus on their grades 

• Collaborating with teachers to ensure academic success 

• Writing letters of recommendation and helping connect to scholarship 

opportunities  

• Reviewing and analyzing student data  

Role 2 was labeled Social-Emotional Counseling and the full description 

included:  

• Social-Emotional Counseling including suicide risk and behavioral threat 

assessments creating and maintaining safety plans 

• Connecting to on-campus or off-campus mental health supports and resources 
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• Conducting a check-in check-out program with students 

• Connecting with off-site therapists to develop a plan of support 

• Facilitating small group counseling or short-term individualized counseling 

• Conducting home visits when needed 

Role 3 was labeled College and Career Counseling and the full description 

included: Coordinating tasks for college and career exploration through in-class lessons 

or outreach events like a career or college fair. Role 4 was labeled supervision tasks and 

the full description included: Supervision includes before-school, after-school, lunch, and 

cocurricular events such as sports, dances, and other school-wide events/activities. Role 5 

was labeled Registration Tasks and the full description included:  

• Enrolling new and continuing students 

• Creating schedules 

• Making schedule changes 

• Registering students from elementary sites entering middle school 

• Assisting in registering middle school students to high school  

Role 6 was labeled Attendance and Discipline Tasks and the full description 

included:  

• Attendance review meetings 

• School attendance review boards (SARBs) 

• Completing educational profiles for discipline review 

• Conflict resolutions 

• Behavior contracts 

• Counseling students after discipline has occurred 
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Role 7 was labeled Member of School Site Teams and the full description 

included:  

• SSTs 

• 504s 

• IEPs 

• AVID site team 

• PBIS team 

• School site safety team 

• No Place for Hate program 

• School crisis team  

Role 8 was labeled Administrative Tasks and the full description included: (a) 

serving as an administrator at IEP and 504 meetings, (b) being the coordinator for SSTs, 

504s, or EL testing, and (c) providing class coverage when teachers are absent. Role 9 

was labeled Educational Tasks and the full description included: (a) conducting 

classroom lessons, (b) parent nights, and (c) other events to educate students and families 

on various topics including academic guidance as well as behavior and social-emotional 

resources.  

Role 10 was labeled Coordination Tasks and the full description included: (a)  

social media manager, (b) website manager, (c) school-wide academic award ceremonies, 

(d) testing coordinator. 

A major finding within Round 1 was the lengthy list of roles and responsibilities 

performed by middle school counselors during their typical workday. The variation of the 

tasks highlights the constantly evolving professional identity of school counselors. 
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Previous school counseling literature indicates significant role ambiguity and conflict 

throughout the school counseling profession (Radford et al., 2016). Role ambiguity is 

even more prevalent for middle school counselors. The middle school counselor aims to 

help students grow academically, personally, and in college/career planning during a time 

of both self-discovery and rapid physical and emotional growth (ASCA, 2019). This role 

ambiguity is evident in Round 1 as school counselors listed 53 individualized responses 

that could be categorized into 10 overarching groups. This round indicates that these roles 

are typical for middle school counselors to perform but at this stage of the study does not 

clearly indicate the level of each role’s importance.  

Delphi Round 2 

In this round, all 10 roles indicated by the panel were placed on a Likert scale 

style survey. The expert middle school counselors were asked to rank the importance of 

each identified role from Round 1. The rankings on the Likert scale were: 6-Very 

Important; 5-Important; 4-Slightly Important; 3-Slightly Unimportant; 2-Unimportant; 

and 1-Very Unimportant. The survey was emailed to expert panelists through the Survey 

Monkey platform. Expert middle school counselors answered the Round 2 Likert scale 

survey by rating each of the 10 identified roles based on level of importance. The mean 

scores were calculated for each identified role and a ranking was provided. The range of 

rankings for the suggested roles ranged from mean scores of 1.54 to 5.92.  

A major finding in Round 2 was the agreement between expert middle school 

counselors on the importance of social-emotional counseling. Twelve of the 13 

respondents rated this role as 6-Very Important, while one panelist rated the role as 5-

Important. This role was clearly identified as a very important role middle school 
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counselors perform. School counselors are trained and able to provide short-term mental 

health counseling interventions to support students (Collins, 2014). This has been 

validated by ASCA and CACREP (CACREP, 2016). Research confirms that school 

counselors are uniquely positioned to provide this type of mental health support (Biolcati 

et al., 2018; DeKruyf et al., 2013). School counselors rate social-emotional counseling as 

important, however, they state it is not always possible due to the other non-counseling 

duties, or the academic focus required of the profession (Agresta, 2004). 

Another major finding was the agreement between expert middle school 

counselors on the importance of Academic Counseling. Again, 12 of the 13 respondents 

rated this role as 6-Very Important, while one panelist rated the role as 4-Slightly 

Important. This was confirmed in the research by Beale (2003) asserting that school 

counselors are an integral component of the educational system and help students achieve 

their maximum academic potential. The expert panel members agree this is a very 

important role for middle school counselors.  

The next two identified roles, College and Career Counseling and being a 

Member of School Site Teams, were tied for the level of importance with a mean score of 

5.15. On both roles, seven of the 13-panel members rated the role as 6-Very Important 

and three rated the role as 5-Important. There was some variation in the three additional 

scores received but there was a consensus that these two roles are important for middle 

school counselors to perform. College and Career Counseling is one of the three domains 

identified by the ASCA as a required responsibility of a PSC (ASCA, 2019). Serving as a 

member of a school site team is confirmed through research that school counselors are 

vital members of the educational team (Berry, 2006). School counselors are uniquely 



115 
 

qualified to address how to increase positive student outcomes from a multitude of 

perspectives (Alexander et al., 2003). 

Two additional roles fell within the top six roles as rated by the expert panel. 

Those roles included Educational Tasks and Registration Tasks. Both of these roles were 

identified as important roles for middle school counselors. The four remaining roles were 

identified as tasks middle school counselors typically perform but not valued as important 

roles according to the expert panel. These roles included: (a) Attendance and Discipline 

Tasks, (b) Supervision Tasks, (c) Administrative Tasks, and (d) Coordination Tasks. The 

major finding here was the consensus from the expert panel on the unimportance of these 

identified tasks. For example, on Coordination Tasks eight of the 13-panel members rated 

this role as 1-Very Unimportant and four rated the role as 2-Unimportant with one 

remaining panelist who stated it slightly important. The expert panel was clear these roles 

were less important and many could be performed by other personnel other than school 

counselors. 

Delphi Round 3 

In Round 3 of the Delphi study, expert panel members were asked six open-ended 

questions. The questions were designed to produce a list of organizational supports 

needed for middle school counselors to perform each of the six most important roles. The 

organizational supports were coded and placed into a bulleted list. 

Delphi Round 3, Role 1  

Role 1, Social-Emotional Counseling, was rated as the most important role 

middle school counselors perform during their workday duties. Participants were then 

asked: What organizational supports must be provided for middle school counselors to 
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successfully perform Social-Emotional Counseling? The recommendations from the 

expert panel members were then coded.  

Delphi Round 3, Role 2  

Role 2, Academic Counseling, was rated as the second most important role 

middle school counselors perform during their workday duties. Participants were then 

asked: What organizational supports must be provided for middle school counselors to 

successfully perform Academic Counseling? The recommendations from the expert panel 

members were then coded  

Delphi Round 3, Role 3  

Role 3, College and Career Counseling was rated as the third most important role 

middle school counselors perform during their workday duties. Participants were then 

asked: What organizational supports must be provided for middle school counselors to 

successfully perform College and Career Counseling? The recommendations from the 

expert panel members were then coded.  

Delphi Round 3, Role 4 

 Role 4, Being a Member of the School Site Teams, was rated as one of the fourth 

most important role middle school counselors perform during their workday duties. 

Participants were then asked: What organizational supports must be provided for middle 

school counselors to successfully serve as a Member of School Site Teams? The 

recommendations from the expert panel members were then coded.  

Delphi Round 3, Role 5  

Role 5, Educational Tasks, was rated as the fifth most important role middle 

school counselors perform during their workday duties. Participants were then asked: 
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What organizational supports must be provided for middle school counselors to 

successfully perform Educational Tasks? The recommendations from the expert panel 

members were then coded. 

Delphi Round 3, Role 6  

Role 6, Registration Tasks, was rated as the sixth most important role middle 

school counselors perform during their workday duties. Participants were then asked: 

What organizational supports must be provided for middle school counselors to 

successfully perform Registration Tasks? The recommendations from the expert panel 

members were then coded.  

Major findings for Round 3 acknowledged that while each role has some variation 

a list of beneficial organizational supports could be generated by the expert panel that 

would allow middle school counselors to successfully perform each of the six roles 

identified and ultimately positively impacts student outcomes. These organizational 

supports were as follows: 

• Decreasing counselor caseloads  

• Flexibility to push into classrooms to provide preventative Tier 1 lessons 

• Reduction or removal of non-counseling-related duties  

• Hiring an aid/clerk for time-consuming non-essential tasks 

• Creation of clear counseling systems (referrals, protocols, intervention 

process)  

• Clear district-wide expectations, and on-site administrative support  

• Increased funding for curriculum, counseling activities, events, and 

engagement   
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• A district providing evidence-based counseling curriculum to all sites  

• Academic and social emotional screening to occur at the beginning, middle, 

and end of the school year 

• Professional development and educational training for school counselors  

• Protected time in the office to be available for student's needs 

• The need for a confidential meeting space  

• Strong progress monitoring tools to track students learning and academic 

goals  

• Clear protocol and systems for academic interventions like SSTs, 504s, IEPs, 

and summer school 

• Access to an online data information system, with real-time data and report 

options 

• Increase the number of counselors that support a site to ensure a counseling 

perspective on all necessary site teams  

• Clearly articulating the role of the school counselor to all stakeholders 

including staff, students, and parents  

• Creation of a school counselor advisory committee  

• Clear and consistent supervision provided to support the school counselor 

Delphi Round 4 

In Round 4 of the Delphi study, the organizational supports were coded and 

produced as a list to provide to expert panel members to review. Respondents had an 

opportunity to provide feedback or make changes or corrections to the information. The 
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feedback was reviewed and included in the study to ensure the information captured 

accurately reflects the expert panels' beliefs regarding organizational supports.  

Major findings for Round 4 include all respondents agreeing with the 

organizational supports listed. Respondents indicated that word choice and order of the 

list were important. One panelist requested the wording be changed to align more with 

the ASCA language, by using words such as appropriate versus inappropriate roles. Also 

suggested was changing non-essential to non-counseling since if it’s non-essential why is 

it being done at all? Additionally, organizational supports should not be limited to only 

applying to the role it was generated from and instead be recognized as being an 

overarching support that would benefit middle school counselors in their ability to 

support students.  

The expert panel stated the most important organizational supports are:  

• Decreasing counselor caseloads 

• Reduction of non-counseling duties 

• Hiring an aid or clerk 

• Creating counseling systems 

• Increasing funding 

• Academic and social-emotional screeners 

• Professional development and educational training 

• Protecting time to provide direct services to students 

• A confidential meeting space 

• Clear protocols 
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• Access to an online data system 

• The creation of a counselor advisory committee  

While there were additional organizational supports identified in Round 4 counselors 

rated these as the most essential.  

Unexpected Findings 

An unexpected finding was while the majority of the expert panel members 

showed consensus, there was an outlier on several of the roles and responsibility rating 

scales showing that while most counselors deemed that role as important, one counselor 

did not agree. Additionally, despite the fact the panel members were experts in Round 4 

some did not respond and/or did not have any additional feedback on alignment. 

Additionally, the list of organizational supports was generated independently however 

when sent back out for Round 4 all listed supports were deemed valuable. Some 

organizational supports were new ideas that had not previously been considered by the 

researcher. These additional supports included ideas such as the creation of a school 

counselor advisory committee and the creation of a professional learning team which had 

not been previously considered by the researcher or seen described within the literature.  

Conclusions 

 The purpose of this Delphi study was to identify, from the perspective of expert 

counselors, the roles that middle school counselors perform during their workday, to rate 

the importance of the roles identified, and to identify organizational supports necessary 

for middle school counselors to successfully perform each of the six most important roles 

identified. Additionally, this study sought to gain feedback from expert middle school 
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counselors on how to best align the necessary organizational supports with the identified 

most important roles.  

Conclusion 1 

Based on the findings of this study, it is concluded that to effectively align 

organizational supports, the roles and responsibilities of a middle school counselor must 

first be defined. The school counseling profession has struggled with role identity since 

its inception back in the 1900s. The role of a PSC varies from state to state, district to 

district, and site to site. This variance is due in large part to the lack of role clarity found 

within the school counseling profession. This study mirrors the current research that 

school counselors lack role clarity and often experience competing roles and 

responsibilities expected of PSCs (Amatea & Clark, 2005; Lieberman, 2004).  

Conclusion 2 

Another conclusion found within this study is the transformation of the school 

counseling profession, which originally started as only vocational guidance and has since 

expanded to encompass multiple roles and responsibilities culminating in the creation of 

CSCPs. The development of CSCPs helps provide structure to the school counseling 

profession, by expanding the reach beyond specific student populations to focus on the 

positive student outcomes of all students (Cinotti, 2014). This study confirms the research 

suggesting PSCs should embrace multiple roles if students are to truly benefit from a 

CSCP (Perkins et al., 2010). In a CSCP, counselors are responsible for academics, social-

emotional development, and college and career planning. These three overarching 

domains were reflected in this study as the expert panel acknowledged these as the top 

three roles of importance for middle school counselors. The ASCA echoes the need to 
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embrace CSCPs to create safe school environments and place an emphasis on academic, 

social-emotional, and college and career readiness (ASCA, 2019). 

Conclusion 3 

Based upon the findings of this study, it is concluded that counselors are used to 

provide administrative support at high levels that interferes with their focus on student 

service.  Findings of this study looks beyond establishing clear roles and responsibilities 

and focuses on the influence school counselors have on positive student outcomes. 

Positive student outcomes include: (a) decreasing behavioral incidents, (b) reducing 

dropout rates, (c) improving attendance and graduation rates, and (d) increasing academic 

achievement (Johnson & Johnson, 2003). Amatea and Clark (2004) state PSCs have a 

unique ability to increase positive student outcomes. PSCs complete educational master’s 

level coursework in addition to training and internship experiences making them uniquely 

qualified to address how to increase positive student outcomes from a multitude of 

perspectives (Alexander et al., 2003). This study addresses this area by requesting the 

expert panel rate the roles and responsibilities by the level of importance. While school 

counselors may or may not personally enjoy managing social media or the school website 

this role and responsibility was rated as the least important role middle school counselors 

perform. Instead, roles such as Social-Emotional Counseling, Academic Counseling, 

College and Career Counseling, Serving as a Member of School Sites Teams, 

Educational Tasks, and Registration Tasks were rated as highly important roles for 

middle school counselors to perform. These roles were measured utilizing a mean score 

and are directly tied to increasing positive student outcomes. 
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Conclusion 4   

The findings of this study lead to the conclusion that the organizational supports, 

if provided, would allow middle school counselors to perform the six most important 

roles:  

• Social-Emotional Counseling 

• Academic Counseling 

• College and Career Counseling 

• Serving as a Member of School Site Teams 

• Educational Tasks 

• Registration Tasks  

The expert panel confirmed through this study the need for a long list of organizational 

supports which include:  

• Decreasing counselor caseloads  

• Flexibility to push into classrooms to provide preventative Tier 1 lessons 

• Reduction or removal of non-counseling-related duties  

• Hiring an aid/clerk for time-consuming non-essential tasks 

• Creation of clear counseling systems (referrals, protocols, intervention 

process)  

• Clear district-wide expectations, and on-site administrative support  

• Increased funding for curriculum, counseling activities, events, and 

engagement   
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• A district providing evidence-based counseling curriculum to all sites  

 

• Academic and social emotional screening to occur at the beginning, middle, 

and end of the school year 

• Professional development and educational training for school counselors  

• Protected time in the office to be available for student's needs 

• The need for a confidential meeting space  

• Strong progress monitoring tools to track students learning and academic 

goals  

• Clear protocol and systems for academic interventions like SSTs, 504s, IEPs, 

and summer school 

• Access to an online data information system, with real-time data and report 

options 

• Increase the number of counselors that support a site to ensure a counseling 

perspective on all necessary site teams  

• Clearly articulating the role of the school counselor to all stakeholders 

including staff, students, and parents  

• Creation of a school counselor advisory committee  

• Clear and consistent supervision provided to support the school counselor 

The panel clarified the language in the study to ensure the outcomes were clear. 

For example, recognizing the need to increase the number of counselors allows for more 

support to all students, which will allow middle school counselors to positively impact 

student outcomes. Additionally, the need for protected time to support students states 
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middle school counselors need to spend 80% of the time on direct and indirect student 

services versus other less important roles. 

Implications for Action 

School counselors are employed throughout the United States in K-12 schools 

with varying job requirements, unique structures, and differing hierarchical arrangements. 

Determining what makes some school counselors effective while others struggle is an 

important question within the literature. Maslach and Leiter (1997) stated the research 

needs to focus on organizational variables and the work environment of the PSC. Without 

a full understanding of the work environment and organizational variables impacting the 

school counseling profession, the ability to determine how to improve student outcomes 

remains evasive. The literature examines several organizational factors distinctive to the 

school counseling profession (Blake, 2020). Organizational support is essential in 

mitigating school counselor stress and ultimately burnout, which in turn may negatively 

impact student outcomes. 

The data collected from expert middle school counselors confirmed the role 

ambiguity that is still present in the school counseling profession. The need to define the 

role of a middle school counselor is the first and most important step in better 

understanding the necessary supports needed to positively impact student outcomes. The 

ASCA (2019) outlines a detailed role description that could prove to be beneficial in the 

foundational need to better understand the role of the middle school counselor. Utilizing 

the ASCA National Model and the Framework for Comprehensive School Counseling 

Programs the role of a middle school counselor can begin to take shape and encompass 
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the roles and responsibilities identified as the most valuable, according to the school 

counselors themselves as well as several professional organizations.   

Additionally, the findings from this study acknowledge expert middle school 

counselors recommend specific organizational supports to aid in the ability of middle 

school counselors to perform the six most important roles of a middle school counselor. 

These organizational supports were generated by an expert panel with an emphasis on the 

ones that would make the biggest impact and could be applied across all six roles instead 

of being singularly effective only with one of the six roles. Based on these findings, the 

results from this study can be applied as follows: 

• School counselor supervisors and district-level administrators need to develop 

a job description for the PSC that aligns with the most important roles and 

responsibilities of the profession. These job descriptions need to be clear to 

eliminate role ambiguity for all stakeholders, including the middle school 

counselors themselves. 

• School counselor education programs need to further define and outline the 

roles and responsibilities of middle school counselors. Therefore, during 

graduate school, the school counselor is aware and can advocate for the role as 

defined by ASCA.  

• School counselor education programs could utilize this study to better 

understand organizational supports and aid school counselors to find 

internships and future employment that provide organizational supports that’d 

aid in the middle school counselor’s success.  

• School districts need to invest in school counselor directors or supervisors 
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who can oversee school counselors throughout the district. The need for an 

organized level of support will ensure school counselors receive consultation, 

collaboration, and other organizational support that will directly improve 

student outcomes. 

• The organizational supports agreed upon by all expert panel members was a 

need to decrease counselor caseloads and remove non-counseling duties from 

the daily work of middle school counselors. This can be done by clearly 

defining the role of the PSC and advocating for a 250:1 ratio as recommended 

by ASCA (2019). This may also include a need to increase the number of 

school counselors. 

• There is a need to create clear counseling systems for referrals, protocols, and 

intervention processes that are consistent throughout the district, state, and 

ultimately profession.  

• Increase the use of evidence-based and data-driven practices to create 

empirical data to better track the impact of school counselors on positive 

student outcomes. 

• School counselors need to be provided with professional development and 

educational training to support their work across all six major roles.  

• Provide access to an online data information system, with real-time data and 

report options, and progress monitoring tools to track students’ learning and 

academic goals.  

• The use of academic and social-emotional screeners to occur at the beginning, 

middle, and end of the school year, allowing for data-driven intervention. 
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• The need to create opportunities for consultation and collaboration through a 

school counseling advisory committee, mentorship, and positive relationship 

with a school counselor’s supervisor. 

• Creation of a dedicated budget for the school counseling department to aid in 

funding counseling activities, events, engagement opportunities, and 

evidence-based curriculum.  

• School counselors need to be able to spend 80% of their overall workday on 

direct and indirect services for students through one on one counseling, group 

counseling, classroom presentations, or additional Tier 1 supports.  

Recommendations for Further Research 

In the field of education, school counselors are employed at all levels: Elementary 

school, middle school, high school, and post-secondary. School counselors are vital 

members of the educational team at all educational levels (Berry, 2006). During the 2018 

to 2019 school year, there were approximately 4,185 middle school counselors employed 

throughout California (CDE, 2019). The role of a middle school counselor and the 

workday duties performed are very different than the role and duties of elementary, high 

school, or post-secondary counselors (Kirchner & Setchfield, 2005; Nelson et al., 2008). 

The middle school counselor’s job setting varies greatly depending on the state, the 

district, or the structure of the individual school site. For example, the role of a middle 

school counselor in an urban school district will differ from the role of a middle school 

counselor in a rural district (Butler & Constantine, 2005; Nelson et al., 2008). The role of 
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a middle school counselor will also change based on the unique needs of the students 

which the counselor serves (Nelson et al., 2008). Therefore, the following 

recommendations are made for further research: 

• Replicate this study in a different state using expert middle school counselors. 

This study was limited to expert middle school counselors within California. 

Expert middle school counselors from other states may determine different 

organizational supports that would benefit the school counseling profession.  

• Replicate this study in California using expert high school counselors. This 

study was limited to expert middle school counselors within California. 

Expert high school counselors may determine different organizational 

supports that would benefit the school counseling profession. 

• Replicate this study in California using expert bilingual counselors. The need 

in California for school personnel to be bilingual is expanding and therefore is 

a population of counselors who may be able to provide a different list of 

organizational supports that would benefit the school counseling profession.  

• Examine the organizational supports generated from this study and have 

expert counselors rate the level of importance to help quantify the most 

impactful organizational supports need to perform the top six most important 

roles of middle school counselors. 

• Replicate this study utilizing expert school site principals or superintendents 

and have them rate the most important roles middle school counselors perform 

and subsequently a list of organizational supports to assist middle school 

counselors in successfully performing the most important roles identified.    
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• Address the individual organizational supports generated from this study and 

directly examine the impact on positive student outcomes. For example, 

examine the direct impact of providing professional development to middle 

school counselors and the academic achievement of the students served.  

• It is recommended when conducting future research to be mindful of the 

school counselor’s years of experience. Many veteran school counselors went 

through counseling education programs and internships prior to the revised 

guidelines and standards of the school counseling profession; not being privy 

to mental health training or the comprehensive school counseling model. The 

recommendation is all future studies utilize counselors with 3 to 10 years of 

experience. The need for 3 years of experience to demonstrate expertise but 

not to exceed 10 years in the profession to ensure the training was based on 

the current state of the profession.  

Concluding Remarks and Reflection 

The school counseling profession has existed since the 1900s and has evolved 

from vocational guidance alone to an emphasis on comprehensive counseling support in 

the areas of social-emotional, academic, and college and career. The identity crisis 

experienced by the profession coupled with the lack of empirical data to support the 

direct positive impacts a PSC has on student outcomes leads to policymakers being 

unable to see the value in investing in the school counseling profession (Whiston, 2002). 

Empirical data is needed to convince policymakers that the school counseling profession 

adds value to the educational system. There is little empirical data outlining the effects of 

typical job duties or interventions provided by the PSC (Whiston, 2002). Increasing the 

body of research on the topic of school counseling is essential to not only cement the 



131 
 

value of the profession but to ensure students in grades K-12 have mandated access to 

school counselors. 

In the United States today only 30 states mandate schools to hire school 

counselors. Out of those 30 states, only 16 of them mandate a specific counselor-to-

student ratio which ranges from 250:1 to 750:1. The state of California does not mandate 

schools to hire school counselors, nor does it have a state mandate as to the appropriate 

counselor-to-student ratio. The California State Budget Act of 2006 amended the 

California Education Code to ensure students in grades 7-12 receive counseling services, 

however, it does not require those services be provided by school counselors. The impact 

of school counselors on students’ academic achievement, social-emotional well-being, 

and post-secondary enrollment is undisputable, however, the profession is still not 

required nor supported consistently within the educational system across the United 

States.  

In addition to supporting the school counseling profession and its need to be 

included in educational reform efforts, the school counselors themselves also need access 

to organizational supports that will enable their personal and professional success. School 

counselors may serve multiple school sites or there may only be one counselor at a given 

school site, therefore having no built-in peer collaboration or support. School counselors 

have an ethical obligation to focus on their own wellness. However, many job demands 

and other organizational factors prohibit school counselors from effectively engaging in 

self-care and wellness activities. School districts need to invest in school counselor 

directors or supervisors who can oversee school counselors throughout the district. The 

need for an organized level of support will ensure school counselors receive consultation, 
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collaboration, and other organizational support that will directly improve student 

outcomes and decrease the likelihood of burnout. Burnout is prevalent for new school 

counselors which is mitigated by the number of years served in the school counseling 

profession. School counselors should be supported, advocated for, and celebrated for the 

work they do to ensure positive student outcomes.   
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APPENDIX B 

Invitation to Participate 

STUDY: A Delphi Study to Determine the Organizational Supports Necessary for 
middle School Counselors to be Successful and Positively Influence Student Outcomes  

July 7, 2022 

Dear Prospective Study Participant, 

You are invited to participate in a research study to recognize the most important roles 
and responsibilities of middle school counselors. Furthermore, once roles and 
responsibilities are determined you will be asked to identify the organizational supports 
needed to ensure middle school counselors can positively influence student outcomes. 

The main investigator for this study is Debbie Monroe, Doctoral Candidate at the 
University of Massachusetts, Global (UMass Global) Doctor of Education in 
Organizational Leadership program. You were selected to participate in this study 
because of your expertise and experience in middle school counseling. 

PURPOSE: The purpose of this Delphi study was to identify, from the perspective of 
expert counselors, the roles that middle school counselors perform during their workday, 
to rate the importance of the roles identified, and to identify organizational supports 
necessary for middle school counselors to successfully perform each of the most 
important roles identified. Additionally, this study seeks to gain feedback from expert 
middle school counselors on how to best align the necessary organizational supports with 
the identified most important roles. 
 
PROCEDURES: If you decide to participate in this study, you will receive four rounds 
of an electronic survey via Survey Monkey, with each survey taking approximately 10-15 
minutes to complete. The first-round survey will contain an open-ended question asking 
what roles middle school counselors perform. The second-round survey will utilize a 
Likert scale and ask participants to rank the importance of each identified role generated 
from the first round. The third-round survey will take the most important roles identified 
and ask a second open-ended question about the needed organizational supports to ensure 
the counselors success with the identified most important roles. The fourth round will 
provide participants with coded responses from the third round and ask for suggestions 
on alignment. 
 
RISKS, INCONVENIENCES, AND DISCOMFORTS: This study involves no more 
than minimal risk. There are no known harms or discomforts associated with this study 
beyond those encountered in everyday life. There is no cost to you for participating, and 
you will not be compensated in any way for your participation. The survey will be 
completed anonymously, and the researchers will not know your identity. 
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POTENTIAL BENEFITS: Your participation in this study does not yield any direct 
benefits to you. However, analysis of the data generated from your participation in this 
study is intended to provide current information on the most important roles middle 
school counselors can perform and what organizational supports are needed to support 
middle school counselors in being successful. Ultimately the goals is to help middle 
school counselors positively affect student outcomes due to providing the needed 
organizational supported.  

ANONYMITY: All surveys and research data collected will be stored securely and 
confidentially on a password-protected server. Records of information that you 
provide for the research study, and any personal information you provide, will not be 
linked in any way. It will not be possible to identify you as the person who provided 
any specific information for the study. Because you will complete the survey 
anonymously, your name or other identifying information will not be used in reports or 
publications. Only the research team may have access to study records to protect 
participants’ safety and welfare. 

If you have any questions, comments, or concerns regarding this study, you may 
contact me at [redacted] or by email at [redacted]. You can also contact the study’s 
Dissertation Chairperson, Dr. Phil Pendley, by email at pendley@umassglobal.edu. If 
you have any further questions or concerns about your rights as a research subject, 
please contact UMass Global’s Office of Institutional Research, UMass Global, 16355 
Laguna Canyon Road, Irvine, CA 92618. 
BUIRB@umassglobal.edu. 
 
Respectfully, 
 
 
Debbie Monroe 
Doctoral Candidate, UMass Global 
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APPENDIX C 
 

Demographic Survey 
 

RESEARCH STUDY TITLE: A Delphi Study to Determine the Organizational 
Supports Necessary for middle School Counselors to be Successful and Positively 
Influence Student Outcomes 

Lead Researcher: 

Debbie Monroe, Doctoral Candidate  
UMass Global 
Department of Education 
[redacted] 

 
Faculty Sponsor:  

Dr. Philip Pendley 
UMass Global 
Department of Education 
951-712-2065, pendley@umassglobal.edu 
 

● You are invited to participate in a research study to identify the most desirable 
qualifications a candidate could possess to obtain an entry-level school site 
administrative position. Furthermore, you will be asked to describe in detail each of the 
top-rated qualifications.  The main investigator for this study is Debbie Monroe, 
Doctoral Candidate at the University of Massachusetts, Global (UMass Global) Doctor 
of Education in Organizational Leadership program. You were selected to participate in 
this study because of your expertise and experience in middle school counseling. 

 
● Middle school counselors in the state of California in three geographical 

locations northern California, central California, and southern California were 
targeted. Participation should require 40 to 60 minutes in total, which will be 
broken up into four 10 to 15-minute intervals spread over four weeks. 
Participation in this study is voluntary. You may discontinue your involvement 
in this study at any time without any consequences. 
 

● The purpose of this Delphi study is to identify, from the perspective of expert 
counselors, the roles that middle school counselors perform during their 
workday, to rate the importance of the roles identified, and to identify 
organizational supports necessary for middle school counselors 
to successfully perform each of the six most important roles identified. 
Additionally, this study seeks to gain feedback from expert middle school 
counselors on how to best align the necessary organizational supports with the 
identified most important roles. 
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● If you decide to participate in this study, you will receive four rounds of an 
electronic surveys via Survey Monkey, with each survey taking approximately 
10 to15 minutes to complete. The first-round survey will contain an open-ended 
question asking what roles middle school counselors perform. The second-
round survey will utilize a Likert scale and ask participants to rank the 
importance of each identified role generated from the first round. The third-
round survey will take the most important roles identified and ask a second 
open-ended question about the needed organizational supports to ensure the 
counselors success with the identified most important roles. The fourth round 
will provide participants with coded responses from the third round and ask for 
suggestions on alignment. 

 
● This study involves no more than minimal risk. There are no known harms or 

discomforts associated with this study beyond those encountered in normal daily life. 
There is no cost to you for participating, and you will not be compensated in any way 
for your participation. The survey will be completed anonymously, and the researchers 
will not know your identity. 

● Your participation in this study does not yield any direct benefits to you.  However, 
analysis of the data generated from your participation in this study is intended to 
provide current information on the most important roles of middle school counselors 
and the organizational supports needed to desirable qualifications an entry-level 
school administrator  

●  All surveys and research data collected will be stored securely and confidentially on 
a password-protected server. Records of information that you provide for the 
research study, and any personal information you provide, will not be linked in any 
way.  It will not be possible to identify you as the person who provided any specific 
information for the study. Because you will complete the survey anonymously, your 
name or other identifying information will not be used in reports or publications. 
Only the research team may have access to study records to protect participants’ 
safety and welfare. 

● If you have any questions, comments, or concerns regarding this study, you may 
contact me at [redacted] or by email at [redacted]. You can also contact the study’s 
Dissertation Chairperson, Dr. Phil Pendley, by email at pendley@umassglobal.edu. If 
you have any further questions or concerns about your rights as a research subject, 
please contact UMass Global’s Office of Institutional Research, UMass Global, 
16355 Laguna Canyon Road, Irvine, CA 92618. 
BUIRB@umassglobal.edu. 
 

Do you agree to participate in this study?  ( ) Yes  ( ) No 
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Experience / Demographic Information 

1. Are you currently employed as a middle school counselor? 
a. ( ) Yes    ( ) No 

 
2. Please indicate your years of experience as a school counselor at any grade level. 

a. ( ) Less than one year 
b. ( ) At least one year, but less than two years  
c. ( ) At least two years, but less than five years 
d. ( ) Five years or more 

 
3. Please indicate your years of experience as a middle school counselor. 

a. ( ) Less than one year 
b. ( ) At least one year, but less than two years  
c. ( ) At least two years, but less than five years 
d. ( ) Five years or more 

 
4. Please indicate if you’ve presented at an ASCA National Conference on a Topic 

related to Middle School Counseling  
a. ( ) Yes    ( ) No 

 
5. Please indicate if you’ve received any district, county, or state recognition for 

excellent service as a middle school counselor 
a.  ( ) Yes    ( ) No 

 
6. Please indicate the region in California that your school district is located.  

a. ( ) Northern California 
b. ( ) Central California 
c. ( ) Southern California 
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APPENDIX D 

Informed Consent and Confidentiality 

RESEARCH STUDY TITLE: A Delphi Study to Determine the Organizational 
Supports Necessary for middle School Counselors to be Successful and Positively 
Influence Student Outcomes 

UMASS GLOBAL 
16355 LAGUNA CANYON ROAD 

IRVINE, CA  92618 
 

RESPONSIBLE INVESTIGATOR: Debbie Monroe, Doctoral Candidate 
 
TITLE OF CONSENT FORM: Consent to Participate in Research 
 
PURPOSE OF THE STUDY: This study is being conducted for a dissertation for the 
Doctor of Education in Organizational Leadership program at the University of 
Massachusetts Global (UMass Global). The purpose of this Delphi study is to identify, 
from the perspective of expert counselors, the roles that middle school counselors 
perform during their workday, to rate the importance of the roles identified, and to 
identify organizational supports necessary for middle school counselors 
to successfully perform each of the six most important roles identified. Additionally, this 
study seeks to gain feedback from expert middle school counselors on how to best align 
the necessary organizational supports with the identified most important roles. 
 
PROCEDURES: In participating in this research study, I agree to either partake in four 
rounds of electronic surveys via Survey Monkey. If you decide to participate in this 
study, you will receive four rounds of an electronic surveys via Survey Monkey, with 
each survey taking approximately 10-15 minutes to complete. The first-round survey will 
contain an open-ended question asking what roles middle school counselors perform. The 
second-round survey will utilize a Likert scale and ask participants to rank the 
importance of each identified role generated from the first round. The third-round survey 
will take the most important roles identified and ask a second open-ended question about 
the needed organizational supports to ensure the counselors success with the identified 
most important roles. The fourth round will provide participants with coded responses 
from the third round and ask for suggestions on alignment. 

I understand that: 
a) No known major risks or discomforts are associated with this research. 

 
b) I will not be compensated for my participation in this study. However, the 

information including the findings and recommendations generated from your 
participation will help to add to the body of literature regarding the organizational 
supports necessary for middle school counselors to successfully perform the most 
important roles and responsibilities.  
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c) Any questions I have concerning my participation in this study will be answered 

by Debbie Monroe, UMass Global Doctoral Candidate. I understand that Debbie 
Monroe may be contacted by phone at [redacted] or by email at [redacted].  The 
dissertation chairperson may also answer questions:  Dr. Phil Pendley at 
pendley@umassglobal.edu. 
 

d) I understand that I may refuse to participate or withdraw from this study at any 
time without any negative consequences. I also understand that the investigator 
may stop the study at any time. 
 

e) The study will utilize electronic surveys. All surveys and research data 
collected will be stored securely and confidentially on a password-protected 
server. 
 

f) No information that identifies me will be released without my separate consent, 
and that all identifiable information will be protected to the limits allowed by 
law.  If the study design or the use of the data is to be changed, I will be 
informed, and my consent re- obtained. If I have any questions, comments, or 
concerns about the study or the informed consent process, I may contact: 
UMass Global’s Office of Institutional Research, UMass Global, 16355 Laguna 
Canyon Road, Irvine, CA 92618, BUIRB@umassglobal.edu.  
 

I acknowledge that I have received a copy of this form and the Research Participant’s 
Bill of Rights. 

 
I have read the above and understand it and hereby voluntarily consent to the 
procedure(s) set forth. 
 
 

 
Signature of Participant or Responsible Party               Date 

 
 
 

 
Signature of Principal Investigator       Date 
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APPENDIX E 

UMass Global Participant Bill of Rights 

 
 

UMASS GLOBAL INSTITUTIONAL REVIEW BOARD 

Research Participant’s Bill of Rights 

Any person who is requested to consent to participate as a subject in an experiment, or who is 
requested to consent on behalf of another, has the following rights:  

1. To be told what the study is attempting to discover.  
 

2. To be told what will happen in the study and whether any of the procedures, drugs or 
devices are different from what would be used in standard practice.  
 

3. To be told about the risks, side effects or discomforts of the things that may happen to 
him/her.  
 

4. To be told if he/she can expect any benefit from participating and, if so, what the benefits 
might be.  
 

5. To be told what other choices he/she has and how they may be better or worse than being 
in the study.  
 

6. To be allowed to ask any questions concerning the study both before agreeing to be 
involved and during the course of the study.  
 

7. To be told what sort of medical treatment is available if any complications arise.  
 

8. To refuse to participate at all before or after the study is started without any adverse 
effects. 
 

9. To receive a copy of the signed and dated consent form.  
 

10. To be free of pressures when considering whether he/she wishes to agree to be in the 
study.  

If at any time you have questions regarding a research study, you should ask the researchers to 
answer them.  You also may contact the UMASS GLOBAL Institutional Review Board, which is 
concerned with the protection of volunteers in research projects.  The UMass Global Institutional 
Review Board may be contacted either by telephoning the Office of Academic Affairs at (949) 
341-9937 or by writing to the Vice Chancellor of Academic Affairs, UMASS GLOBAL, 16355 
Laguna Canyon Road, Irvine, CA, 92618. 

 

UMass Global IRB  Adopted    2021 
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APPENDIX F 

Survey Instrument- Round 1 

 

Survey Instrument Hosted by Survey Monkey 

Survey Instrument Round 1 

RESEARCH STUDY TITLE: A Delphi Study to Determine the Organizational 
Supports Necessary for middle School Counselors to be Successful and Positively 
Influence Student Outcomes 

For the purposes of this study, roles can be defined as tasks, responsibilities, or daily job 
requirements  

 
What roles do you perform during your workday?  
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APPENDIX G 

Survey Instrument- Round 2 

 

Survey Instrument Hosted by Survey Monkey 

Survey Instrument Round 2 

RESEARCH STUDY TITLE: A Delphi Study to Determine the Organizational 
Supports Necessary for middle School Counselors to be Successful and Positively 
Influence Student Outcomes 

The following is an example survey.  The actual questions will be based on the responses 
provided by the participants in Round 1.  

 
Based upon the first survey, the below are the roles which middle school counselors 
perform during a typical workday.  
 
Please rate the importance of each role listed below as it pertains to middle school 
counselors 
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APPENDIX H 
 

Survey Instrument- Round 3 

Survey Instrument Hosted by Survey Monkey 

Survey Instrument Round 3 

RESEARCH STUDY TITLE: A Delphi Study to Determine the Organizational 
Supports Necessary for middle School Counselors to be Successful and Positively 
Influence Student Outcomes 

The following is an example survey.  The actual questions will be based on the 
participant’s responses in Round 2. 

Based upon the second survey, below are the rated roles of middle school counselors 
in order of importance. 

 
The top-rated roles were rated by a means test using Likert scale responses.  The 
six top-rated roles are Role 1, Role 2, Role 3, Role 4, Role 5, Role 6. 

 
1. Role 1 was a high-rated role of a middle school counselor. Describe what 

organizational supports must be provided for a middle school counselor to 
successfully perform this identified role.  
 

2. Role 2 was a high-rated role of a middle school counselor. Describe what 
organizational supports must be provided for a middle school counselor to 
successfully perform this identified role.  
 

3. Role 3 was a high-rated role of a middle school counselor. Describe what 
organizational supports must be provided for a middle school counselor to 
successfully perform this identified role.  
 

4. Role 4 was a high-rated role of a middle school counselor. Describe what 
organizational supports must be provided for a middle school counselor to 
successfully perform this identified role.  
 

5. Role 5 was a high-rated role of a middle school counselor. Describe what 
organizational supports must be provided for a middle school counselor to 
successfully perform this identified role.  
 

6. Role 6 was a high-rated role of a middle school counselor. Describe what 
organizational supports must be provided for a middle school counselor to 
successfully perform this identified role.  
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APPENDIX I 

Survey Instrument- Round 4 

 

Survey Instrument Hosted by Survey Monkey 

Survey Instrument Round 4 

RESEARCH STUDY TITLE: A Delphi Study to Determine the Organizational 
Supports Necessary for middle School Counselors to be Successful and Positively 
Influence Student Outcomes 

The following is an example survey.  The actual questions will be based on the 
participant’s responses in Round 3. 

 
Based upon the third survey, below are the rated organizational supports needed for 
middle school counselors to perform the top six identified roles.   
 
Based on this information what do you perceive is essential to effectively align the 
necessary organizational supports with the roles identified as important? 
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APPENDIX J 

UMass Global Institutional Review Board Approval 
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APPENDIX K 

Certificate of Completion of Training by Collaborative Institutional Training 
Initiative (CITI)  
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