CHAPTER | . | NTRCDUCTI ON

The United States--indeed the world--finds itself facing change in
every direction as new economc, political, cultural, ecol ogical, and
technol ogi cal realities emerge. The opening of the Berlin Vall, the
denocrati zation of Eastern Europe, the ending of the Cold War, and the
restructuring of the Soviet Union are just a few exanples of the inpact of
gl obal changes upon Anerican society. Wth the vast changes in the world's
econom ¢ and soci al structures and an expandi ng gl obal orientation, American
institutions nmust acknow edge and respond to the shift fromnationalismto
gl obal i zati on.

Changes in the governance structures of world conmunity nations from
authoritarian to denocratic continue to create a solid foundation for
i ncreased economic growh and free trade. This is resulting in economc
i nt erdependence anong countries and the creation of a world econony. U S
conpani es create and sell 81 billion dollars worth of goods and services in
Japan. Wich econony is that a part of--the United States or Japan?
(Nai shitt, 1990).

The United States, with five percent of the popul ation, continues to
be the world's dom nant econony produci ng one fourth of the world' s nationa
product. However, the basis of the econony has changed from one of
industrialization to one of information. Thi s has caused the creation of a
new soci ety; Drucker (1989) refers to it as the "know edge society".

Knowl edge work began to expand rapidly during the twentieth century.
Wbrker status and al |l egi ance changed consequently. Wirkers becane "masters”
in their own specialty area. This expertness created superiority, as
know edge wor kers knew nore about their specialty area than did their
bosses. Know edge was transportabl e from one business to anot her
di spl aci ng worker allegiance fromthe institution to thenselves and their
personal expertise. Changes in the character of |abor and work forced
managenent to al so change

Traditional organizational hierarchies are no |longer effective in
providing the appropriate culture for know edge work. The need for
i nformati on created interdependence. Communicati on and rel ati onshi ps became
paranmount to productivity and profitability and created the inpetus for new
nodel s of organi zation in American business (Drucker, 1989).

Because of the shift to an information-based econony, |arge conpanies
are downsi zi ng and includi ng workers in managenment decisions. A shift away
from bureaucracy towards denocratization is subtly occurring as hierarchies,
whi ch have tended to divide and isolate workers, are flattened to
accomodat e the increased need for conmuni cati on and cooperation

In addition to the type of work and organi zati onal changes occurri ng,
the character of the work force is changing. Wnen and minorities conprise
89% of the civilian |abor force, an increase of 38% over the past decade
(U.S. Census Bureau, 1992, p. 381). Entrepreneurship is becom ng
i ncreasingly popul ar particularly among woren. The 1980s marked the first
time nore wonen were in the work force than at hone and the 1990s have been
hail ed as the decade of administration for women with nore than 5 nmillion



worren | eadi ng smal | -to-nedi um size growth businesses that will becone top
conpani es of the future (Aburdene & Naisbitt, 1992).

Political and economic shifts are causing profound changes in the
nature of society. There has been much di scussion, particularly in the
nmedi a, about the dissolution of community. The forces of industrialization
separated work and the famly: factories fractionalized society while
consuneri smconsuned it. Househol ds once headed by two biol ogi cal parents
are today redefined in a variety of ways: nuclear famlies have replaced the
extended famly; single parent famlies have replaced two parent famlies;
and, unfortunate as it is, zero-parent famlies are social realities. Smal
towns are di sappearing into the fabric of netropolitan congl onerates
connected by super and even "smart" hi ghways that provide citizens with the
increasing ability to nove away fromtheir nei ghborhoods.

I ncreased use of technol ogy--particularly the conputer--has
fractionalized the work force. W rkers no | onger need to work together
physically as they are easily connected now by sophisticated video-screen
t el ephones, photocopy machi nes, facsimle machi nes, and conputers, all of
which are tied together in a conplex network of tel ecomunication systens.
Entrepreneurs, the | argest grow ng segnent of the business econony, can
conduct business on a gl obal scale wthout |eaving their hones.

Public Education in the United States

One Anerican institution that has been built upon the status quo is
public education. It is has traditionally been organized to prevent
cultural change (Joyce, 1990). It is predom nantly characterized by
bureaucratic notions of dom nance, hierarchy, and individualismat the
| ocal, state, and federal level (Tye, K A, 1990). Institutionalism of
this magnitude calls for "deep structure" change whi ch goes beyond
"restructuring"” to creation of a new educational paradigm (Tye, B., 1991).

The mi ssion of American education has traditionally been to preserve
the American cultural heritage through equity and excellence. Access to
education is hailed as the "great equalizer," an agent of social nobility
allowing lower classes to rise into gentility and social position
Currently there is an enmphasis on hi gh standards perhaps best epitom zed by
America 2000 (now Goal s 2000)--a national strategy for nmoving America froma
“Nation at R sk” to a “Nation of Students”.

“A Nation at Rsk”™ was a | andmark report rel eased during the early
1980s on the state of Anmerican education (National Conm ssion on Excell ence
in Education, 1983). It was an indictnent of public education and initiated
a critical debate about the need for school reform Cultural literacy,
student mastery of basic skills, rising dropout rates, diluted curricul a,
teacher preparation, student discipline, parental responsibility, teacher
professionalism-this report addressed it all

VWhat is the current state of affairs in public education? Al though
many claimthe U S. continues to lose its educational world standing, one
wonders if this is rhetoric for change rather than truth. Sandia Nationa
Laboratori es (Huel skanp, 1993) recently conpl eted an extensive study ai nmed
at putting the United States educati onal systemin proper perspective.
Looking at the data over time, Sandia found that on nearly every neasure,
trends were steady or slightly inproving. N ne neasures were conpil ed:
dropout/retention rate, standardi zed tests, higher education, spending,
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i nternational conparisons, status of educators, skills of the work force,
changi ng denogr aphi cs, and national education goals. O these neasures,
accel erati ng denographi ¢ changes are believed to have the npbst profound

effect on future educational requirenents. |Inmgration was higher in the
1980s than any ot her decade except the first, and it is expected to be
hi gher during the next two decades as well. Low native-born birthrates

coupled with increased immgration will significantly change the character
and conposition of America' s student body.

The Call for Educational Reform

As nentioned above, the cry for educational reformresounded |oudly
during the early 1980s. Mst recently, it is called “restructuring”. This
termhas conme to nean many different things. Teacher unions see
restructuring as enmpowerment and decentralized deci sion-making; |egislative
reforners see it as an opportunity to reduce bureaucracy particularly in
school /comunity rel ati ons; school board nenbers see it connecting schoo
and hone giving parents nore stake in governance; and think tank experts
bel i eve restructuring will create nore socially rel evant school s.

It has been argued that societal forces have forced American business
institutions to change; and, |ikew se, the institution of education nust
keep pace with the changi ng needs of an information-based busi ness econony.
In a know edge society, information is constantly changi ng and becom ng nore
abundant. Education is the passport to good jobs and career opportunities.

Ameri can public education, in all of its bureaucratic glory, nust be
reconcei ved to accomodat e the changi ng econoni ¢ and soci al needs of a
nation in the global conmunity. Reconceptualization of public education
requires reorgani zati on beyond changes in progranms and practices. It
requires a redefinition of educational values, which manifest in a
phi | osophy to undergird and shape American school culture.

School Leadership

School administration is a |logical place to begininquiry about
educat i onal change. Existing know edge, theories, assunptions, and practices
need to be exam ned for their relevance in providing direction for the
change required to i nprove Anerican education. Educational admnistrative
theory has traditionally been guided by busi ness managenent theory and
formul ated usi ng an androcentric conceptual franmework. Androcentrismviews
the world and the shaping of reality froma mal e perspective. This probably
occurred for two reasons.

The first reason is the predom nance of androcentrismin socia
sci ence research. Bernard (1979, p. 268)) posits that human know edge has
been viewed through a “male prisnf which nmeans that it has been
predom nantly nmale in subject matter, in assunptions, in nethods, and in
interpretations. Adherence to an accurate portrayal of human | egacy requires
that this be corrected in order that the “lacunae be filled and distortions
corrected”.

The second reason is that women have traditionally been under-
represented in the field of school adm nistration. N nety-six percent of the
superintendents and 76 percent of the school principals were nmen in the 80’s
(Feistritzer, 1988). This occurs despite the fact that research indicates
that wonen administrators are as capable as nen and frequently better
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(Barnes, 1976; Crincione-Coles, 1975; Fishel & Pottker, 1973 and 1975;

G anbs, 1976; Hulett, 1977), particularly in the el enentary schoo
princi pal ship (Meskin, 1974); and this evidence has existed for many years
(Frasher & Frasher, 1979). As the under-representation persists, it would
appear that the data supporting the val ue of wonen as school admnistrators
has been ignored or treated with skepticism (Frasher & Frasher, 1979).

St at enent of the Problem

Upon exam nation of the literature on the experiences of nmen in
adm nistration and the literature on the experiences of wonmen, it is evident
t hat wonen experience the world of school differently fromnen and utilize
styles of adm nistration different fromthose of men (Shakeshaft, 1987).
Research attenpting to explain the effectiveness of fenale adm nistrators--
principals in particul ar--has suggested that perhaps unique, culturally-
i ngrained “fem nine” characteristics are at work (G anbs, 1976; Frasher &
Frasher, 1979).

Al t hough nmuch has been witten about the history of wonmen in schoo
adm ni stration, wonen's career paths, and barriers to advancenment, there has
been little research docunenting the femal e experience in educationa
adm ni stration through a cultural |ens (Shakeshaft, 1987). This study is
designed to generate know edge about the admi nistrative practices of the
femal e admi nistrative cul ture.

Pur pose of the Study

The specific purpose of this study is to exam ne the ways in which
three selected fermal e adm ni strators behave in the role of principal. This
wi Il be acconplished through an identification and analysis of the culture
of female admi nistrators. A cultural examni nation focuses upon the basic
val ues, beliefs, and assunptions of fenmale adm nistrators as well as the
resul tant behavioral patterns and synbols. Shakeshaft (1987) characterizes
this area of inquiry as the fourth stage of research on wonen in
adm ni stration (see Appendi x A). She urges further inquiry to docunent the
fem nine | eadership style. It is only after this body of know edge is
formul ated that work in stages five and six can properly proceed. The work
in stage five is characterized by expandi ng educational adm nistrative
theory to include wonen's experience. Stage six then transforns existing
theory. It reconceptualizes theory to include experiences of both nen and
wonen to formholistic theories of human behavior in educationa
organi zations. See Appendix A for an explanation of the stages of research
on wonen in adm nistration

This study is oriented by the concept that female administrators
exhibit both traditional and "fem ni ne" | eadership behaviors. However, the
degree, frequency, and circunstances under which these behaviors occur vary.
Thus, with respect to three female high school principals, the research
guestions guiding this study are:

1. Under what circunstances and to what degree do fem nine and
mascul i ne characteristics manifest in these three principal s?



2. \What values and beliefs notive the | eadershi p behavi or of these
three principal s?

3. What synbols are associated with each principal’s behavior?
Signi ficance of the Study

Changi ng the educational paradigmto neet the needs of a gl oba
society requires effective | eadership fromw thin the educational ranks.
Current adm nistrative theoretical frameworks are inadequate because they do
not account for the femal e perspective, but rather generalize fromresearch
based upon nal e behavi or. The underlying assunption, of course, is that nmale
behavi or generalizes to the fermal e experience. Research in the socia
sci ence di sciplines has challenged this assunption and suggests that
t heori es based upon this assunption are inadequate for explaining fenmale
behavi or and ultimately render the fenal e experience irrelevant (Daniels,
1975; Eichler, 1980; MIler, 1976; Parker & Parker, 1979; Parlee, 1979;
Sherif, 1979; Slocum 1980; Smith, 1979; Smth-Rosenberg, 1983; Spender
1981).

The significance of this study lies in its contribution to an
i nadequat el y devel oped body of know edge on the culture of female
adm ni strators. As long as the body of know edge about females in
adm ni stration is underdevel oped, theories of educational adm nistration
will remain inpoveri shed.

Concept ual Framewor k

The conceptual framework for this study is basel in gender theory with
a focus upon an energi ng body of know edge currently referred to as the
"femal e culture" or "female world" (Bernard, 1981; Ferguson, 1984; Glligan
1982; Lenz & Myerhoff, 1985; Lyons, 1983, 1985; Noddings, 1984). The fenuale
culture can be distinguished fromthe "male" culture by contrasting "style
of life, set of values, as well as activities, relationships, and cognitive
and enotional predilections that are present among woren but absent when nen
and wonen are together or when nen are together" (Lenz & Myerhoff, 1985, p.
7).

A broader definition of culture borrows fromthe recent literature on

behavi oral characteristics of organizational systems: "The culture
perspecti ve has focused on the basic val ues, beliefs, and assunptions that
are present . . . the patterns of behavior that result fromthese shared

meani ngs, and the synbols that |ink val ues, assunptions, and behavior”
(Deni son, 1990).

Assunpti ons
This study is guided by the foll owi ng assunptions:

1. Admnistration and teaching are separate professions with
uni que identities that create distinct cultures.

2. CQultural reality is socially constructed.

3. The fenmale admnistrative culture is part of a |larger schoo
admini strative culture.



4. Females in school admnistration exhibit both fem ni ne and
traditional |eadership behaviors.

5. Stereotypical notions of gender influence culture.
Delimtations of the Study
This study is confined to an in-depth exam nation of the way three
femal e principals behave in their high school organizations. These school s
are located in an urban and a suburban geographic regi on of the country.
Limtations of the Study
The findings of case study research should be cautiously generalized
to other popul ations, particularly women. The value of this study lies in
its ability to contribute information pertinent to a wholistic understanding
of the way fenal e adm ni strators behave and val uable to how "feni ni ne"
val ues mani fest in | eadership behavi or
Definition of Terns

Adm ni strative: nmanagenent and direction of a school

Behavi or: observabl e activity; aggregate of responses to
internal and external stinuli.

Case study: a systematic way to investigate a phenomenon or
social unit withinits real-life context using nultiple sources of
evi dence

Fem ni ne val ues: those attributes typically associated with the
femal e gender (e.g., caring, connectedness, cooperation, creativity).

Fem ni st style of |eadership rational and intuitive set of
actions directed at organi zational goals as well as individual self-
devel opnent. Rooted in the socialized role of wonmen, this |eadership
styl e encourages participation, shares power and information, and
bui l ds comunity.

G ounded theory: theoretical reality inductively derived from
the study of a phenonenon. It is discovered, devel oped, and
provisionally verified through inductive analysis (Strauss & Corbin,
1990).

Leadership: rational set of actions directed at the
acconpl i shnent of organizational goals.

Traditional style of administrative | eadership rational set of
actions directed at clearly focused and wel | -defi ned objectives
acconpl i shed through command and contr ol

Val ue: abstract concept of what is right, worthwhile, or
desi rabl e.




Organi zation of the Study

The study is organized into six chapters, references, and eight
appendi ces. Chapter | establishes a statenent of the problem conceptua
framewor k, significance of the research, assunptions, delimtations,
l[imtations, and definitions. Chapter Il presents a conprehensive review of
the literature related to the guiding questions in the follow ng areas:
| eader ship and gender differences in | eadership. Methods of research
i ncludi ng a discussion of the popul ation and sanple, the instrunents,
research procedures, and anal yses are explained in Chapter IIl. The
i ndi vidual cases are presented in Chapter |IV. The cross-case analysis is
presented in Chapter V along with comments about the research questions.
The study concludes with Chapter VI, which includes a brief sunmary,
interpretation of the findings, recomendations for further research, and
personal reflections. The references provide direction for further reading.

The Appendi ces provi de supporting docunentation for the information
presented in the chapters. Appendix A and B provide supporting information
that justifies the inquiry. Appendi x C contains individual descriptive
narratives about each principal. These detail ed behavi oral descriptions
provide data and direction for the case reports found in Chapter |V.
Appendi x D contains the explanatory framework for the case narratives and
case reports. Appendix E presents a description of a hypothetical principa
constructed fromthe cross-case analysis of the case narratives and case
reports. Appendix F presents the explanatory framework for each of the case
reports. Appendi x G presents a detailed description of the common constructs
identified across the cases, the context of care. Appendix His the |ast
appendi x; it contains sanples of the original interviews and field notes
organi zed and coded i n Et hnograph.



