APPENDI X G CONTEXT OF CARE

The context of care is a concern for the well being of others that
is notivated by an intention to render assistance. Wiile it is responsive
to rules, regulations, and principles of equity, it allows individua
needs and the circunstances of the situation to guide action

The context of care is conposed of eight characteristics. They are
rel ati onal, responsive, situational, particularized, feeling,
confirmatory, constancy, and justice. This context, |ike the
adm ni strative context, is a set of conditions under which the
adm nistrative strategy i s executed.

Rel ati ona

The three principals in this study view thensel ves as critica
menbers of their school organization i mersed in interconnected
rel ati onships with staff, students, district officials, the comunity, and
in sone cases state and national organizations. This relational network is
synbol i zed by a series of concentric circles that show rings of influence.
I nfl uence radiates out fromthe principal as well as converges in to her.
See Figure G 1 Concentric Grcles of Influence.

Figure G 1 Concentric Circles of Influence

Al t hough Patricia and Gayl e knew their communities before assum ng
t he hi gh school principal ship, having previously served as m ddl e schoo
principals, Connie is the exenplar of community *connectedness”
Confirm ng her longevity in the school, her assistant principal coments,
“There is not another person in the world who knows this conmunity |ike
Conni e”.

Each of the principals exhibited a uni que presentation of self
[ presenting the persona, rendering presence, enmanating em nence] which was
authentic and matched to their adm nistrative strategy. Although all three
dressed in a manner appropriate to their position, it was the professiona
principal, Patricia, who seemed to enbody the “the wal k and the tal k” of
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the admi nistrative professional. Each principal establishes, through this
presentation of self, a relationship with her respective school comunity.

An anal ysis of the relational transactions reveal ed that the
princi pal s’ managed thenselves in such a way that connection was al ways
preserved in conversation. This was al so true of conversations invol ving
deci si ons.

The outcones of relational and decisional transactions concluded
“satisfactorily”, even when the principal and her conversationa
partici pant disagreed. Patricia s nmeeting with the commnity fundraiser
representati ve ended in di sagreenent on the issues but in agreenent on
mai ntai ning a positive relationship (Appendix C). The fundraiser
representative did not get his way, but he expressed his admration for
Patricia and provided support to the school under her conditions.

It was the intent of the principals to gather people together to
support the school. Patricia is especially skillful at getting people
i nvol ved. She is concerned that no one be |eft out who can contribute to
the well being of Hillside: “Now, we don't want to | eave anyone out who
can help us”. Connie saw sports as a way of bringing people together and
constantly pronoted participation and support of the athletic teans.

Thr ough personal affiliation and assenbling people in various ways,
the principals worked tirelessly to bring nmeaning, conmtnent, and synergy
to not only the goals of the school, but also to the participants
t hensel ves.

Deci si on-maki ng was a process orchestrated within the context of
t hese connections, not distinct and aside fromit. Gayle was perhaps the
nost skilled of the principals in building consensus, particularly anong
| arge groups of people. She managed a school site council whose function
was to involve nenbers of the school comunity in decision-making. The
synmbol associated with this process was a table. GGayle used a large table
in her conference roomand a snall coffee table in her office around which
to hold nmeetings. One of her favorite and often-used expressi ons was an
invitation to connect: “Let’s bring it to the table”.

In order to strengthen interdependence and instill the val ue of
reciprocity, the principals nodeled and facilitated creating and
mai nt ai ni ng connections with others as indicated by the processes of
creating connections, building community, and creating comunity. They al
enj oyed bringi ng peopl e together around common goals. Patricia referred to
this process saying once, “l love the coalition building”

As the principals interacted with students, a maternal process
enmerged, perhaps notivated by their own experience as wi ves and not hers
and their view of the school organization as their “school-famly”. Each
of the principals would refer to students’ nothers, sonetines in a
cajoling manner. Gayle teased one girl about her behavior |ast year at the
prom saying, “I amnot going to be your mother until 3:00 a.m |ike |ast
year [at the pron”.

Because of her longevity in the community and work as a gui dance
counsel or, Conni e knew generations of famlies at Geenland. She felt very
close to the students and was the only principal who assigned herself a
specific disciplinary role in the school. She nmanaged all of the
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discipline for the senior girls. On one occasion, the police questioned
two senior girls about roaming the streets during the early hours of the
nmorni ng. Conni e rebuked themin a maternal manner cautioning them about
saf ety and encouragi ng the use of good common sense.

Strong rel ationships and ties to the community existed for all of
the principals. One graduate student typified the feelings people had for
these principals as she reports about Connie: “Ms. Conrad was an
inspiration to ne throughout ny high school experience. She was ny
cheerl eadi ng sponsor, counsel or, second nother, and is now ny friend”.

Responsi ve

Wthin relationship, each of the principals maintained a responsive
stance to the needs of the school comunity. G Iligan (1982) explains that
the basic noral command is “an injunction to care, a responsibility to
di scern and alleviate the real and recogni zable trouble of this world”

Knowl edge of their school communities served the principals well in
bei ng appropriately responsive. Gayl e began her tenure as a high schoo
princi pal responding to her superintendent’s request that she transfer
fromthe mddle school to the high school. Gayle was asked “to bring calm
to chaos” at Ethan Allen H gh School. As principal of the m ddle school
she was well aware of the situation at Ethan Al len. Since assunm ng the
princi pal shi p, she has opened the channel s of conmuni cati on and responded
to the staff’s request for a safe and orderly | earning environnent for
students.

At Geenland H gh School, staff nmenbers view Connie as a responsive
and responsi bl e probl em sol ver. One staff menber reported, “This lady is
solution-oriented. This is what has nmade her an outstandi ng principal and
caused the norale of the faculty to stay up”. As the school grows in
enrol I ment, Connie is actively responding. Greenland’ s athletic director
reports that “She is constantly searching for solutions”. The addition of
a new wing to the school was due to Connie’s response to an ever-grow ng
student popul ation. Blueprints synbolize Connie’ s responsiveness. They
represent the planning and organi zi ng needed to be appropriately
responsive. Connie is currently |obbying now for a new field house conpl ex
for the school

Processes denonstrating the principals responsiveness include those
categories associated with “taking action”: advancing goals, maintaining
oper ati ons, safeguarding operations, troubleshooting, advancing
productivity, and inproving operations.

In responding to the needs of their schools, the principals viewd
thenmselves in a role of service, alnost as an educational steward for the
conmunity. Gayle referred to her role as an educator as “serving the

clientele”. After reading her horoscope one norning: “A wave of new
i nspiration sends your spirits into orbit today. Innovative ideas in the
field of service”, Connie conmented, “I live alife of service every day”.

As an active menber in the |local wonen's group [“Never nmiss a neeting!”]
as well as her church, she is indeed a steward.
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Patricia explains her view of the principal’s role in service:

P: Well, that is right [responsibility
of a leader is to be a teacher].
Peopl e who choose the teaching
profession, if you were doing a
profile, they like to help and share
and show ot hers better ways of doing
t hi ngs.

If one were doing a profile of people
who choose the teaching profession--

it is one of the hel ping professions,
servi ce-oriented.

Si tuati onal

Each of the principals viewed the transactions and circunstances in
whi ch they engaged as distinctly inportant. They behaved in a manner
appropriate to each occasion, as opposed to behaving in a manner
characterized as following a prescribed set of procedures. Their actions
were an “appropriate response” (G Illigan, 1982) as they also applied
standards consistent with the ethos of their school culture. Behaving in
this manner mtigates agai nst subjectivity.

Thr oughout their work with their respective school conmunities, the
princi pals viewed each issue or problemsingularly. That is, each took the
time to investigate a situation thoroughly in order to respond
appropriately. Patricia knew her guidance director often “waved a red
flag of crisis”; however, each tinme Patricia would prioritize the tine
conference with her and assess the situation in order that together they
could resolve it.

Al t hough there were rul es about student discipline at Geenland
Conni e woul d often take into account the famly circunstances as well as
the needs of a student before deterni ning severe consequences such as
suspensi on. For exanple, she made an in-school and out-of -schoo
suspensi on of five days each concurrent because of a famly hardship
situation. On another occasion, she allowed one student to determne the
day and time for his detention because in addition to being a full-tine
student, he held a job.

Gayl e never knew exactly what woul d cone out of many of the
situations she managed because she allowed the facts and circunstances, as
well as the feelings anong all participants, to guide the outcone. She
wor ked creatively to craft solutions that were satisfactory to everyone
i nvolved. In one instance a student felt shamed by her English teacher
Gayle went to great lengths to remedy the situation by setting up a
meeting for the girl and her famly. She involved the English teacher and
the English departnment chairperson as well. The teacher offered an
expl anation and an apology to the girl, and Gayl e arranged tutoring for
her in order to support her witing efforts.

Particul ari zed

The focal point of the situations managed by the principals was the
peopl e i nvol ved. The principals viewed people as individuals, and they
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honored their “otherness”. The school communities honored their
princi pals and respected their decisions. The principals knew this and
reci procated through attention to individual needs and concerns.

Patricia is truly masterful at managi ng di al ogue in a way that nakes
participants feel inportant and the conversational situations meaningful.
Through the process of extending, she is able to adapt her presentation to
nmeet the needs of people. Her chaneleon-like ability is remarkable inits
versatility to support the shifts her role, as principal, requires across
different people and different events during the day. Her neeting with the
mat h departnent chairperson, described in the narrative located in
Appendi x C, offers an insightful view of this conplex relational strategy.

Conni e feel s an enornous anount of responsibility and all egiance to
t he people at G eenland H gh School. “There is a lot of |ongevity
associated with the staff” she rem nds people, and the nmenbers of the
school comunity are as much Connie’s friends as they are her staff. So,
it is not surprising that she gives a great deal of thought to significant
deci si on-maki ng events soliciting input in various ways governed by the
situation and the people the decision affects.

Creating the master schedul e and assi gni ng supervision duties are
significant decisional events, which Connie has been in charge of since
her role as a counselor. She speaks to the consideration given in naking
teachers’ assignnents:

P:  Their assignments, even to the time
of day, are very, very inportant.
Every teacher is actually eval uated
one by one, for the best teaching
situation. And when the situation is
going to be the least bit detrinental
it is talked over with them

Li ke Patricia, Gayle also possesses the ability to nake people fee
special and their issues inportant during conversational exchanges. Like
Conni e, she worked as a counsel or before entering adm nistrati on and was
hi ghly aware of the inportance of what she calls “the public rel ations”
aspect of being a principal.

VWen Gayle arrived at Ethan Allen H gh School, she knew fromthe
newspapers and her coll eagues that there was enornmpus unrest on canpus.
Al l egedly, the forner principal had been inaccessible and used his
position in powerfully unproductive and deneani ng ways. Gayl e expl ai ns her
assessment of the situation in the passage bel ow

G And, this school needed a peopl e-to-
peopl e ki nd of relationship. The
rapport with the peopl e business
seened to be an issue. People
did not feel that they had been
treated fairly. Faculty menbers
were pitted agai nst one anot her.
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So, it was the people skills, the
conmuni cation skills that hel ped ne
survive for the first year as
principal at this high school

Gayl e responded to the needs of the school. She organized a retreat
for the staff during that first year so they could becone acquainted as
i ndi vidual s and establish common goals. To ensure continued open
comuni cation, staff nenbers were trained to be communicators in order to
facilitate and manage the flow of feelings and opi ni ons about
organi zational life at Ethan Allen

Conversati onal engagenments were a common search for under st anding,
enpat hy, or appreciation (Noddings, 1984). The principals left thensel ves
“open” during the dial ogue process allow ng decisions to emerge fromthe
di scussion. In addition to listening, they used questions as well as
appropriate mrroring in order to solidify conversational connections,
whi ch facilitated decisi on-nmaki ng and probl em sol vi ng.

Patricia’ s skill in rapport building facilitated her conversationa
connections while Gayle easily built consensus by identifying comon
ground anong the parties. Connie held problemsol ving conversations during
faculty meetings; and because of the inportance of equity in the culture
at Greenland, voting often dictated deci sions.

Rat her than a universally applied ethic, the principals allowed the
wel fare of the individuals and the prevailing situational circunstances to
guide their actions. Al three principals would agree with Conni e when she
says, “W are here to serve the students and the parents”.

Feel i ng

Feeling is viewed as a legitimate and integral part of the
rel ational process. “Feeling is not all that is involved in caring, but
it is essentially involved” (Noddings, 1984). Al of the principals
acknowl edge and val ue enotional responsiveness.

Patricia is a very optimstic person who exhi bits exuberance about
her job as a principal. It is an infectious quality and a significant
i ngredient in her adm nistrative style. Wienever she wants to reinforce
somet hing, she smles, her face lights up, and she nmakes a comment about
how she just |oves to see “such and such” going on. At the same tine, she
can easily nodify her nood adjusting it to the feelings required by the
situation. For exanple, one norning a comunity menber called to “just
tal k”. She was feeling depressed about her husband s recent diagnosis of
cancer. Patricia honored her feelings and offered her words of
encour agenent .

Connie is quite a Geenland ent husi ast; some people claimthat her
bl ood runs green, the school color. She |oves sports and her excitenent
about winning is infectious, which is a significant factor in building
school spirit. Upon winning an inportant football gane, she fervently
announced to the students:

C. The gane Friday night: not only did we

beat them we whopped them It was a
terrific game, one of the mpbst exciting
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ones | have ever attended. A terrific
job on the part of everyone!

Conni e al so has a very synpathetic heart, which shows itself when
she is unable to provide everything people would like to have, |ike sports
cl ot hes and equi pnent. Connie, true to her constructive |abel, works
concertedly to identify ways to obtain things for people. She is
unmat ched in her ability to make deals for the school. Concerned about the
| oss of sone trees during the new wi ng construction, Connie bargained with
t he mai nt enance nen to nove themto the front of the school. “Cost you a
steak dinner” proposed one of the maintenance nen; “You got it!” replied
Conni e excitedly, “And, you name the restaurant!”

Al though a caring context is distinguished by its properties of
trust and warm acceptance, all enotion that presents in an exchange is
accepted. The principals seemto understand this as they often find
t hensel ves dealing with those who are “unhappy” as Gayl e understatedly
describes it. Gayle is skillful in acknow edgi ng people’ s feelings while
simul taneously dealing with the facts of a matter [ managi ng feelings and
managi ng i nformation]. She believes you have to “fix” both before an issue
is truly resol ved.

Confirm ng

Martin Buber (1965) best describes the process of confirmng as an
act of affirm ng and encouraging the best in others. In contrast to
accusation and confession, confirmation is acconplished by acknow edgi ng
the “best self” recognizing that people really want to do the right thing,
even as they err.

The principals often attenpt to identify the positive, if not
admrable, qualities of the people with whomthey work. In this way, they
encourage a quality in order to strengthen it, while sinmultaneously
tempering its shadow aspect, opposition. Patricia enjoys conplinenting her
staff during faculty neetings. She uses conplinents as a marketing
techni que to encourage other staff to join in.

P: 1 just want to tell you how much
| appreciate all of the hard work
that each of you has put forth in
getting the school year started.
As | have been around in all of the
classroons, | can't tell you, your
cl assroons | ook so inviting. | know
that you have brought plants from
hone, you have gone out and bought
pl ants, you have put pictures and
sonme of them | know nust have cone
from your homes because sone of them
are just beautiful. You have just
made your classroons a very inviting
pl ace for not only yoursel ves but
your students.

I think your working environment

needs to be a confortable one for
us as well as students because we
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spend too nmuch of our time here.
And when you are confortable
you just do a better job.

Patricia and Conni e both have teachers working under what Connie
refers to as “handi cappi ng” conditions. Some teachers do not have an
assi gned cl assroom and travel fromclassroomto classroom using an
instructional cart while other teachers work in a trailer, which is also
an i nconveni ence. The principals all seemto make a point of conplinmenting
and commendi ng these teachers who wor k ungrudgi ngly under hardship
conditions. In the foll ow ng passage, Connie prai ses Brenda

C. Brenda is a Spanish teacher. An
excel | ent Spani sh teacher | should say.

B: Thank you

C.  And, she is operating under a handi cap
She is in the trailer.

B Oh, | love it out there. It is not nuch
of a handi cap.

Confirmati on can be a powerful ingredient in sustaining
rel ati onshi ps, particularly when one party feels injured or harned. The
princi pal s abi de by an unspoken agreement with others to avoid hostile
conflict and, thus, preserve relationships.

Patricia uses confirmation as she mentors people. Notice her words
of encouragenment as she speaks to her first year Spanish teacher about a
recent cl assroom observation

P: | want you to know right up front
that was a real strong nodel

I thought you did an excellent job,
and | was very proud of that! Your
ki ds are | earning Spanish

Gayl e uses confirmation to acknowl edge the professionalismin
peopl e. She conplinents people for using good conmunication strategies [*
appreci ate your being a conmuni cator”] and rem nds ot hers about the need
to approach some things in a “professional and cautious way”.

G The one thing that | do require is
that they be professional about
what ever issue they want to talk
about; and they be respectful of
one anot her.

That it was not a tinme to bash out
at each other if they have

di sagreenent; but, that,

we can work through it

and try to deal with i ssues and
prograns rather than people.
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It is, | guess nost of all
creating a climate to tal k about
whatever is on their mind in a
pr of essi onal manner.

The appl e synbolizes confirmation. Wien the custodian did a
particularly nice job of preparing the school for back-to-school night,
Patricia sumoned himto the office. Once there, she congratul ated himand
gave hima large, shiny red apple to thank himfor his contribution to
maki ng Hi Il si de H gh School the best.

Const ancy

Constancy is |long persistence (unwavering) and genui ne application
Determ nation, action, and vitality characterize constancy. In working
with their respective comunities, each of the principals is constant in
pur pose and application. Their visibility and active participation in
school and conmunity events denonstrates their commtnent and constancy of
purpose in their roles as principals.

Indicative of this mndset is the fact that the principals do not
gi ve up on situations. They may pace their invol venent and participation
but they do not give up. Connie works with her staff constantly to see how
to inprove things. She explains that she is not a quitter

C. | do not operate like that.
I will go on working on it,
bad situations all of the tine.

Each of their adm nistrative styles indicates constancy. Patricia
mar ket s excel |l ence, and Connie proffers provisions to enhance instruction
It is Gayl e, however, who denonstrates persistence par excellence in
patiently and persistently shepherding three significant organizationa
changes since her appointnment as principal five years ago.

Justi ce

The ethic of justice is based on abstract, inpersonal principles
like fairness, equality, objectivity, reciprocity, rationality, and
authority. It is often viewed as inpersonal and inpartial because it holds
uni versal principles of right action above individual needs.

Justice is sonetinmes referred to as “masculine” in nature because of
its enphasis on individual rights and autonony, which are traditiona
mascul i ne ethics. Rules, regulations, and universal abstract principles
gui de deci sion-maki ng as situations and people are treated equally under
the law. The assunption is that fairness and justice is best secured
t hr ough detachment and di sinterest, and actions are intrinsically right or
wrong. The spirit of justice is captured in its synbol, Justice
Bl i ndf ol ded.

A caring context is not unconcerned with justice--individual rights
or rules and regul ations; however, it de-enphasizes these concepts as
uni versal and inflexible recasting themin service to care instead of in
pl ace of care. In this study, justice acts as a filter through which the
princi pal s exhibit caring behavior. As Noddi ngs (1984) asserts, logic is
not to be discarded or ignored, rather it is to enployed.
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An ethic of care does not eschew | ogi ¢ and reasoni ng ( Noddi ngs,
1999, 1995; see al so Katz, Noddings, & Strike, 1999). Rather it is to be
used in service to conpetence which is achieved through the use of
reasoni ng enpl oyed to deci de what is best and how best to do it. Reason
al one does not provide the notivation for care but rather a genuine
feeling with and for the other that noves an individual to care
(naturally).

Al of the principals were rightly concerned with the issue of
justice. Processes such as nonitoring and controlling, upholding policy
and procedure, managi ng i nformation, regulating, disciplining,
adj udi cati ng and adj udgi ng evidence this attention to providing
organi zati onal structure and stability. Their attention to justice is
often directed at the safety and well being of the school

As head of the admnistrative team one of the things the principals
want to ensure is that policies and procedures are admnistered with
consi stency, although they know i ndivi dual circunstances may alter
enforcenment. In fact, the principals hold regular neetings with their
assistants to di scuss new policies, new concerns, and consistency in
application of the rules.

For exanple, when Patricia discussed the dress code with her
assi stant principals, they tal ked about how to prevent students from
wearing cl othing that contained pronoti onal messages about drugs and
al cohol. In a responsive, yet caring manner, they decided that students
woul d be asked to change T-shirts advertising things |ike al cohol and
drugs, which are prohibited in school. However, if a student refused, his
parents woul d be contacted. As a last resort, the student woul d be
assigned to detention

At Ethan Allen, Gayle uses her influence within a context of care
regul ated by justice in guiding the work of the site council. It is her
responsibility to informthe council about school board policy.

G W have a site based council which
i s the organization which our
school system has gone to site
based managenent .

And, we are into a |lot of issues
ri ght now about power.

VWhat do we have the authority and

the legal, | guess authority, to
del egate or gi ve soneone el se that
power .

And those are issues that we are
still debating.

If it is school board policy, we
know that the site will not have
any deci sions that should over -ride
t hat .
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In response to growi ng concerns with children’s welfare in school
Gayl e presented Ethan Allen with a plan to restructure. Gayle placed a
great deal of enphasis on collecting and presenting the research backing
this proposal. She conducted department neetings in a methodi cal and open
manner allowi ng people to vent their frustration and their persona
opi ni ons about radically changing the school day. Gayle, in essence, acted
as a “receptacle” for the facts and feelings that surfaced during the
di al ogue process. She called for reformas she rem nded the staff that
children were suffering fromthe inadequaci es under the current school day
pl an and, indeed, they were at risk. We surely do not want “dead kids” she
rem nds the Social Studies departnent. Gayle creatively used enotion and
cognition to shepherd people toward acceptance of the new pl an.

It was within a context of care that Connie al so adm nistered at
G eenl and. She denonstrated the strongest ethic of justice nost likely
because it was strong part of their school culture. Connie would often
review policies and procedures during faculty meetings and work cl osely
with her administrative teamin determ ning consequences for student
infractions that were in keeping with district policy. However, when it
cane to application, Connie was one to consider the individua
ci rcunstances and adjust the policy accordingly. For exanple, because of
his fam |y circunmstances and his superior perfornmance during the year, the
custodi an’ s extended | eave request each fall to go hunting is not
guest i oned.

Managi ng at hl etic budget allocations is an inportant process at
G eenl and as each coach petitions and | obbies for his or her sports’ needs
for the following year. It is common know edge that the gate receipts from
football fund a |arge portion of the athletic budget. Wrking with the
athletic director, Connie has established an equitable practice of
favoring different sports during different years on an alternating basis.
This is Connie’s way of ensuring that |arger suns of nobney are avail able
to finance nmore costly needs, like a high-junmp pit or track unifornms. The
G eenland community seens satisfied with this system because they seemto
understand that it is fair and equitable. They seemto understand that
Conni e is working on everyone’'s “dreani and theirs will come true
eventual |l y.

As is denonstrated through this analysis, to care is not to act by
fixed rule. It is to act by variation, which is governed by affection and
regard not only for the people involved but also for the situation. In
each of the situations, the three principals act froma desire to render
assi stance wi th conpassi on governed by | ogic and justice.

387



