CHAPTER V. ANALYSI S AND FI NDI NGS

I ntroducti on

This chapter presents a cross-case analysis of the three case
studi es. Using observations fromboth the narrative and case reports, the
cross-case analysis identifies comon thenes across the cases as well as
suggests an adm nistrative fit that is present between the principal’s
adm ni strative style and the school organization

A variety of analytic techniques was used to make sense of the
abundant cross-case data itens and events. They facilitated the reduction
of data without |oss of meaning while increasing the conceptua
significance of all of the processes, categories, and themes previously
identified in the case narratives and reports.

The narrative and case reports were exani ned independently as well
as collectively. Meta-matrix charts facilitated pattern matchi ng (Appendi x
D) for cross-case analysis. A hypothetical report explains the cross-
narrative findings (Appendix E). Analysis of the paradigmlogic diagrans
(Appendi x F) yiel ded several comon categories, which are highlighted in
bl ue. One category, the context of care, is exam ned in depth (Appendix
0.

The | ast section of this chapter addresses the research questions
whi ch guided this study. They comment on stereotypical fem nine and
mascul i ne behavi ors observed in this study.

Narrative Analysis and Findings

A nmeta-matrix of constructs (Appendi x D) provided an overvi ew of the
constructs identified in the narratives for the three cases. The
constructs are a conbination of descriptive, conceptual, inferential, and
thematic codes. The first three pages of this appendi x present the
primary, secondary, and tertiary processes identified during narrative
anal ysis. Qutlines acconpanying the narratives further delineate the
constructs into quaternary and qui nternary code | evels. The outline format
facilitates the initial associations anmbng the categories.

In exam ning the narrative codes across the cases, it is apparent
that all categories can be subsumed under two major thenmes: attending to
peopl e and attending to school prograns (Appendix D). The significance of
these two thenes is located in their relationship to each other. Attending
to people is acconplished in service to attending to school prograns,
whi ch represents school operations ainmed at acconplishing the m ssion

Specific descriptive | abels associated with these two thenmes capture
each principal’s unique manner and style of attending to people and
progranms. The Professional principal pilots and pronotes, while the
Guardi an gui des and guards, and the Constructive principal cultivates and
bui l ds. As explained and defined in the narratives, each of the processes
concerns specific behaviors associated with each princi pal
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Piloting people is the first of two prinmary processes associ at ed
with Patricia’s admnistrative style. It is defined as steering people
towards goal s that support the common mission. More specifically, it
concerns presenting a principal persona, creating connections, and
encour agi ng excel l ence within the school organization

Pronoting the programis the second primary process associated with
Patricia’s admnistrative style. It is defined as publicizing schoo
obj ectives, activities, and achi evenents. Mdrre specifically it concerns
val ui ng the organi zati onal vision, advancing the goals of the
organi zati on, and subscribing to service through one’ s profession

Quiding the clientele is the first of two processes associated with
Gayle’s administrative style. It means adm nistering to the nmenbers of the
school organization. It involves taking care of the interests of students
and staff in the school organization by providing direction and support in
the daily execution of their duties and responsibilities. It also concerns
rendering a cal mpresence while fostering working rel ationships. Gayle’s
primary objectives are to encourage participation and col |l ective agreenent
around the goal s and objectives of the school organization

Quarding the programis the second process associated with Gayle' s
adm nistrative style. It means protecting the prograns of the school. It
concerns uphol di ng the franmework of the school in order that the
organi zation can function efficiently and effectively. In addition, it
concerns mai ntai ning operations and saf eguardi ng resources in order to
serve the clientele efficaciously. As threats to that service arise,
Gayl e activates troubl eshooting efforts ainmed at mnimzing nmenaces in the
maki ng.

Cultivating culture is the first of two primary processes associ ated
with Connie’ s administrative style. 1t neans pronoting the growh and
devel opnent of shared beliefs, behaviors, and characteristics within a
group of people who support a conmon mission. Mre specifically, it
concerns exhi biting em nence anmong a col |l ective body of students, staff,
parents, and conmunity nenbers to create solidarity and security in
service to conmon goal s.

Bui l ding the programis the second primary process associated with
Connie’s adm nistrative style. It means establishing direction and contro
to enhance operations and conditions. Mre specifically, it concerns
managi ng operations to upgrade prograns, policies, procedures, and
per f or mance.

From an exam nati on of the primary and secondary process categories
associated with these themes, several processes enmerged as conmon
Descriptive | abels were assigned to these processes. The | abels maintain
consistency with the case narrative format. See Table 5.1, Cross-Narrative
Cat egori es.
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Table 5.1 Cross-Narrative Categories

Creating commnity | mprovi ng the program
Presenting presence Engagi ng vi sion
Facilitating rel ationships Supporting operations

In keeping with the presentation format of the case narratives and
case reports, a hypothetical cross-case description (Appendix E) reports
t hese findings. The cross-case description format is simlar to the actua
case report format. It is, however, abbreviated to only comon thenes that
occurred across cases.

Dr. Helen Hart is introduced as the hypothetical cross-case
princi pal of Harmony Heights H gh School. She is identified as the
humani stic princi pal because she is commtted to the welfare of the schoo
conmunity. Her administrative strategy is called affiliative
adm nistering. This strategy represents the common characteristics found
in each of the individual case strategies.

Case Report Anal ysis and Fi ndi ngs

Anal ysis of the three paradigmlogic nodels reveal ed several comon
categories: administrative context, vision, care, equity, mssion, and
district support. The administrative context is the set of conditions
under which each principal executes her respective admnistrative
strategy (core phenonenon). Vision, care, and equity are conditions that
i nfl uence the way and manner in which the strategy is executed. M ssion
and district support are outcome categories that occur as a result of the
strategy.

The adm ni strative context is unique for each case. It is the
environment within which the principal acts. It includes the
characteristics of the principal herself as well as the characteristics of
t he environnent.

Vision is an ideal future state of affairs that guides each
principal’s actions. It is unique to each principal and is matched to the
needs of the school. Care and equity, on the other hand, are simlar
across cases. Care is defined as concern and consideration for the well-
bei ng of others (e.g., trust, respect, understanding, and conmtment)
while equity is defined as being fair, inpartial, and just (e.g.
regul ating, disciplining, controlling, and upholding policies and
pr ocedures).

Two ot her common constructs, service and maternalism energed with
| ess significance. They were subsumed under the category of care. Al of
the principals perceived their work to be a service to the community; and
when working with the students, they all exhibited some stereotypica
mat er nal behavi ors associated with caring about the welfare of the
students. They woul d tease them about any slightly inappropriate behavior
They woul d remind themof their obligations and woul d provide information
about safety. Al of themenjoyed talking with students about their
cl asses and, in some cases, their personal lives.
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Wthin a unique admnistrative context, each principal inplenmented
an adm nistrative strategy that was guided by a vision and tenpered by
care and equity. As each principal directed her strategy toward
acconpl i shing the educati onal m ssion, she earned district support.

Cross-Case Report Anal ysis and Fi ndi ngs
A re-exam nation of data events across cases increased both the
quantity and quality of observations in the categories of care and equity,
vision and m ssion, and district support. These findings are presented
bel ow

Cont ext of Care

Each principal, through her thinking and her actions, appeared to be
gui ded by consideration for the people with whom she was worki ng as wel |
as by the responsibilities, rules, and rights governing those people.
These two categories were exam ned for their common characteristics.

The category of care contai ned seven characteristics which describe
the manner in which the principals “cared”. They were relational,
responsive, situational, particularized, feeling, confirmatory, and
constancy. The category, equity, was expanded and rel abel ed justice.
Because the two concepts, care and justice, appeared to be interconnected
in their application, they were conbined to create the context of care.

The context of care is defined as a relational agreenent with others
that preserves and enhances the well being of others while acting in an
equitable and fair manner. Care occurs in relationship to other people. It
is stereotypically associated with the fem nine. Consequently, it is often
devalued in the world of business. There is evidence, however, that this
is changing. Care has been historically associated with the gender-
assigned role of wonen as caretaker, nurturer, and nursenmaid. As such, it
is regarded as less inportant than the singular principles of justice or
equity, processes that are associated with men and with rul es outside the
honme in the business arena

Carol GIlligan (1982), anmong others, publicly challenge nen’s
historical noral and intellectual superiority arguing that wonmen’s
nmorality is evidenced through a “different voice”. Glligan' s thesis was
that nmost wonen speak in a different, not inferior, noral voice stenm ng
froma contextual identity of self. In this outlook, care and
responsibility to others, rather than justice and individual rights,
becone the fundamental ethical principles.

Nel Noddi ngs (1984, 1991, 1992, 1995) expounded upon the ethic of
care, not as a noral devel opnent process (G |lligan, 1987), but rather as
an instinctive response to life focusing as nuch on feeling as on
reasoning. It is through her extensive work, as well as that of others,
that care has been legitimately recogni zed as an inportant aspect of life.
Noddi ngs argues that it is a necessary conponent of education and critica
in responding to the enornmous social changes that are occurring today.
Gayl e, the guardian principal of an inner city, urban high schoo
acknow edged this need: “At Ethan Allen, we spend a lot of time caring”
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Sel ected data events fromthe narrative and case report anal yses
were used to denonstrate the characteristics of care identified during the
cross-case analysis (Appendix G. Collectively, the characteristics create
the context of care. It is this context that influences the adm nistrative
strategy sensitizing the principals to individuals and their
circunstances. This sensitivity appeared to contribute to goodw || across
the cases even as the principals balanced care for individuals with care
for the organization.

Vi sion and M ssion

The category of vision was a significant condition influencing the
adm ni strative strategy. Vision was, in a sense, the ideal schoo
fashioned fromthe principal’s perception of the needs of the school. It
appeared to provide an ideal toward which to direct administrative effort.
It is different fromthe mssion in that it is an abstract ideal state.
The m ssion is tangible and, through acconplishing goals and objectives,
achi evabl e.

The m ssion was common across the three cases: delivering
educational services to the students. It was an outcone of the
adm ni strative strategy. The visions for each case are listed in Table
5. 2.

Table 5.2 Principals’ Visions

Vi si on
Case 1 Successful school focused on achi evenent
Case 2 Saf e school focused on preserving am cable interactions
Case 3 Vel | - equi pped school focused on productivity

District Support

During the cross-case analysis, district support emerged as common
across cases. The school communities as well as the superintendents
appeared to support the principals as evidenced by the categories of
rel ati onal and decisional transactions.

Adm ni strative Fit

Adm nistrative fit was an energi ng category at the conclusion of the
anal ysis. This category suggests that each principal was effectively
mat ched to her school organization for the foll owi ng reasons:

? The principals enjoyed district support (school and district office).

? The characteristics and behaviors of each principal appear to be
mat ched to the needs of the school organization resulting in goodwll.

? The category, administrative fit characteristic, appears to be a trait
whi ch links the principal and the organization together

The findings for this category are inconclusive, but interesting.
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Research Questions

Initial interest in this study focused on how wonen’ s behavi or, as
school administrators, mght differ frommen' s behavior. Mich of the
research on the topic pointed to a variety of gender difference while
current “pop psychol ogy” clains that nmen are from Mars and wonen are from
Venus, ammestic beings cohabiting on earth (Gay, 1992).

The gui ding research questions, therefore, initially focused on
i nvestigating the phenonenon of gender-rel ated val ues, beliefs, and
behavi ors. However, as research progressed, the use of gender filters was
deenmed too limting to study the behaviors observed. They were not used to
capture, record, analyze, or report the data in the narratives or the case
reports, although associations with stereotypical fem nine and nmasculine
behavi ors are evident.

During cross-case anal ysis, several comon conditions energed as
significant. Two of those conditions, care and justice, are concepts
di scussed extensively in the literature on gender differences. Together
they contribute significantly to the way and manner in which each
princi pal behaved as an administrator ( admnistrative style).

In an effort to facilitate alignnment of this study’ s contribution
with the research on wonen’ s experiences as school administrators, the
initial research questions are addressed bel ow

Under what circunstances and to what degree do femni nine and mascul i ne
characteristics manifest in these three principals?

As described in the narratives and case reports, each of the
princi pal s exhi bited both fem nine and traditional admnistrative
characteristics as defined by various research authorities reported in
Chapter 2: Loden (1985), Hegel sen (1990), and Eagly (1995). However, they
all acted within a context of care as they managed school operations using
justice to informcare. Care is historically and stereotypically
associated with wonmen, while justice is stereotypically associated with
nen.

In this study, eight characteristics are associated with the context
of care, which governs each principal’s behavior. They are relational,
responsive, situational, particularized, feeling, confirmatory, constancy
and justice. The principals were purposeful and administered in a | ogical,
rati onal manner. Rather than all ow ng universal principle or application
to guide their behavior, they allowed thenselves to be |ed by feelings,
needs, and situational circunstances associated with the individuals
i nvol ved.

Each of the principals extended the ethic of care beyond the realm
of caring for “others” as characterized by Noddi ngs (1990). They took tine
to care for thenselves, for distant others (often through service), for
plants (they all enjoyed beautifying the school), for the human-made world
(school facilities and equipnent), and for ideas (they |oved professiona
di scourse).

Mat ernalism a construct associated with the “fem nine”, energed
particularly as principals worked with students. They behaved in a
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“mot herly” fashion, nurturing students while rem ndi ng them about
behavi oral expectations and their responsibilities as young adults.

Patricia enjoyed neeting with students who were obtaining their
driver’s license to encourage safe driving practices and warn t hem about
danger: “1 don't want to read about you in the newspaper!” Connie was the
matriarch of her school community and behaved nmuch as a nother bear caring
for her cubs.

There was little evidence to suggest the use of the “fem nine”
concept, wonen's intuition. Although the constructive principal reported
t hat when naki ng deci si ons she often just “winged it”, when questioned
further about this, “winging it” was not the use of intuition. It was
evident that “winging it” pertained more to using tradition and logic in
deci si on-maki ng than with using intuitive guidance.

The Guardi an principal did seemto exhibit a natural, al nost
instinctual ability to perceive trouble. This was not |abeled as
intuition, but rather remained an inference based upon her constant
envi ronmental scanning and ability to react quickly. Safety consci ousness
was noted as a high professional priority.

In the literature, the concept of intuition is associated with
fem ni ne deci si on-making: “making intuitive decisions”. Hegel sen (1990)
and Loden (1985) report that wonen are intuitive and do nmake intuitive
deci sions, while men tend to nake rational decisions. There was no
evidence in this study to suggest that the principals used their “wonen’ s
intuition”.

There was evi dence to suggest that the principals used enotion
cognition, and action. Enotion concerned feelings, which acconpanied
deci sional and relational events. Cognition involved the use of analysis
and logic to facilitate conprehensi on and understandi ng. Action was
characterized by determination, vitality, and direction. The conbined use
of these three functions garnered the principals both trust and respect in
their school organizations.

VWhat val ues and beliefs notivate the | eadershi p behavi or of these three
princi pal s?

Val ues and beliefs concern rules of conduct. They have a strong
cogni tive component because they grow out of people’s understanding of the
worl d. Social nornms and institutional demands often influence people’s
val ues and beliefs.

Each of the principals shares a strong belief in the inportance of
directing all school efforts toward the m ssion. They highly val ue
educati on and | earni ng and assune personal responsibility for the care of
the students and the operations of the organization. As reported in the
case reports, the operational definition of mssion is delivering
educati onal services to the students. Students are the beneficiary
reci pients of the adm nistrative strategy process while the staff is the
primary target towards whomthe strategy is directed.

Each of the principals appears to be directed by a primary val ue
that nmotivates their admnistrative style. This is an intra-psychic force,
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whi ch appears to be unrelated to gender. See Table 5.3: Admi nistrative
Strategi es and Val ues.

Table 5.3 Administrative Strategi es and Val ues

Pri nci pal Adm n Strategy Primary Adm n Val ue
Case 1 Professional Princi pl ed marketing Integrity
Case 2 Q@uardian St eadf ast shepherdi ng Vi gi | ance
Case 3 Constructive Preem nent proffering Cenerosity

For exanple, notivated by integrity (admnistrative value), the
prof essi onal principal uses principled marketing (adm nistrative strategy)
to influence the staff (admnistrative focus) so their work efforts are
directed at delivering educational services (mssion) that will benefit
the students (adm nistrative beneficiary).

O her values (secondary, tertiary values) support the primary val ue.
They are presented and defined in Appendix D

VWhat synbols are associated with each principal’s behavior ?

Synbol s are expressions of human nature. They are pictoria
representations that stand for sonething as a result of relationship
associ ation, convention, or accident.

Thr oughout history enblens |ike flags served as powerful cultura
synmbol s: the Stars and Stripes that appear on the Anmerican flag, the
Confederate flag, and the Swastika (a synbol which today carries a
negati ve war association but historically was a powerfully positive
synmbol ). Symbols |ike the heart shape, the cross, the eagle, the dove,
cupid with his bow and arrow, and the four-leaf clover can affect
consci ousness regardl ess of human awar eness.

Concepts al so have synbolic associations. The concepts of care and
justice, inportant constructs associated with this study, are linked with
synmbol s originating in Geek mythology. In the sane way beauty and | ove
are linked with Aphrodite and strength is linked with Hercul es, care and
justice are linked with two G eek goddesses respectively.

Associated with the fem nine concept of care is Goddess Deneter
whose nane may nean “Mther Earth” or “Mther Nature” (“Deneter”, 2000);
nmeter seens to mean nother, although it is not altogether clear what de
means. She is goddess of the harvest and the goddess associated with the
care of children and wonen predi sposed to nurturing others. She represents
the “maternal instinct fulfilled through pregnancy or through providing
physi cal , psychol ogi cal, or spiritual nourishnent to others” (Bolen, 1984,
p. 171). She protects wonen drawn to the traditionally fem nine
pr of essi ons such as teaching, social work, and nursing.

Associated with the mascul i ne concept of justice, is Astraea, the
goddess of Justice, daughter of Thenses, goddess of divine justice.
Pictures of her, as “Justice Blindfol ded”, are |ocated throughout the
wor | d. Perhaps nore popul ar than the caduceus [the staff of the God of
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Heal i ng, Ascl epius] which synbolizes physicians and nedi ci ne, Astraea
represents judges and the court system

Bl i ndf ol ded, Astraea represents the precept that justice nust be
blind to individual needs, relying primarily on universal rules and
princi ples which operationalize into “laws of the land”. The scales
Astraea hol ds represent bal ance, equality, justice, and harmony while the
dagger represents the consequences inherent in breaking “the law'. As a
robed, m ddl e-aged wonman, Astraea represents the wi sdom of age and
t emper ance gui ded by the *“gol den nmean” ("“Astraea”, 2000).

The “gol den nmean” refers to Aristotle’s viewof mdlife as a tinme of
bal ance between youth and ol d age, optim sm and pessimsm altruismand
practicality. This concept of bal ance appears to be significant in
“Justice Blindfol ded” as the scal es Astraea hol ds suggest equilibrium
Astraea is al so fem nine (her nanme means “star maiden”) which suggests
nmercy, the el enent which tenpers or bal ances the use of the dagger

In an effort to create awareness about the significance of synbols
and their nmeaning, a synbol fromthe offices of the principals was
selected to represent their unique adm nistrative style. As an inferred
conceptual representation, its purpose is to capture the spirit of each
principal’s traits and behavi ors.

The apple is the synbol chosen to represent Patricia's
adm ni strative style. She is extrenely professional, polished, and
personal. One afternoon she gave an apple to her custodian for doing a
fine job of preparing the building and grounds for back-to-school night.
In Norse nythol ogy, the goddess of |ove and magic, Freyja would give
gol den apples to the gods to refresh and rejuvenate them (Fontana, 1993).

The apple is a synbol of the profession of education and is
associated with teachers and | earning. Patricia has a collection of
decorative apples in her office. As the professional principal, Patricia
al ways mai ntains a “polished” and very professional presentation

The apple is also associated with the femnine. It is associated
with the circle, wholeness, female breasts, and with the core sliced in
hal f, it can represent the vulva. Culturally, it is infamous for its
association with Eve in the Garden of Eden as a synbol of tenptation and
original sin (Protas, Brown & Smith, 1997, Apple).

The table is the synbol chosen to represent Gayle’' s adm nistrative
style. The table is associated with gatherings and conmuni ons. |In nedi eva
| egend, King Arthur nmet with his Knights at the Round Table. In Christian
t heol ogy, Jesus and his disciples convened the Last Supper at a | arge
banquet table (Protas, et al., 1997, Table).

Gayl e, the guardian principal, holds neetings and buil ds consensus
around tables. She uses a large table for nmeetings in the adm nistrative
conference roomand a snall coffee table, surrounded by an uphol stered
| ove seat and chairs, for neetings in her office. Metaphorically, she
invites dialogue with reference to a table: “Let’s bring it to the table”.

The table can be regarded as a fem nine synbol because it is round

or oval (a fem nine shape) and because of its association with processes
worren nmanage. For exanple, gathering around a table for a neeting

96



represents relationship, a femnine principle. The preparation and
consunption of food, a historically fem nine domain, is customarily
performed at a table.

The synbol chosen to represent Connie is blueprints. Connie, the
constructive principal, is concerned with building up people and things.
Conni e works with blueprints as she oversees the construction of the new
wing to the school and in planning a new sports field house. Blueprints
synbol i ze the planni ng and i nterconnect edness necessary to bring ideas
into reality.

Bl ueprints can be associated with an anci ent synmbol, the nmaze or a
nodern synbol, the matrix, or with nature, the spider’s web. Al are
lateral or flat representations of reality with one central point.

For anci ent Egyptians, the maze synbolized the path through the
underworl d. The dead were required to foll ow the great Egyptian goddess,
Isis, to the center, where Gsiris rendered judgnment. The maze, then, cane
to be linked with the nysterious, the fem nine, and the creative power of
giver of life and deliver of death (Fontana, 1995).

Characterized by lines and spaces, blueprints are very simlar to a
matri x, which has conme to represent today’ s vast conmuni cation network of
t el ephones and computers. Wen connecting globally, this network is often
referred to as “the web”.

Blueprints are also simlar to the spider’s web, which for the Celts
synbol i zed the manner in which all of Iife was held together. The spider
itself, often pictured in the center of the web, stands for the G eat
Mot her (Fontana, 1995).

Peopl e can al so be regarded as synbols. They personify attributes or
i deas, which are highly regarded by a culture. For exanple, Mdther Teresa
of Calcutta represents charity for the sick and the needy. Uncle Sam a
rat her common man, cane to synbolize freedom and the Anerican Way. Jesus
and Buddha are powerful figures who represent whole systens of religious
t hought. Princess Diana was affectionately called the “Queen of Hearts”
while Martha Stewart today is the reigning goddess of garden and hone.

Conni e, the constructive principal, is such a synbol in the
G eenl and Hi gh School community, on a smaller scale, of course. She is the
“Great Mother”, a matriarch in the truest sense of the word. She is one of
those rare individuals who actually enbodies the spirit of a group; and,
as such, becones a living synbol for them

Summary

Each princi pal exhibited a unique style influenced by the context
wi thin which she admi ni stered. However, there were comon el enents across
the styles involving types of categories: presence, a way and nanner of
working with people, a sense of vision, and a way and manner of
facilitating operations.

Synbol s are the external representations of the character of each

princi pal. They enbody the professional attributes of a principal; and, in
a sense, project an el enent of professional spirit.
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Each of the principals are fenmale; however, it would be spurious to
concl ude that they each act in a stereotypically fem nine manner. Their
behavi or appears to be associated nmore with their personality
characteristics, sone of which could be considered fem nine and sone of
whi ch coul d be considered nmasculine. In addition, the school culture and
pr of essi onal vision appear to influence behavior as well as does the
variety of situations in which the principals engage thensel ves.

The cross-case anal ysis suggests that the principals are effectively

mat ched to the needs of their school organization (admnistrative fit).
This finding, however, is not conclusive.
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