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(Abstract)

The elementary principal is a key person in public
schools. Few studies have examined women in this
position in depth and detail. This study tells the
story of one female elementary principal, Peggy Moles.
Using interviews, surveys, observations, contact logs,
and reviews of relevant documents, this qualitative
study provides a detailed description of her
professional life and her personal life as it relates
to her job.

Data were collected over a two-month period, and
analysis was continuous throughout the study. The
transcripts, surveys, fieldnotes, and written documents
were examined for themes which describe the subject’s
professional life and leadership style. Five
characteristics of leadership were extracted from the
data which describe this principal as a
transformational leader: she (1) encourages the
participation of others by creating a professional

atmosphere and attitude in the school that provide



incentive and willingness for the teachers, parents,
and community to become involved; (2) shares the
decision-making with faculty and parents; (3) enhances
the self-worth of others through her acceptance of
teachers as individuals who are professionals, but who
also have lives away from the school; (4) creates a
nourishing environment by being respectful, caring,
inviting, friendly, accepting, and supportive; and (5)
facilitates the faculty and the parents at her school
through professionalism and modeling.

The study offers a practical example of
transformational leadership. It also provides
descriptions of this principal’s leadership to which
most males or females should be able to relate. The
impressions of those around her are included to render
a more vivid description of this female’s leadership
and the environment in which she works.

The study provides the reader an opportunity to
examine the life of one female in school administration
and, at the same time, gives the reader a feeling for
the subject as an individual. A description of a "day
in her life" ties the transformational leadership
characteristics to the actual day-to-day events in the

principalship of Peggy Moles.
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Chapter 1

Introduction

"A wild patience has taken me this far. . . " is a
good description of how some women who have become
school administrators feel about their experiences
(Shakeshaft, 1989, p. 9). Many have faced barriers
that have hindered their advancement in school
administration. However, some women have overcome
these barriers, or have succeeded in spite of them, and
have obtained administrative positions in public
schools.

Much of the literature in the field of school
administration has ignored gender as an issue in school
administration. This literature is of little value
when it comes to telling about women who are in school
administration today.

Because of the need to know more about female
administrators, it is important to conduct research on
women in school administration by actually telling
their stories. Gilligan (1993) suggested that "the way
people talk about their lives is of significance"
(p.2). Through telling their stories we document the
experiences of female administrators and thus expand

the literature in the field.



This study will tell such a story. It will tell
the story of Margaret (Peggy) Moles, the principal of
Oak Grove Elementary School in Roanoke County,
Virginia.

Justification for the Study

Even though there have been significant changes in
the status of women, there have been few studies of the
women leaders who have made this happen. Astin and
Leland (1991) asserted that existing research tends to
deal mainly with the spokeswomen and that little is
known about the leadership approaches of other women.

The need for research in the area of women in
school administration has been documented adequately.
It is important that the realization exists that men
and women are different and thus lead differently.
Shakeshaft (1989) indicated that '"the effective woman
does not copy the effective man, nor does she find that
what works for him necessarily works for her" (p. 12).
Helgesen (1990) suggested that studies need to address
how women lead; few studies have done so.

Regan and Brooks (1992) asserted that there is no
real problem in women learning school leadership
through the male perspective. The real problem is when
women are told that it is the "male" way or no way;

that is, that there is no other knowledge. Shakeshaft



(1987) stated that research is needed which reports
women’s experiences in the field of education.

Such information is relevant and of great interest
on it own merits. Mertz and McNeeley (1990) indicated
that these stories need to be told because "the things
that people say about themselves and other people
should be taken seriously as reports of data relevant
to the explanation of behavior" (April, p. 3). Regan
and Brooks (1992) supported the need for such research
by asserting that by analyzing women'’s experiences, new
knowledge is created about women as leaders.

Wolcott (1984) in his preface to The Man in the

Principal’s Office indicated that he believes that a

need exists for a study of a woman in the principal’s
office. Shakeshaft (1989) observed that the strongest
data on female administrators have been obtained
through direct contact with females through interviews
and observations.

Regan and Brooks (1992) asserted that reporting
the journey that women embark upon as well as their
destination is of interest and value to those
interested in school administration. They also
concluded that the professional lives of the women they
studied could not be separated from their personal

lives. "We have come to realize that women interpret



the world through quite different lenses than men;
affected by generations of women’s experiences which
even the most feminist of men cannot experience or
interpret" (p. 51). That is, "feminine leadership
reflects the feminine experience" (p.5). Regan and
Brook described the feminine attributes they found as
follows: collaborative, caring, courageous, intuitive,
and visionary.

Astin & Leland (1991) noted that even though there
have been few women in public positions of power, women
have been instrumental in various change efforts in
society. One might ask why so little attention has
been given to women as leaders. Much time and space in
print have been devoted to the study of the
effectiveness of transformational leaders without much
being said about women in those roles.

There is a need for literature that describes how
women lead from the perspective of first-hand
observations and from the opinions of those closest to
them. Women’s stories need to be told and read by both
men and women to further an appreciation and an
awareness of the contributions women have made in the

field of school administration.



Subject Selection

As I began to consider this study, I thought about
the processes that I might use to select a subject for
the study. As I continued to examine what I wanted to
do, I realized that what I really needed were
recommendations from professionals who are experts in
the field of education and who knew and had worked with
a female who was generally accepted as being an
effective elementary principal. I sought
recommendations from other principals and from
professors at Virginia Tech. One name was mentioned
time after time -- Peggy Moles. The appropriateness of
this selection was confirmed by the Virginia
Association of Elementary School Principals and the
National Association of Elementary School Principals
when Peggy was awarded the recognition of being named
Virginia’s National Distinguished Principal.

I contacted Peggy and explained the proposed study
and what her role would be in it. She agreed
enthusiastically to participate.

Therefore, this is a study of a female elementary
principal who has already been deemed an effective
principal. The study reports the story of how Peggy
leads, the impressions others have of her and her

leadership, how she spends her time, her career path,



her background, and how she feels about her job. The
primary intention is to report what was observed and
recorded.

Personal Interest in the Study

I admit that I have a vested interest in female
administrators. I am female and have been an
elementary principal for the past ten years. I am very
interested in effective administration and in the
leadership styles of females. For this study I have
set aside my personal opinions and have reported that
which I observed and recorded. This is a story about a
woman in school administration as reported by a female

colleaque.



Chapter 2
What the Literature Offers
Leadership

When describing leadership, there has been a
definite need to break down the mindset which labels
traits of leadership as male or female. Often when a
trait has been labeled as feminine, it has been
stigmatized as being weak or less desirable than real
leadership. Astin and Leland (1991) suggested that
this has been true particularly in the highest echelons
of patriarchal power, yet this is exactly where the
patterns of dominance that have become so destructive
need to change. 1In the world today the dominance model
is no longer effective. A more cooperative,
partnership approach to relations between the sexes
must exist to allow for any change in views toward
females as leaders. Astin and Leland suggested that
leadership is needed that is based on a model such as
that of transformational leadership.

Burns (1978) viewed leadership as a process as
opposed to a set of concrete acts. He described
leadership as a "stream of evolving interrelationships
in which leaders are continuously evoking motivational

responses from followers and modifying their behavior



as they meet responsiveness or resistance, in a
ceaseless process of flow and counterflow" (p. 440).

Burns reported that leadership exists when people
with certain motives and purposes mobilize all their
resources so that they can arouse and satisfy the
motives of the followers. From this definition of
leadership Burns identified two types of leadership --
transformational and transactional.

Burns described transformational leadership as a
process in which "leaders and followers raise one
another to higher levels of morality and motivation. .
. . Transformational leaders seek to raise the
consciousness of followers by appealing to higher
ideals and moral values such as liberty, justice,
equality, peace, and humanitarianism" (p. 20). Burns
felt that transformational leadership can be exhibited
by any individual in any position in an organization.

Speaking of the leaders and the followers, Burns
stated further that "their purposes, which might have
started out as separate but related . . . become fused.

But transforming leadership ultimately becomes
moral in that it raises the levels of human conduct and
ethical aspiration of both the leader and the led, and

thus it has a transforming effect on both" (p. 20).



Gibbons (1986) saw transformational leaders as
those who have the ability to shape, alter, and elevate
the motives and values of those whom they intend to
lead. Gibbons went further and studied how people who
become leaders develop their leadership ability. The
study determined that parental expectations and values
and innate skills that are reinforced early in life
have more influence on the development of
transformational leadership than do formal education,
mentoring, and other such activities that occur in
adulthood.

Even though the results of the Gibbons’ study
seemed to indicate that leaders are predisposed, this
study also found that transformational leaders place a
great deal of emphasis on their own self-development.
Kouzes and Posner (1987) took issue with Gibbons’
findings that formal training has limited payoff. They
believe that leadership of any type can be learned.

In discussing leadership Kouzes and Posner made an
interesting comparison using a quote from Jim
Whittaker, the first person to climb Mount Everest.
Whittaker stated: "You never congquer the mountain. You
conquer yourself -- your doubt and your fears" (p.298).
Kouzes and Posner applied this statement to leadership:

"You do not conquer your organization. You do not
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conquer leadership. You conquer your own doubts and
fears about leading" (p. 298).

Bass (1985) defined transformational leadership in
terms of the effect the leader has on the followers.
Bass felt that transformational leaders influence their
followers by arousing strong emotions, as well as by
encouraging a firm identification with the leader. He
described the leader as being a coach or a mentor.

Yukl (1989) described the differences between
Burns’ and Bass’s conceptions of transformational
leadership. Burns "limits transformational leadership
to enlightened leaders who appeal to positive moral
values and higher-order needs of the followers" (p.
211). Bass, on the other hand, views a
transformational leader as one "who activates
motivation and increases follower commitment,
regardless of whether the effects benefit the
followers" (p. 211). Bass did not exclude leaders who
appeal to the lower-level needs such as safety and
economic needs.

Sergiovanni (1991) suggested that transformational
leadership can be broken down into two stages. One
stage is concerned with higher-order psychological

needs for esteem, autonomy, and self-actualization.



11
The other stage deals with the moral questions of
goodness, righteousness, duty, and obligation.

In transformational leadership the leaders and
the followers are on more common ground in pursuit of
higher-level goals. Purposes of the leader and the
follower become fused. Burns (1978) asserted that
transformational leadership takes the form of
"leadership by building". The leader seeks to arouse
the human potential in the followers to satisfy higher-
order needs and to raise the expectations of both the
leadership and the followers. Sergiovanni (1991)
suggested that leadership by building tends to respond
to esteem, achievement, competence, autonomy, and self-
actualizing needs.

Burns (1978) noted that when transformational
leadership raises the level of human conduct and
ethical aspiration, it takes on a form of "leadership
by bonding". Here the leader seeks to arouse the
awareness and consciousness that elevate the goals and
purposes of the followers to a level of shared covenant
that bonds the leader and the followers. This
leadership leads to responding to the intrinsic needs
such as the desire for purpose, meaning, and
significance in one’s job. Sergiovanni (1991)

described the key concepts of transformational
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leadership by bonding as being cultural and moral
leadership.

Burns (1978) also examined transactional
leadership. Transactional leadership focuses on
extrinsic motives and needs. In transactional
leadership the leader and the followers exchange needs
and services in an effort to accomplish the independent
goals of each. It is assumed that the leader and the
followers have different goals, and thus they must
bargain. The bartering process is called "leadership
by bartering". Wants and needs of each group are
traded and a bargain is struck between them.

Leadership by bartering tends to respond to the
physical, security, social, and ego needs of all
involved in the process.

Transactional leadership motivates followers by
appealing to their self-interest. For example,
political leaders exchange jobs, contracts, and work
status for votes. Yukl (1989) claimed that
transactional leadership involves values, "but they are
values relevant to the exchange process such as
honesty, fairness, responsibility, and reciprocity"

(p. 210).
Yukl (1989) compared and contrasted Burns’ and

Bass’s views of transactional leadership. According to
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Yukl, both viewed transactional leadership as an
exchange of rewards for compliance, but Bass went
further. Bass not only included the use of incentives
in the process, but also the clarification of work
required to receive these incentives.

The leadership roles of women that are becoming
more apparent in the 1990’s are not new. They are just
perceived as being new because they have never been
acknowledged. Astin and Leland (1991) asserted that
the women’s movement of the 1990’s has lifted the
awareness both in policies and in areas such as the
general knowledge of women’s status.

Female Administrators

Hyler (1992) asserted that "the principalship is
the prime architect of the plan by which student
learning is to occur in the classroom" (p. 68). Such
planning leads to good schools, and good schools tend
to have good principals, some of which are women.

Shakeshaft (1989) compiled the following list of
things that are 1likely to occur in a school with a
female principal:

1. Relationships become an intricate part
of the school. Students and teachers
tend to have higher morale. Parents

show higher support for the school.
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Women spend more time with people, thus
communicate more.
2. Teaching and learning are the major
interests of female principals.
Instruction is the major focus
of the school. Female principals
emphasize achievement, coordinate
instructional programs, and monitor
student achievement. Women create a
school climate that is more conducive
to learning. Overall, academic
achievement is higher in schools that
have female principals.
3. Female principals create a more
powerful sense of community. They have
a more democratic, participatory
leadership style that encourages
inclusiveness rather than exclusiveness.
Fauth (1984) found that some female principals:
(1) tend to initiate more activities within the school;
(2) are more willing to apply new ideas, methods, and
procedures; (3) use external resources more frequently
in efforts to improve instructional quality; (4)

exhibit greater flexibility; (5) are less likely to be



15
influenced by arbitrary rules; and (6) are more willing
to break with tradition.

As the leadership of the female principal is
examined, it is important to look at the whole school
setting and work situation. Chen and Addi (1992)
asserted that schools are complex organizations whose
operation and performance are influenced to a great
extent by the relations between the principal, the
teachers, and the students. They explored the views of
415 male and female secondary teachers (84% females and
16% males) in a small industrial town in Israel
concerning their principals and their workplaces. They
sought to better understand how their views are
affected by the principal’s gender. Their findings
indicated that differences in opinions about "school
climate and leadership styles depend more on the
principal’s gender than on that of the teachers"

(p- 8).

How teachers felt about the principal had
significant impact on their attitudes toward their job
performance and how they view the principal as a
leader. If teachers viewed the principal as a positive
factor in their school, this contributed to their sense

of satisfaction and willingness to work hard. Charters
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and Jovick (1981) found that the principal’s gender has
a noticeable impact on teacher attitude and behavior.

Chen and Addi (1992) reported that male and
female secondary teachers feel that they have different
levels of empowerment depending on the gender of the
principal. Men felt less empowered when working for a
woman. Other studies have had different results.
Fairhurst and Snavely (1983) and Wharton and Baron
(1987) found that males report higher levels of job
satisfaction when working in a female-dominated
workplace.

Sadker, Sadker, and Klein (1991) reported that
attributes that are considered to be valuable in female
administrators include (1) concern for others; (2) a
great focus on teaching and learning; (3) a more
democratic and participatory style; (4) greater
effectiveness in representing the school; and (5)
working with the community. Hyler (1992) claimed that
women (1) have more experience in education; (2) work
longer hours; (3) are more innovative; and (4) are more
likely to be democratic leaders.

Hansot and Tyack (1981) suggested that elementary
principalships offer the best opportunity for women --
the best chance for autonomy and instructional

leadership which are areas women emphasize quite
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naturally. Kalvelage (1978) asserted that more
information is available concerning the leadership of
female elementary principals than about women in other
positions in school administration.

Grobman and Wiles (1955) and Grobman and Hines
(1956) found that female principals are more democratic
leaders than their male counterparts. Hoyle and
Randall (1967) found that women are more sensitive and
more sympathetic to the problems of other women and the
female point of view than are males. Gross and Trask
(1964) found that female principals associate more with
their teachers than do males. Hoyle and Randall (1967)
indicated that parents and students prefer female
principals.

Milanovich (1966) reported that male principals do
not supervise as much, are more passive, and do not
give teachers sufficient directions. Mickish (1971)
asserted that women tend to have more teaching
experience and have taken more education classes and
indicated that she felt that they are more prepared to
supervise the educational process.

Grobman and Hines (1956) found that women are more
approachable and are easier to influence in areas of
curriculum than are males. Hoyle and Randall (1967)

reported that female principals recognize potential
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problems and evaluate the results of their actions more
often than males.

Prolman (1982) reported the following differences
in behavior between male and female elementary
principals: women (1) are more likely to be involved in
instructional supervision; (2) tend to have a more
democratic style; (3) are more concerned with students;
and (4) seek community involvement more often. Gross
and Trask (1976) found that women have a higher level
of commitment to education than the males. They
demonstrate a higher priority for student achievement,
student discipline, and the teaching skills of
teachers.

Goerss (1975) reported that female principals:

(1) are more future-oriented; (2) are more independent;
(3) are more willing to seek advice of others; 4) are
more willing to accept their own weaknesses; (5) do not
fear failure; (6) have strong self-concepts; (7) are
imaginative and creative; (8) are more intelligent; (9)
have a higher regard for the welfare of others; and
(10) tend to take the initiative as necessary. Gross
and Trask (1976) found that female administrators have
more teaching experience, are more prepared
academically, and do a better job supervising

instruction.
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Fauth (1984) concluded that female principals
are viewed by their superiors and subordinates to be
equal to or better than male principals in terms of
overall leadership and administrative abilities. The
females create a more supportive environment and are
inclined to be problem solvers.

Hyler (1992) found no difference in the overall
leadership style of males and females, thus dispelling
the myth that males are better leaders. Hyler
suggested that within the next thirty years there may
be an obvious difference between male and female
principals. In the past women have had to adopt male
leadership traits to get an administrative position.
As female numbers increase, women will feel freer to
develop their own leadership styles more fully.

Gross and Trask (1964) studied the differences in
male and female elementary principals through personal
interviews, supplemented by questionnaires answered by
teachers. They examined the effect that these
principals had on their schools. Gross and Trask found
that women have more teaching experience at the
elementary level, as well as more total teaching
experience. They found that men, more than their
female counterparts, express more interest in seeking

higher administrative positions. Women are more
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interested in the instructional program. Women, more
so than men, view administrative functions such as
keeping school records, checking student attendance,
taking inventories, checking report cards, dealing with
correspondence, managing the school office, and
supervising custodial staff as being important.

Gross and Trask (1964) found that women rate
themselves higher on their ability to direct
instruction than men do. Women have greater job
satisfaction in work which is related to instruction,
whereas men find greater satisfaction in the
administrative components of the principalship. Gross
and Trask also found that female principals are more
likely to exercise control over their teachers than men
in the following areas: in closely directing the work
of teachers who are likely to experience difficulty; in
requiring teachers to discuss their major classroom
problems with them; in having teachers inform the
principal about ‘problem’ children in their rooms; and
in determining the objectives of the school’s guidance
program. More female principals than male principals
exercise a greater control over the professional
activities of their teachers.

Gross and Trask (1964) reported further that

females and males differ in other areas as well.
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Female principals make the decision to become teachers
at an earlier age, and males make the decision to
aspire to school administration earlier. They found
that female principals are more willing to acknowledge
the importance of the school’s recognition of
individual differences among the students, as well as
an interest in the social and emotional development of
the child. Two other major differences between the
male and female principals were uncovered -- women
exert more control over teachers’ professional
activities and associate more frequently with teachers
outside the school.

Therefore, Gross and Trask’s conclusion was that
there is an "association between the sex of principals
and the characteristics of their schools" and '"revealed
that the professional performance of teachers and
pupils’ learning are higher on the average in schools
administered by women" (p. 13-5). (For additional

relevant literature, see Appendix C.)


























































































































































































































































































