CHAPTER IV
FINDINGS

The purpose of this study was to identify factors that motivate
female administrators to seek the position of school superintendent
and to discover factors that inhibit female school administrators from
pursuing the superintendency. The review of the literature provided
abundant descriptions of the restraints on females in their adminis-
trative career selections. Looking from ancther perspective, this
study investigated the phenomenon of female administrators' positive
motivation for the superintendency.

Life circumstances and experiences develop the personalities,
skills, and values of individuals which, in turn, affect individual
career aspirations. In order to study career motives of female ad-
ministrators, individual profiles of the nominees were constructed
and attitudes regarding educational leadership were studied. Patterns
that identified aspiring school superintendents were sought.

The method of this reflective research was interview. In-
depth interviews were conducted with twenty-one administrators who
were identified as outstanding female administrators with the potential
to become successful superintendents. (Demographic information on the
nominated female administrators may be found in Appendix D). The
sample was identified through the nominations of twelve key informants
who were noted educational leaders in the state of Nebraska. (For

demographic information on the key informants, see Appendix E.)
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The interviews were conducted between April 1991 and June 1991. All
interviews were conducted by telephone, and each took from seventy
to ninety minutes. Interviews were tape-recorded and transcribed
for analysis.

The interviews focused on four central issues: the challenges
of public education today, the essential leadership behaviors needed
by school superintendents, motives for administrators to seek a super-
intendency, and factors that inhibit administrators from seeking a
superintendency.

The pages that follow delineate the case studies and present
a synthesis of the data. Each case study gives a descriptive career
profile of the female administrator and personal background information.
Each participant was given a fictitious name in order to credit
responses to the person using direct quotes. The names are neutral, not
meant to suggest positive or negative connotations. The emphasis
throughout this report was on letting the participants speak for

themselves.

Case Studies

Case 1 (Anna)

Anna had been an elementary principal in a Class III system
for two years. She was responsible for two buildings. Prior to this
experience, she worked as a speech therapist in a public institution
and in a Class II district. She earned a doctorate and was certified

for the superintendency. She was raised in a metropolitan area by
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parents who were a plumber and a homemaker. She did not intend to go
into teaching; rather, she majored in speech and language pathclogy.
Anna's career plan was to stay in the principalship for several years,
but move to another building or a different school system. Anna was
in her forties and divorced. Her children were grown. She emphasized
working with others:

We have a staff-community-parent team that I worked with

all year. We really worked hard at learning to work as

a team and also to reach consensus without voting on issues,

and how to express our opinions and listen to each other

and modify what we say to incorporate someone else's ideas,

and how to accept a viewpoint that may not be identical to
ours.

Case 2 (Betty)

Betty was an assistant principal in a high school in a metro-
politan area. She held the same administrative position in another
building in the same system and had been a junior high teacher there as
well. She grew up in a rural area; her parents' vocations were car
sales and teaching. Betty married soon after high school. She did
not plan to be a teacher. She had a short-term career goal of becoming
a principal. Betty earned her doctoral degree, was certified for the
superintendency, and felt she would eventually apply for that position.
She was married, and her children were grown. Her husband was a law
official. Betty was in her forties. Discussing leadership, she sug-

gested:

There is a point in time where you start behaving dif-
ferently based on the way people act toward you and for
whatever the catalyst is you just do that and sometimes
it's hard to isolate that, but then that's kind of the
beginning of that self-image of leadership.
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Case 3 (Cynthia)

Cynthia had been a supervisor of elementary personnel services

in a large district for four years. She was also the Title IX officer
for the district. Her past experience was as a building coordinator
and special education teacher in the same district. Cynthia grew up
in the district she currently served. She was the oldest of three
children. Her mother modeled a "driver" personality and was always
involved in community leadership. Her grandparents were college
graduates, and her grandmother's parents were both physicians. She
always had strong female role models. Cynthia did not profess a
specific career plan, but believed she would enjoy an assistant
superintendency. Not yet certified for the superintendency, she
planned to be prepared for the job when her children were grown.
Cynthia was married with two children. She was in her thirties. Her
husband was in the insurance business. Regarding relocating for
career opportunities, Cynthia shared:

I would consider a move. It's getting more difficult

as my husband advances in his company, but we both have

talked that we would consider a move at some point. It's

so hard when you have your kids and we're real happy with

what goes on with them here in school. I think I'm getting

maybe just smarter, pickier about where I might consider
going and what I might consider doing.

Case 4 (Diane)

Diana had been an assistant junior high principal in a Class
IIT district for five years. She had been curriculum director and
held five different jobs in the same district. She was to assume a

principalship in the same district the following year. Prior to
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administration, she taught elementary grades and a gifted program.

She was raised in a large city by a father who worked in insurance

and commercial business and a mother who was a teacher/librarian. She
was married and had no children at home. Her husband was in auto-
motive sales. Her career plan included a move from the assistant
Junior high principalship to the junior high/midd]e'school principal-
ship or central office. She had a specialist degree in administration
and was certified for the superintendency. She believed she would
eventually apply for that position. She was thirty-nine. Diane

stated:

Our superintendent is connecting a lot with community
people; making all the right connections. So you don't
have to be alone at the top Tike they tell you super-
intendents are. There's been a taught stereotype in
college classes. We need to change the image of what the
superintendent is in order to attract qualified and quality
people into that position because it has been portrayed as
being somewhat negative.

Case 5 (Elaine)

Elaine had been the director of elementary education for a
large city school for six years. Her prior experience was as
elementary principal, supervisor, consultant, master teacher, and
classroom teacher in the same school district for fifteen years.

She also taught Head Start for one year. She was raised in two
large cities and was working in the city in which she spent her
elementary and secondary school years. Her father worked in a meat
packing plant, and her mother worked in a school cafeteria. She was

the fifth of six children. Elaine had her doctorate and was certified
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for the superintendency. Although she had no specific career plan,
she had applied for an out-of-state superintendency and could see
herself in that role, or in the role of assistant superintendent.
She was divorced, and her children were grown. Elaine was in her
forties and was an African-American. She explained her interest
in administration:

I Tike planning. Problem solving and planning abstract

are probably two of the things that I think are my

strengths. The plus I have is the ability to apply it

to actual educational agendas. In most of the roles I've

had, it's been to first create it, then develop it,

then to implement it, and then to monitor it, and once
I do that then I'm ready to move on to something else.

Case 6 (Fran)

Fran was administrative assistant to the superintendent in
a large city school for three years. She served on the superinten-
dent's cabinet. Currently, she was on leave from the district to
complete her doctoral studies. She had served the same district as
principal, assistant principal, administrative intern, and elementary
teacher for fifteen years. Fran grew up in a large metroplis out of
state. Her father was a department head in a United States government
office, and her mother was a budget analyst. Fran was encouraged by
her grandmother to believe in herself, work hard, and be ready when
the door of opportunity would open. Her professed career plan was
"gaining different types of experiences to be prepared for whatever
comes along." Fran was certified for the superintendency and had
applied. She was offered a major superintendency out of state,

but declined due to family considerations. She was in her forties
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and married with three children. He husband was a manager in a
major business corporation. Fran was an African-American. Responding
to balancing her home and her profession, she explained:
I don't want anyone to feel cheated, the children nor
my husband. I guess if anyone gets cheated, it's
probably me trying to find some time for myself.
Case 7 (Gail)

Gail had been an elementary principal of a Class III district

for thirteen years. Her prior experience was as an elementary teacher
and reading teacher for five years in a city school. She grew up in
the district she was currently serving. Her father was a family
practitioner, and her mother was a nurse. As the oldest of four
children, she developed her leadership role early in 1ife. She was
married, had no children, and was age thirty-nine. Her husband was
in the medical field. Gail described her view of working with staff:
Lots of listening, lots of dialogue, lots of answering
questions, lots of being able to pose questions that
Tet those audiences stop and think about what their own

values are, what their own goals are, whether they're
kids or professionals or other careers.

Case 8 (Harriet)

Harriet was in her first year as an elementary principal in a
Class III district. Prior to this experience, she was a resource
coordinator for three buildings in another district, and she was a
classroom teacher for nine years in a consolidated district. She
had also taught college classes. She grew up on a farm. Her mother

was a school teacher, and her father was on the school board. Learning
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was always an important emphasis in the family. She was high school
valedictorian. She was the oldest of seven children. Harriet
delayed starting college until her children began school. Her children
were grown. Her husband was a school administrator in a district
ninety miles away, which necessitated weekend commuting for them to
be together. Although she was not certified, Harriet did have a
career plan to move into a superintendency. She was forty-four.
She reflected about her current job:

I thought [her work location] would be nice considering

I would not be with my husband. It would be nice to

have some family in the area, but more primarily, I was

looking at a school that was demanding and challenging.

I wanted some multi-cultural experience. I wanted a
true test of administration, a challenge.

Case 9 (Isabel)

Isabel had been elementary principal in a small private school
for two years. Her prior experience was -eleven years as principal
in three small school districts and as an elementary teacher for
eight years. She grew up in a small town as the youngest of three
children; however, she felt like an only child as her brothers were
16 and 20 years older. Her father managed a creamery, and her mother
was a homemaker. Isabel had always wanted to be a teacher. Her
career plan was to obtain a doctorate or a specialist degree. Although
she was not certified for the superintendency, she could see herself
in that role. She was forty-four and married without children.
Her husband was a parcel carrier. Reflecting on personal growth, she

shared:
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I think that I am personable. I think that I have learned
to listen in my maturing years. When I was a younger
administrator, I think I probably was for the power part

a little bit more, but I changed that, and I really like
working with people. I really don't mind controversy.

I don't mind conflict. I don't want it in my 1ife all the
time but I think that in order to have a school system,
you have to have some conflict, and you have to have some
conflict management skills.

Case 10 (Jane)

Jane was a department staff assistant of a large urban school
district. She had been in this position for six and one-half years.
Prior to this experience, she had been a junior high teacher for
three and one-half years and a department head. She had earned a
doctorate and had a career goal she was pursuing. She was certified and
had applied for the superintendency. Jane was thirty years old and
single. Her father was a farmer, and her mother was a homemaker.

They professed a strong work ethic during her formative years. She
did well in school, academically and athletically, and was involved
in leadership activities. Reflecting on obstacles as a female ad-

ministrator, Jane suggested:

Credibility is never assumed. You have to prove your

credibility. It's not an assumption that you're good.

People will believe in your reliability after they've

seen the sharp presentation or the good proposal or the
effective grant.

Case 11 (Kathryn)

Kathryn was an elementary principal in a large suburban school
district and had held that position for twelve years. Her prior

experience was elementary school teacher for eight years in the same
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district and in one smaller system. She was raised in a small town.
Her father and mother were a laborer and a nurse, respectively. Her
mother, divorced early, preached the importance of a career for self-
support. She had no professed career plan, but expected she would
complete a doctoral degree. At the time of the study, she lacked
superintendency credentials, but planned to get certificaticn and
eventually apply for a superintendency position. Kathryn was forty-

four and single. She suggested:

I see the superintendency as much like the principalship
and I think that those of us who've worked with large
buildings function as small superintendents. We have
more students than most superintendents have. It is
true that we're not dealing with bussing contracts,
planning budgets from the ground up, and not dealing
with the roofer, but in terms of responsibilities, we
all have PTO boards that are pretty strong and influ-
ential, and we do part of our fund raising, and we

deal with lots of different kinds of staff.

Case 12 (Leanne)

Leanne was an administrator in charge of instructional
strategies at a state department of education. She started her career
as a rural elementary teacher and followed as an itinerant special
education teacher in a large metropolitan area. She had earned a
doctorate and had no immediate career plans. She was single and in
her forties. Leanne was an only child of rural parents who were a
salesman and a teacher by profession. Her father was very influential
in her career decisions and still remained so. Academically, she
performed very well in school. She was certified for the superin-

tendency and had "not ruled out" the possibility. Relating to
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frustrations of her job, Leanne offered:

One of my weaknesses clearly is big picture thinking

in a microcosm environment. I'm thinking into bigger
jssues and today, I'm dealing with a conflict regarding
the date of a workshop and I'm told, please clear

them with your supervisor. I get bogged down in things
that are not really able to make a big difference.

Case 13 (Mary)

Mary had been a junior high assistant principal of a large
Class IV district for four years. Her past experience had been as a
building coordinator and as a regular and resource teacher in Nebraska
and in two other states. She grew up out of state as the oldest of
five children. Her father worked for the telephone company, and her
mother was a homemaker. She loved teaching and always planned to
become a teacher. Mary had a career plan she intended to actively
pursue. She was not yet certified for the superintendency, but felt
that she would apply once she was certified and had gained building
experience. Mary was forty-five and married with two children. Her
husband was in the car wholesale business. Responding to the nurturing
behavior of female leaders, she suggested:

Generally speaking, I think females tend to nurture.

I know that I take more time with kids than other males

that I have worked with, and I don't know if that's

because I'm a female or if that's because of the special

education. It's hard for me to assess that because I'm

used to working a plan with a youngster and if it doesn't

work, then I rework the plan, and we try again, and I know

that there are times when I probably spend too much time
when it's time to say this is it. We've worked enough.
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Case 14 (Nora)

Nora had a top administrative position in a state department
of education. She had taught elementary education overseas and in
Nebraska. Her parents were a farmer and a teacher and raised her near
a metropolitan area. Nora was in her forties. She had no defined
career plan and, although certified, was not sure if she would apply
for a superintendency. She questioned the vaiue of career plans:

I think, having a real specific goal can narrow the
field of opportunities. Sometimes things just evolve
that you may have been totally unaware of. If you do

grow, that growth is going to up your own capabilities
and you can see yourself ina different vein too.

Caes 15 (0livia)

Olivia was in her first year as an elementary principal in

a rural school district. She also served as director of special
education and Chapter I. Her prior experience included eighteen years

of elementary school teaching in Class II, Class III, and Class IV
schools. She had a career plan that included the superintendency.

She had her doctoral degree and certification as a school superinten-
dent. Olivia was divorced and had no children. Her family moved
between states when she was a child. Her father was a mechanic, and her
mother was a homemaker. She was greatly influenced by her mother who
held expectations for her daughter's superior performance. 0livia

always wanted to be a teacher. She was the oldest of three children.

She was in her forties and had definite plans for advancement:
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If I am not in a superintendency position in . . . [loca-
tion] within five years, I will be at a larger ele-
mentary principalship.

Case 16 (Patricia)

Patricia had been an associate superintendent for instruction
in a large Class IV system for four years. Prior to this, she had
served as a junior high school social studies teacher, federal program
director, and administrative assistant in personnel in the same
district for sixteen years. She grew up in a small town. Her father
was a farmer, and her mother was a teacher. She was the oldest of two
children. Her grandparents always encouraged her to do her best at
everything she tried. Patricia had a doctoral degree and was certi-
fied for the superintendency. She had no specific career plan, but
would not rule out the possibility of the superintendency. She was
forty-one, married, and had no children. Her husband worked in higher
education. Regarding her effective leadership skills, she suggested:

I'm spending enough time with people individually to

have built an individual personal relationship so they

feel safe and comfortable with me and, in groups, really

focusing on what it is people have to say, modeling,

listening as much as I can, looking for points of agree-
ment, trying to focus on the things that we do agree on

and the points where we're starting to form an agreement

so that we recognize there are a whole lot of things

that we do agree on, and see if there's a way that we can
work our way out.

Case 17 (Rachel)

Rachel had been the director of elementary curriculum for a

large suburban school for seven years. Her prior experience had been

as a junior high assistant principal, special assignment teacher, and
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elementary teacher. Rachel grew up in a metropolitan area. She was
the oldest of the four girls in the family. Her mother was a master's
level teacher. Her father was a strong role model. He encouraged her
to think critically. They frequently had long discussions about common
and complex issues. Rachel was an eager college student. She com-
pleted her bachelor's degree in three years. She did not profess
a specific career plan. Although she was certified for the superin-
tendency, she did not feel it was desirable at the time. Rachel was
forty-two, married, and had no children. Her husband was a school
administrator. She described her early love of learning:

I always read a lot. My summer consisted of riding my

bike to the library and checking out two or three books,

and then later checking out two more in our public

library. I read the entire astronomy section in our

library. When I was in fourth grade, my goal was to

read through the encyclopedias. I got pretty much
through them. So school was always easy.

Case 18 (Sandra)

Sandra had been an elementary principal in a Class III

district for two years. She was to assume a new principalship in a
larger district in the next year. Her prior experience was as an
elementary instructor in a different district for five years. She
grew up in a small town as the oldest of two children. Her father
was a farmer, and her mother was a homemaker. Her parents strongly
encouraged her professional goals. She had a career plan which was
ahead of schedule due to the principalship in a larger district in
the next year. Her plan changed as she achieved her goals. She was

not certified for the superintendency. Sandra was twenty-nine, married,
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and had no children. Her husband was willing to relocate for her
career needs. She shared her thoughts about the superintendency:

My main motivational factor for being in administra-
tion is wanting to be able to influence children. If I
felt that job [superintendency] could be very, very
influential to children, if I could do something that
was really major for kids, because the superintendent
controls the money, that would be very motivational for
me to apply for a superintendent position.

Case 19 (Theresa)

Theresa had been Chapter I supervisor in a large Class III
school district for five years. She also téught Chapter I reading
and math classes and coordinated the district's testing program. She
had been an elementary teacher for seventeen years. She grew up in a
large city out of state. Her father was an engineer, and her mother
was a homemaker. Her father had high expectations and hoped she would
choose engineering, but she always wanted to be a teacher. Theresa
held leadership roles in high school. Her career plan was to be a
central office administrator. She believed that she first needed a
principalship. She was not yet certified for the superintendency.
Sandra was remarried. Her husband was in the cattle business.

They were raising a son. She was in her forties. She described
her commitment to administration:

I know very much that what I want to be in is adminis-

tration, and so I'm willing to do what I need to do to

show that I am capable of handling the administrative

type duties. So, when they give me jobs or reponsi-

bilties or something that is administrative, I'm very
much willing to find the time to do it.
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Case 20 (Vivian)

Vivian had been an elementary school principal in a large
suburban district for eleven years. Prior to this principalship, she
taught elementary grades for ten years in the same district. She grew
up in a large Nebraska city. Her father worked as a sales manager.
Her mother was a school secretary. Although she was the middle
child in the family, Vivian felt more 1like a first child because her
father was in the military during her older sister's first five years.
Vivian was a good student. Her parents supported her higher educa-
tion when she defined the goal of her training as teaching. She was
in her forties, single, and had no defined career plan. Although
certified for the superintendency, Vivian did not plan to apply for
a superintendency because:

I don't want to do my doctorate degree and I really

think that people probably ought to have the highest

degree that's out there to get the job. And you

never know what you're going to have in terms of a

board who may upset the apple cart. I suppose it's the
Jjob security more than anything.

Case 21 (Yvonne)

Yvonne had been a combination principal/teacher for two years
in a small Class II district. Her prior experience was as an
elementary teacher in the same system for nine years. She had not
completed her master's, but had a provisional administrative certifi-
cate. She grew up in a small town. Her father was a mechanic, and
her mother was a bank teller. Yvonne had a career plan to complete

her master's and specialist degree and to become a full-time principal.
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Although she had thought about the superintendency, she knew she must
focus on gaining experience in her position as principal. Yvonne was
thirty-five and married with three children. Her husband, a service

station manager, was disabled. Explaining her busy daily schedule,

she reported:

I am teaching from 8:15 until 11:15 and then I do

the lunchroom supervision until 12:20. Then I take

about a thirty-minute lunch break and then I'm back in
the principal's office by 1:00. Usually I have tried

to read my mail before that. I try to read it at home
over lunch, or during a fifteen or twenty minute break
that I might have in the morning. I haven't corresponded
or answered mail, but at least I've tried to prioritize
it. I do all my own typing, so I spend long hours in the
office. It's probably been more of a sacrifice on my
family than what they're willing to pay, but they do
understand that this is temporary and it will get better,
plus I'm still in college and taking classes.

Case Study Synthesis

Description and quotation are the essential ingredients of
qualitative inquiry (Patton, 1990). This research attempted to present
"thick" description so that the reader could enter into the situa-
tion and thoughts of the outstanding female administrators and make
connections between individual cases and larger public issues
(Denzin, 1989). The findings were organized by the research
questions. The headings were chosen to describe the themes that were

found in the answers to the interview questions.



Public School Challenges

Research question 1. What are the challenges school

districts will encounter during the next decade as perceived by
selected outstanding female administrators?

Responses concerning public school challenges were collected
from the outstanding female administrators' interviews. The re-
sponses supported the claim of the superintendent's role as ambiguous
(Bell, 1980) and the superintendent's need to be flexible in respond-
ing to public pressures (Sergiovanni, 1984). Female respondents
described challenges to public education in five areas: adapting to
changing societal/family patterns, being accountable to students and
society, coping with change, influencing positive regard for public
education, and getting others involved in the educational process.
Each theme is described in the following sections through the rich

comments of the respondents.

Adapting to changing societal/familial patterns. A concern

shared by female administrators was the changing nature of society
into a divided community of people who have material resources and
people who must do without. They spoke of the challenge to schools t
provide equitably for all populations with diverse family values,
even though society has not defined future needs:

We are a country of "have and have nots" and that has
also been permeated into the school system. It's OK to
have "have nots." We need to sit back and say 0K, do we
want to have a middle class in this country. We don't
really talk about the kinds of jobs there are going to be
to support a middle class and then what kinds of students
do we want to have those jobs. When you've got the

75
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proliferation of McDonald's type jobs, to me, the
schools may be producing the perfect kind of kid. Pre-
schools reflect society in many ways. We have a society
that is grappling with what is this country going to be
about and are we going to try to keep the "have and have
not" gap widening. Schools mirror that a bit. (Leanne)

The problems that are being generated by society in the
United States or the world are going to really, really
affect education or education is going to affect them.
There's the breakdown of the family, the transient type
of students, a growing gap between the people who have
a lot of money and the people who have not. Some
families just don't value education because they have
survival things that they have to do in order to survive.
Money to feed their kids is more paramount to them

than getting their child to school on time. (Isabel)

The biggest problem here for me working with staff is
getting them to accept the various socioeconomic levels
and how rapidly that's changing in terms of values and

in getting people to be teamed with the teachers and
share expectations instead of presenting expectations.

I mean there's just not the vision of what they are deal-
ing with and how to work with those people and that's

the biggest blocker to our staff in being successful with
all students here. (Fran)

The challenge was perceived to be more than promoting teachers'
awareness of changing family values. The respondents believed that the
general public also must understand the changing needs:

One of the most challenging things is articulating to

a community the changing nature of the students that we
serve and the changing nature of the world that they're
going to 1ive in, what skills and knowledge those kids
are going to need to be successful citizens. Everybody
thinks that they're an expert on school because they all
have a picture of what school was like, and even if they
didn't like it, they think it still should be like that.
So we need to articulate that kids come to us from
different circumstances than they did before. They're
going to live in a world that's quite different than the
one that they grew up prepared to live in. It's hard for
anybody to have seen it [change] well enough to be able to
say this is why it is and here's what you need to do. So
that may be why there's no one doing a real good job



because it's happening to us as we're trying to figure
it out and know how to address it. (Patricia)

Society needs to be more conscious and more sensitive
to the need of all people and the more we become
diverse and more pluralistic, the more we know and hope
that our children are not going to stay within the
bubble that we might raise them in. We need to be sure
that they'11 be able to work with any and all kinds of
people. (Fran)

Most female administrators professed an awareness of a grow-
ing number of dysfunctional families and children, but were less
cognizant of strategies to support the children's school success:

Family dissolution and restructuring of education where
dysfunctional families become the rule rather than the
exception is the most challenging problem. Some parents
expect to call 100 percent of the shots. In a recent
confrontation with a parent, the superintendent finally
said, "Let that mother have whatever she wants. Get
her off my back." The superintendent is called on to
fix everything. Fixing for one is breaking it for some-
one else. (Gail)

We are going to get tougher and tougher kids even in
suburban [districts] to work with in terms of what
they've got at home, what kind of knowledge and ex-
periences they come to us with, behavioral patterns.

A1l of that is changing immensely and how are we going
to rise up and meet that demand and do the best we can
for all kids coming from all different places? (Vivian)

The challenge of good schools is to do well with kids
that traditioanlly fail in our schools. Most of the
kids who do well do well with or without us. The kids
that are in the gray zone need to be helped to be
successful. (Leanne)

It's going to be a real problem to see that all of

our children are ready to learn. So much of that comes
from home before we ever see them, but we don't really
have control over what happens there, so we've got to
find ways to help when we get them, to get them to

want to learn and keep wanting to learn. That's a pretty
big responsbiility. (Harriet?
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One administrator explained how parents may interfere with

the school's strategy to help at-risk children:

I see a lot of parents who are probably too supportive
of their student rather than the whole institution of
education. They believe, "So what if a kid breaks all
the rules? They're my kid and they deserve the best."
They make excuses, "Well, he meant. You misinterpeted
why he did that." They use this kind of mediating
behavior. If the parents were a little more willing to
understand and work with the schools, and if the teachers
were more willing to work for the student, I think the
student would have a better chance, because the students
are going to remain the same, no matter what. (Betty)

Setting up a learning climate that promotes success for chil-
dren of diverse needs entailed new thinking and valuing on the part

of the school staff:

When we talk about success for students, we have to
appreciate and celebrate diversity. If success means
that all kids have to be alike, that's not where I'm
going to come from. I'm going to come from encouraging
and explaining and exploring that whole idea of
diversity and celebrating it. (Rachel)

That's been one of the biggest challenges, opening that
world up for them and saying there's more to it than just
the 9:00 to 3:30 with those kids in the room. They've

got so much else going on in their lives that we've got to
recognize it and know that it's influencing what they're
doing in the room. (Vivian)

Some of the student success depends on actualization of
the kid. Why can't some people make it in the time-
frame that we've arranged for them to make it, but can
come back to school and be extremely successful, or make
it in alternative settings and not the traditional
settings? (Elaine)

With some teachers, the expectations aren't there,
especially for kids from low socioeconomic type standards.
The school I teach in is 80 percent minority. The
teachers' attitude is often, "He's not going to learn this
because look at his home." I think kids read that in a
minute. (Theresa)
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In addition to this change of attitude, school staff needed

more information about these families and students: behavior interven-

tions, teaching strategies, and home supports:

time and

staff:

We go into the teaching profession blind. There's a lot
of conflict in student lives. I'd like to see more in-
formation given to teachers at the college level on
dealing with children who are suffering and hurting. I
see a lot of that. We don't have enough information

on what to do and how to help these kids and the extreme
behavior problems. We know nothing about dealing with
them. (Yvonne)

New interventions that address student needs might require more

a different instructional plan on the part of the teaching

What we're getting is a damaged child a lot of times and
it's real hard to mend that. Lack of time parents spend
with their children affects school success. I look at
middle school teaming, home-base, all the things that we
are implementing are taking the place of that parent role,
becoming a significant other for that child. More and more
we're paying attention to whether they've had enough to
eat, and pulling agencies together to help the child. It's
very frustrating. (Mary)

The home environment hasn't been there to check on home-
work, turn off the TV, and take Johnny to the library,

the zo0, and talk to him about what's happening in the
world. Something needs to happen there and I think the
schools are going to have to lead the way in showing the
public that it is important that that does happen. (Harriet)

One respondent suggested that even a strong knowledge base

on effective interventions might not be enough. The resources to

implement good plans might not be available:

We know enough to be able to guarantee a much higher

rate or degree of success for all students than we cur-
rently do. I don't think we have the resources to do that.
I don't mean just fiscal resources. We don't always have
the time to do that. We know a whole lot more than we
know how to organize and manage. As a classroom teacher,
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than I could figure out how to organize that in the
classroom. We know a lot more about effective schools,
but we don't know how to organize the institution to

get there. (Patricia)

Being accountable to students and society. Along with the

challenge of societal changes, the issue of school accountability
was described as a challenge by female administrators who perceived
public pressure on schools to prove educational effectiveness:

Accountability to whom and for what is a major question
to be addressed. (Patricia)

Showing evidence that kids are learning and trying to
meet the needs of society is a prob]em We keep groping
because that's evolutionary. It's hard to be account-
able because about the time you figure out how to make
sure what you're doing, then we shift our emphasis.
(Kathryn)

Many female administrators described continuous pressure by
the business community for schools to provide an efficient and
capable working population, ready to assume any job. However, until
the jobs of the twenty-first century are identified, their expecta-
tions were deemed impractical:

Our business community expects that kids will not only
have the basic skills, but a Tot of the technological
skills and will be able to problem solve and work to-
gether and communicate ora]ly and in writing . . .
We're doing a great job in educating kids for the JObS
of the 70's, but I think the biggest thing facing us
right now is how do we meet the needs of our customers
so that they can meet the changed jobs that will occur
in their lifetime, the jobs available for the twenty-first
century. To me that means looking at restructuring
secondary education. (Diana)

Business's concern is going to be that the kids are
prepared to work without them training and retraining
them. (Anna)
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They're saying we need people to hire with thinking skills
and who will come to their place of employment for

minimum wage and not complain. That's a real dichotomy.
(Leanne)

Business looks at things a little too simplistically,
thinking it can be done very easily. They expect every
student who comes out of the school to perform precisely
what they expect when they walk into their door to be
employed. (Nora)

Business expectations are not always realistic. Wanting
kids to love going to work at Burger King for $4.50 per
hour is a Tittle too unrealistic. Then they tell us we're
too idealistic. (Rachel)

The threat of an unsupportive business community was described

by two administrators:

The business field is not real appreciative of some of

the products in some schools where they have to retrain
them. I think the schools need to work in concert with
businesses so that the goals are the same. There has to
be articulation. If we're not really careful, I feel that
businesses will start doing it for us. There won't be a
superintendency. It will be some corporate leader.
(Isabel)

The business community seems to be saying, "If you don't
do it [educate kids], we'll do it. We'll take over. But
I haven't seen how that's working either. (Betty)

Coping with change. The interviewed female administrators

perceived the challenge of change to be a considerable problem for most

schools.

Some staff and parents did not see the need for change:

Helping parents understand and be more accepting of the
kind of changes that we need to make in education is a
challenge. In our district, I've seen lots of teachers
want to do things and parents don't want it changed.
Helping teachers and all of us understand that we're always
going to have to change. We're never going to be done.

The whole idea that it's probably going to be more
nebulous, always growing and changing. (Rachel)
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Some administrators suggested that the ability to change
of education, the "how to," may be the greatest obstacle,

agreed that something must be done to initiate the change

We're a product of our culture. So for us to have
really novel thoughts may be tricky cause we also have
paradigms that have been placed there by culture.
(Leanne)

Public schools don't know how to restructure. They're
Just experimenting. They're exploring, but they don't
know how. But experimenting and trying is certainly
better than not doing anything at all. You have to
start somewhere. (Anna)

Resistance to change on the part of staff was a noted chal-

There are times when I see teachers wanting to just
work the rule type of concept--I'm here. If the kid
doesn't want to work, I'm not going to make him. I'm
not going to change my way, the way I deliver the in-
formation to help him. That really frustrates me.
(Betty)

Some outstate schools are trying things differently.
They're being really successful, but the people resist-
ing are teachers, not public or parents or kids. It's
going to take a commitment from the principals, super-
intendents, and the community. (Diane)

We have some people who don't care for any change what-

soever and they kind of resent the fact that some women

administrators are bringing new ideas in. I don't know

?Xw mgch is related to women or the new ideas or both.
nna

A big challenge is to instill in the teachers the need

to keep up with educational trends. We're real satisfied
with ideas that we've learned in the 70's. Why do we
need to move up into the 90's? We need to get teachers
into the current world. (OTivia)

82
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The time factor was seen as an impediment to the improve-
ment of schooling. Often, insufficient time was allotted to see

change take hold and prove successful:

I think that it takes time if it's going to be successful
[change]. I think education tends to throw out things too
quickly. We take teachers through training, and they

try their required couple of lessons and stuff, and then
we say, well, they've done that and it doesn't work. It
was no good. (Diane)

A Tot of the time in school we get too many things thrown
in too quickly, and we don't get the follow-up or we
don't get the chance to really get it implemented to
where we're comfortable with it. (Theresa)

Influencing positive regard for public education. Several

female administrators sensed that the current public view of educa-
tion was somewhat negative, which seemed to be causing a great chal-
lenge in gaining support for educational efforts:

The negative press that education gets is a real problem.
We hear that we're not doing our jobs. There have been
so many negative reports in the 80's, that the public

is down on education. When we're looking for increased
funding, people are saying you aren't doing your job,
why should we give you any more money? We constantly
have to battle those kinds of things when you feel and
you know in your heart that you're doing some really
wonderful things for kids. It's hard to deal with.
(Sandra)

There has been so much negative talk and it has been so
generalized that communities are perhaps skeptical and
doubtful when they don't even have any real reason to be.
They read something and they're convinced that their

own school's falling apart. Leadership by lament has
been a defensive reaction on our part. (Patricia)

The school reform reports have undermined our public
support for education. They have very much destroyed
the public support that we used to enjoy for education.
(Harriet)
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Some respondents felt that the negative image of public
schooling could be repaired by an active campaign to inform the
public about the work involved in schooling:

One of the things we need to do is to build credibility
with the public in terms of emphasizing things we do well.
Public schools have an expertise and professionalism that
gets slotted away. It doesn't make the news. (Elaine)

Schools need to get enough information to the public so
that they can be supportive of what we're doing. I think
we are in a day and age where people expect us to be

cost effective, but they have very high expectations for
the outcome or the product that we produce. So I think
we have to give them the information they need to get

the support that we need. (Cynthia)

A Tot of people think that if they had the job to do, they
could do it better, but they don't really realize what
the job is all about and what we're doing. We need to
communicate more in reference to what it really does
take. Many times we do such a good job with the 1little
bit of money that we have. People don't realize how much
work it does take. We, as educators, need to promote
ourselves more in reference to the importance of our job.
I still hear people say, "Don't go into teaching. That's
not where the money is. Go into business." That hurts
because we need bright, motivated, enthusiastic people
going into education. (Fran)

Accountability is something that's really hitting us hard
right now. We're told that we're not getting our students
ready to go out into the world. I don't know if we're
specifically not doing the job, or if we just haven't
handled our public relations right. We really have to
work on our public relations with our parents and our com-
munity and not be so within. Everything's within our
four walls of where we teach-and then we _sink the boat.

I think that's where we've really hurt outselves.
(Theresa)

Getting others involved in education. Involving community

members in school improvement was cited as a challenge to public

education:
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I think we have tried to let money be the public answer to
all of our problems and it's just not. It's not going

to wash with the public anymore. I think involvement,
bringing people back into the school so that the com-
munity is working with the school and not expecting the
school to have and be a "hear all and end all" for every-
thing that is necessary. (Harriet)

It's important for the community to work very closely
with the school system and continue that opportunity

for success in reference to what families need. So

many families have needs, and so often the schools are
looked upon for the support that sometimes the communities
need to give the families. (Fran)

Getting parents involved in education in a meaningful way

to overcome negative perceptions of school was described as a strong

need:

Schools must create a parent involvement that is re-
sponsive to the 90's and the twenty-first century.

PTA is not parent involvement. It's just informing
parents. The number of parents who attend a meeting

is perceived to be involvement. Real involvement occurs
when parents are actively involved with their children,
whether it be at home, whether it be a note, whether

it be via their participation in a parent/teacher con-
ference, or an hour of volunteer time a month. I see
that as reflective of today's parent participation.
(Elaine)

Education is really challenged to get parents involved.
Lots of parents won't be involved because of negative
things that happened to them and what they remember
about school as negative. I think we can work with them.
We can change that. (Theresa)

School is really challenged to try to get those parents
involved, and a lot of those parents won't be involved
because of negative things that have happened to them
and of what they remember about school as negative.

If we can work with them, whether we get them in the
school, or whether we find different ways to reach

them, then we can change some of that around. (Theresa)
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One female administrator found a way to involve parents:
When I started I was told I would not have a lot of
parents interested, and 1 have parents who will do
anything I ask them to do. Currently, I have thirteen
parents working as volunteers in the classroom and six
parents on the curriculum committee. Most of the parents
involved are not working parents. And I do have a couple
of fathers. I have one particular father who's a farmer.
He will come in anytime. He doesn't care what's going
on. He will just leave his tractor and come. I think
it's just something they haven't had and now are given
the opportunity and are just eager to do it. (0livia)
Along with the challenges described, finance was often cited
as an obstacle to school improvement. The sample population con-
sistently targeted the challenges of human persuasion, getting people
to be aware of, accept, learn about, and be willing to work with the
perceived needs of children in today's society, and getting staff and
public to be willing to accept change and find solutions to better
education. Although females were aware of the political pressures
on education for accountability, their emergent concerns centered on
improving human interactions, rather than fixating on the "political
conflictual world" of the superintendent, as cited by Blumberg

and Blumberg (1985) in the literature.

Essential Leadership Behaviors of the Superintendent

Research question 2. What leadership behaviors are needed

by school superintendents to improve the quality of schooling in

Nebraska as perceived by selected outstanding female administrators?
Data on leadership behaviors needed in the school superin-

tendency were collected through two sources: they key informants'

written reasons for selecting particular female administrators and
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the statements of the interviewed female administrators on leadership
needs. Some Teadership behaviors suggested by both key informant
and female administrator populations were those skills commonly
attributed to practices of successful superintendents, such as
envisioning and communicating. The key informants, however, tended
to focus on personality-related traits, while the nominated female
administrators selected specific leadership strategies. The

results of the key informants' written descriptions of positive
leadership behaviors of the nominated female administrators are
shown in Table 1.

The essential leadership behaviors that emerged from analysis
of the outstanding female administrators' interviews included: empower-
ment of staff, collaboration, vision, the use of research and informa-
tion, transformational leadership, and political tolerance.

The following themes relating to the essential leadership
behaviors of the superintendent are elaborated in the responses of
the female respondents.

Empowerment. The females interviewed in this study strongly
supported the concept of staff empowerment. Empowerment emerged as
a construct necessary for effective leadership in public schools today.
When empowered, the leadership skills of the staff helped achieve the

mission of the school:

It's going to take a superintendent that's very willing

to give the reins to other people and not have to be the
one in power, more of a guidance person or a leader.

One person can't do it and needs to give the teacher the
opportunity for grass roots changes. That's exciting

to me. (Theresa)
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TABLE 1

Leadership Themes of Nominated Outstanding Female
Administrators as Perceived by
Selected Key Informants

Extremely bright

Experienced

Assertive with tact

Well-defined vision or philosophy

Good communication skiils

Broad perspective on educational
issues

Can lead people/manages people
well/empowers others

Good decision maker

Confident

Task/goal/action oriented

Can find solutions to tough
problems

Pleasing personality

Outgoing/enthusiastic

Well-organized

Ambition/drive

Committed to excellence/profes-
sional/solid educator

Innovative problem solver

Capable/competent

Generalist's training

Builds trust and support for
school activities

Aggressive/tough minded

People skills

Brought positive attention to
district/state honors

Ability to motivate, build and
maintain morale

Sensitivity

Understands the individual needs
of children

Academic knowledge

Success-oriented

Risk taker/embraces challenge

Positive outlook/envision better
future

Good sense of humor

Ability to build constituency
support

Persevering/resilient

Understands equity issues

Desire/motivation

Conceptual understanding
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A good leader facilitates people using their own expertise
and is not so inclined to tell people how to do things,
but allows them the freedom to do what they have been
trained and educated to do. Men have not been taught

to nurture and women have grown up nurturing, at least
women of our generation. That may unfortunately be
changing a good deal because we don't have any parents

at home doing any nurturing. Each individual needs to
handle the problem differently, not be told what to do.
(Harriet)

Being able to see leadership potential in other people
makes you a leader, and being able to tap into that and
encourage people to pursue leadership at whatever level,
whether it's team leader or getting a degree or
whatever, is very important. (Mary)

You really need to have people with different philos-
ophies, but they're strong leaders in the building.

If these people buy in, they're able to sell that
message. So I fertilize the best teachers. (Kathryn)

Some administrators spoke of the balance of knowing when
to lead and when to let others apply their leadership skills:

I love working with others, and I do believe in par-
ticipatory management and shared responsibilities and
asking others to be a part of decision making and that
type of thing. So I believe in people having ownership

in the decisions that are made, but I do enjoy the leader-
ship role. I don't shy from it. (Fran)

Leaders cannot just say tomorrow we are doing this and

expect them all to follow along. They have to be part

of the decision or part of the process. Otherwise they

will undermine it at every chance they get. So there has

to be a close interaction. The leader's job is one of
facilitation or transacting or agreeing togive on some things;
on others the leader has to be the one to say yes and

say no. (Vivian)

I don't know if initiator would be the right word, but
I'm a person who tends to lay the issues on the table

and to guide and direct. This is what we need to do
next. This is what you share. This is what you disagree
about. These are the questions that yet need to be
resolved, a facilitator, I guess. Whoever has to be
responsible in the end gets to make the decisions and
that's in the classroom too. (Kathryn)
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I believe in teachers being treated as professionals and
having information to make decisions, so the whole con-
cept is that teachers are professionals and should have
tools in their pockets to be able to meet the needs of
kids. (Elaine)

Modeling appropriate behaviors and supporting staff efforts
were cited as a means to staff empowerment. These strategies were
used by female administrators to bring about change:

Some of the research coming out is that people Tearn
innovations much 1ike a child acquires language. There's
kind of a mom or parent in place that helps the kid, gives
positive reinforcement when they try something in the
language, and they have an adult to model and to mentor
them. In my mind some of that needs to be refocused on
how a teacher also acquires innovation. I don't think
adults are all that much different than children.

(Leanne)

A plan should call for training, an acceptance of mistakes
during the first part and a willingness to keep at it.

The leader should not monitor people, but support them--
"How's it going? What do you need and what can I help
you with and what are you learning about this that we

need to think about when we get to the revision stage?"
(Patricia)

I think great leaders use participatory management and
empowering others. They lead by creating enthusiasm in
?ther§ as opposed to putting rings through their noses.
Jane

Females remembered to reward staff for their efforts which

reinforced staff initiative taking:

Don't forget to praise and stroke people when they do
things, when they give of themselves, and they give of
their time. Don't forget to recognize that in some kind
of way, recognize it where it begins. There are not
perks in the job, but we can do certificates, and we can
do professional conferences and the professional growth
and achievement, and we can do things like that. We can
give them opportunities to recognize the fact that we're
acknowledging. . . . I think you can offer teachers a
number of incentives, but I've seen nothing that works
better than praise, recognition for a job well done,



even with the money. You know that the money is small and
that it goes, but recognition for leadership and oppor-
tunity for leadership and to be involved in decision
making are things that teachers really want. (Elaine)

They will come in and say, "I have this idea. What do
you think of it and do you think we could try this sort
of thing?" They are asking for advice and for a pat on
the back, and that's OK. It's a chance to reward, and I
very much do that. I publicly reward them a lot. We have
a daily bulletin. I ask the staff to thank others for
their contribution articles. You're basically telling
them that you value their thinking and what they're doing
to be better in their job and in their profession. So
it's kind of setting that collegial model. (Harriet)

Building trust and nurturing were behaviors female adminis-

trators often applied to bring about teacher growth:

I think the key is trust. I've seen superintendents
go in and just try to turn everything topsy turvy, but
my sense is, given the present environment, they don't
stay long and then the changes they tried go away when
they're gone. I'm thinking a slower pace, building on
respect and trust. (Leanne)

They weren't skeptical because I was a woman, but

because I have not been a senior high principal, and so
I've really worked hard to spend time in their building
and get to know them and any opportunity to be supportive
of them. I've taken advantage of their experience in terms
of learning everything I can from them about high
schools. The most uncomfortable place in any building

is the teachers' lounge. There's always a chance that no
one will know me. If they do know you, then there's a
behavior change. You don't know what it is. You don't
know whether they're more aggressive than usual or if
they're quieter than they usually are, but in some way
behavior has changed. (Patricia)

I think amiable people don't necessarily, aren't more
nurturing. They may be really just nice people and
people pleasers and that's different to me than nurturing.
Nurturing is allowing someone else to grow in a caring
environment. Nurturing seems more goal-directed to me,
%;nd ?f helping a person to achieve that next step.

nna
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Nurturing skills developed cohesiveness in their building
that allowed staff to focus on common goals for school improvement:

I have probably created one of the finest elementary
schools in the state. If it's not the best, there aren't
any better. I've been able to hire good people, do

staff development, and then I've nurtured and fertilized
their growth. Now the staff is much more specialized

than I am. Now they are leading me as we move to these
evolutions in curriculum and instruction. I build
self-esteem, value what they do, and acknowledge their
contribution and see that they have the opportunity to
grow. (Kathryn)

It's almost 1ike being 1ike a chameleon, trying to recog-
nize what their individual needs were, being able to listen
to them, stopping by their offices frequently to talk to
them, checking out their needs, making sure they felt
comfortable. We do a lot of social things at our home

that they didn't do before. A1l of those things together
have made everyone feel pretty comfortable together. We've
met here for staff development meetings and we talk about
goals for the quarter and we've done social things with
spouses. (Betty)

I think through hiring, through inservice, through a Tot
of talking, the philsophy now looks at the whole child and
we worry whether  they have enough to eat, they have
clothes to wear, all of those things that encompass making
a student successful at school. And it used to be that

I was the only one that said that and the counselors.

(Mary)

My greatest success has been in communication with staff.
My staff members know where I'm coming from. I visit

with them. I talk to them. I involve them in things that
they want to be involved in. I know from their comments
that they feel I'm a person that finds out what's happen-
ing in the school, that I support them and back them, and
say things that they need to have the support and backing.
I know what their needs are and want to work on meeting
their needs. (Sandra)

Some administrators felt challenged in the use of nurturing
behaviors to handle discipline problems. One respondent indicated

that males also used the skill:
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A 1ot of people wondered whether I'd be able to handle

it, to be able to stop fights. I've made the point and
I've shown them that I can really be creepy or not
creepy. I can really be the disciplinarian and they
understand that. I just act very direct and change my
affect, my voice tone, and I change when things are going
ok to be very nurturing too. You can turn around and
love them when things are ok. I don't know if men can

do that very well. I haven't observed that in the past.
(Betty)

I think sometimes when we tend to do discipline women
give kids lots more chances than male administrators
will do. (Vivian)

Some of the things I do at the junior high, it was just
innate to do because I didn't have any preconceived con-
ceptions of what a junior high assistant disciplinarian
should do. So I wasn't the previous macho, let's kill
them if they're the bad person. I came from elementary.
Let's help. Let's find the cause. Let's figure this

out. So things just kind of evolved . . . . A lot

of times men go in and cut out what I call the cancer and
let's go on with it. They amputate when they could do a
few stitches and it might be ok. I see that as a real
difference. . . . I don't think genders are so different.
The principal that I work with is a far gentler, kinder
person than I am. He is definitely more androgynous, more
female than I am, in a very soft gentle way. ?Mary)

For one principal empowering others had lightened her ad-
ministrative load:

It took me about eight years to come about. That was

a real hard thing for me to be able to leave and not to
take things personally. In some ways, I'm really more
encouraging now without being enabling and being very
realistic about what my role is and also helping the
other person to deal with their end of the bargain or
their end of the responsibility, versus me taking it
all on my shoulders. (Gail)

Collaboration. The female administrators readily named col-

laboration as an effective strategy to bring about school success.

They strongly supported this leadership behavior:
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necessary and I don't mean to imply that there are never
times when I don't tell someone something. There are

times when a decision has to be made, and it is very much

a telling sort of thing. But for most things of this
nature, the common consensus is very important. The
quality of the work is far superior when everyone buys into
it, when everyone feels that they have a true say in

what is happening. (Harriet)

They [female administrators] compliment staff more and

give much more positive reinforcement for a task well done.
They are participatory leaders. They don't come to

a decision and then pass it down. They'l11 say, "Here's

the situation. I'd like all of you to collect your
thoughts and give me your input in writing. Let's

discuss it and then we'll come up with a solution (even
though they have the final decision)." They implement a
team process to make that happen. (Jane)

A good leader is able to pull people together in a real
teamwork and build a sense of community within the school,
a very inclusive person, able to draw people in, never
shut people out. She uses lots of conversation, lots of
shared experiences, whether it's reading a book and
talking about it, looking at a model and analyzing it,
spending some time together informally as well as formally.
I think shared experiences are just at the heart of begin-
ning school improvement. (Patricia)

You have to set up a real collaborative kind of an atmos-
phere and a true spirit of shared inquiry. I would remove

a lot of the barriers so that when people want to try things,
those roadblocks don't have to be there. (Rachel)

A compromise in philosophy was described by one respondent
who, after some time in administration, discovered the effectiveness

of collaboration:

I was trained, probably when I went through in my graduate
work, in the top-down model of administration. So I see
myself changing from that on a daily basis. I really
don't believe in top-down. I believe in a collaborative
type of effort, but I believe that somebody has to be
responsible. The buck stops with whatever the problem

is. (Isabel)
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Continuing communication and information sharing with differ-
ent audiences seemed to be a strong aid to implementing a collaborative

process:

Communication has got to be the key component. Informa-
tion, formal and informal, is critical as we work through
issues--keeping people up to speed as you work toward

change, getting people with you philosophically, and

telling them more, but not forgetting some of those

{o]ks)that are back there. We're all in this together.
Mary

For improvement, a lot of communication back and forth;
oral is probably better. A lot of group discussions and a
lot of curriculum development. I Tike to have the

group input and the ownership. We all own the not neces-
sarily problem, but we'll all work together to find

the best solution. (Yvonne)

Persuasion was part of the collaborative team process. Some-
times this persuasion was indirect through actions and reactions rather
than through direct verbal communication:

I try to get the person that's angry or upset about some-
thing to talk more about it and to look at it in different
ways. I ask questions. I have a script of sort, so I
know ahead of time what I want to ask. I plan it and I
rehearse it in my mind. I go through what will be im-
portant to express or what I want to get communicated. I
don't confront. I'm not a hostile person. I listen to
the other person's viewpoint first and try to communicate
mine or someone else's. (Yvonne)

People congratulated me for being successful, and I'm

going, "I didn't do anything." But maybe, even though I

don't always do things, somehow I communicate those

things to other people, whether I really feel strongly about

it or not, and they see me as a leader. (Betty)

Some female administrators felt that targeting individuals
and supporting them in change efforts was necessary to build a team

focus. Seeds of information regarding the improvement were planted
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and risk-taking encouraged and supported by the leader:

If I think risk-taking is important for kids, I try

to encourage teachers to take risks and try to be

there to support. I want them to see me as somebody
that they can call and talk to about things, and not

be judgmental and think that there's only one way to

do it, and that I have the right answer. I would say,
"I don't know. Let's try to explore this together and
come up with the best answer." . . . I would try to
read and find out as much as I can about what exists
and would encourage lots of other people to try to do
the same. I would encourage teachers to begin to
experiment and try some things. There would be lots

of people that have had real experiences with that and
could operate from experience. I would pull together a
group of people and try to make sure I got all the groups
represented, but also get some real thinkers, people
willing to really try some things and see if this group
can come up with the best answers. (Rachel)

The staff has to buy in. You have to seed the idea and
find some folks who say, "Yes. I see that as an

option." I always educate those folks first because

they come back and spread the message and some of our
people are not going to go on, are not willing to give
of the time to educate themselves, and so they're going
to Tearn it from their colleagues. You always take those
people who buy in first, and then you let it move like a
wave. For the others, you just keep bringing it back
again and again, in little doses and small bites, and you
make it easy and palatable; short inservice sessions,
shared information, whatever; constant fertilization is
needed. (Kathryn)

A critical element mentioned in building collaborative efforts
in a district was the skill of listening. The importance of listening
was strongly emphasized by female administrators:

There has to be a lot of listening on the part of leaders.
Sometimes leaders get in the position of, well, this is
what needs to be done and so I need to do it. We need
listening and paying attention to what they're listening
to, being willing to hear something that maybe doesn't
quite go along with what they want or what they think is
right, because sometimes our ideas can be changed for the
better. We have to give people the feeling that they can
come to us about anything and, no, we may not 1ike it.
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But we'll listen and maybe hear what they have to say,
and we'll contemplate. Maybe they're right. (Theresa)

I think a female can lead and perhaps even better. A
female can do it with sensitivity to people and with a
real willingness to listen and with an interest in people
?t a]; different levels and a real care and concern.

Nora

In politically sensitive situations, some female administra-
tors had been effective due to the ability to be good Tisteners:

I'm able to remain very calm and sensitive to what

the other person is saying and needing. I don't have any
need to respond, tend not to respond defensively or
aggressively and usually I can defuse rather than esca-
late a situation, usually, not always. (Patricia)

The superintendent stated that he needed someone to go
into the position to be a listener. He said we had staff
there who had shown a very high degree of commitment be-
cause they stayed through during very tough times. He
felt that the staff really deserved to have an adminis-
trator that would listen to them and encourage them and
support them. So I went into the potiion with what I
believe are some of my strengths and that is being a
listener, being a person that took time to care, being

a person that is very visible in the school and in the
community. (Fran)

I tend to see females as nurturers and as listeners and
being able to be fair and firm and consistent. I really
do see females having a lot of "mother wit" so to speak,
being able to make really good decisions. Some people
really could call me a 1ittle sexist in a way toward
females because I think they are able to handle a great
?ea] ?nd I think females really are the stronger sex.
Fran

Vision. A particular leadership strategy espoused by
Bennis (1989) and Brittenham (1980) also appeared in the leadership
needs named by both the key informants and the outstanding female
administrators. That need was educational vision, the ability to

analyze school needs and influencing factors and communicate that picture
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to many audiences to gain support for common school goals, and to
enable people to mutually achieve those goals. Vision was the most-
often mentioned leadership need of the school superintendency. Some
female administrators shared their perceptions of the "big picture"
visioning:

As a teacher, I had a very narrow focus. As you move up
the ladder and have different experiences, you should be
able to acquire the ability to see the big picture and
learn as you go. (Mary)

I see superintendents that I think are just managing and
see themselves as managers, but don't see themselves en-
visioning what the school districts should be like. I
think I understand curriculum and instruction which is
truly the function of schooling. (Rachel)

I have a clear mission and a clear vision of what educa-
tion, of what we need to be doing in education, and I
think that's important for a leader at any level to be
able to say this is what I believe and this is the direc-
tion that I think we should go. I am able to help other
people figure out what their mission and vision is and how
we hold that together in a unified direction. A leader
headed at 180 degrees different from where the folks in
the organization are probably isn't going to get very far
very fast. It's important to be able to really be clear
about the kids that we serve, the world that they're going
to live in and what it is that we need to do to get them
ready to do that. If we could be clear about that and have
community agreement, we would be miles ahead of where we
are. (Patricia)

Female leaders spoke of the importance of establishing goals

to lead a vision and making sure these goals and plans were commonly

supported:

An advantage of the superintendency is using a vision

to have so many things you've worked on to be able to be
the person to put those in place, to have the ability to
create the strategic plan that moves your district forward,
to be the catalyst for the actual. (Jane)
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A challenge is sorting out. There are so many pressures
and issues. You need to sort out what are most important
and set goals and set a 'vision. You need to determine the
right course and filter out all the external forces, be
they pressure groups or national reports or somebody
who's a real problem in the community, and keep in mind
?hat'§ important to provide a good education to the kids.
Nora

You have to create a common goal, and when you have a
common goal, then you can overlook differences and you can
work through differences through your compromise to the
common goal. I've tried to build the broadest base so

that nothing is dependent on me. I try to build extensions
of my philosophy, of my feeling and have people help me
shape that philosophy so that my base isn't just me.
(Elaine)

The Teader has to be able to get the group focused on a
goal or a mission or a purpose, and to make the group all
want to work toward that goal. So the skill of identifying
goals or objectives for them to choose from and then help-
ing them to focus their energies on that is important.
(Cynthia)

An established vision and an agreed upon vision is important.
I mean what I perceive as a vision if no one else in my
school system perceives or has the vision, I might as well
not waste my breath on it. It has to be commonly per-
ceived, commonly understood, and then people have to come
together and frequently discuss, "Are we on the right path?
Are we all walking down the same path toward this vision?"
And if we are getting off of that, conversation will bring
us back together. (Harriet)

Administrators who strongly supported the concept of creating

a "vision" specifically described how they worked with their staff to

achieve this strategy:

A leader needs to spend a lot of time talking and sharing,
sharing a vision, but also asking for others to share their
vision and their input, and then coming together in large
groups and brainstorming and talking about being able

to change our paradigms in reference to what we see educa-
tion in a particular community. I just really believe

in participatory management. One person just can't get

the job done alone and individuals need to know that they
are very important in the process. (Fran)
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I just simply talked to it until people got a clear
picture of what the interdisciplinary concept was. I
wanted to challenge them a little bit and get them

into groups, and we did this and finally came up with
the idea of working together as a team, in doing some
interdisciplinary things. Then I just focused on that
and pushed that harder than I did anything else to where
they really bought the idea, and they are still doing
it. (Betty)

Service as a change agent is the thing I like to do the
most: work with teachers and encourage them, help them
think about new ideas, putting things together in dif-
ferent ways. I always ask, "Why can't we do it differ-
ently? Why can't it change?" Sometimes I worry because
maybe that means I don't have enough respect for tradition
and the way we've always done it. Sometimes you blend

in, pieces of the old still fit in, just giving people

the vision of how that fits in. (Rachel)

We have to develop a baseline, an environmental scan of
what is real here and what is real in society today and
what do we want for our kids in the twenty-first century
and how are we going to do it. Bring in lots of sources
and have them kind of work in groups to figure out where
we want to go to develop that cooperative vision and then
what will be our action plan to get there. (Diane)

The summer before I took over the principalship, I called
in each staff member, one by one, and we talked about what
they saw my role as and how they hoped the school would
benefit by my presence, what their vision was in refer-
ence to what they thought the school needed. (Fran)

One administrator preferred sharing information in parts,
rather than providing the "big picture":

The more communication you have with staff, the better;

giving them small bits of what you want the outcome to

Took Tike at different sessions, instead of giving them the

whole total picture is good. I think you have to do it

in bite sizes. (0livia)

Another female suggested the great potential for positive
schooling results if one could truly widen one's vision of the

learning environment:
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People don't realize how narrow we've set our own focus on
being what school is all about, and when you start chipping
down some of those barriers, people can become pretty
excited about what potentially school can be after break-
ing down that wall that we've built around ourselves and
bringingus back to being the child/learner. Just kind of
regressing a little bit, putting yourself in the learning
situation where you had no restrictions and were in the
learning process helps. (Gail)

Use of research and information. Female respondents supported

Bennis' (1976) belief that information is the chief leveler of power.
They endorsed a strong knowledge base and the use of shared informa-
tion for educational decision making. Without such, the desired
change seemed doomed to failure:

A good superintendent needs a good knowledge of curricu-
Tum and instruction. This is just critical. I am so
impressed when I visit with superintendents who have been
to workshops on instructional issues and are really in-
terested in that because so many seem to forget about
that when they become superintendents, and that's really
the basis for making some major decisions. (Nora)

It's really important to learn what information is valuable
and important whenever you're going to make a decision

and to spend some time up front determining what informa-
tion is necessary. Some decisions require a lot more than
others, and I think it's important that those requiring more,
that information is gained first. (Anna)

If you make a decision based on how somebody feels, if you
make a decision because it's convenient or you haven't
thought it through, you make it without data, then you get
caught in what I call the breeze, and that's the wind
pushes you one way and you lean that way, pushes you the
next way and then you lean that way, and then people

don't have any stability. (Elaine)

Information, both formal and informal, is critical as we
begin to work through issues, keeping people up to speed.
(Mary)

Gathering research from a variety of sources and sharing

current trends were promoted as effective strategies to facilitate
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staff growth and enhance staff understanding regarding what works

with students:

We gather as much background information as we can from
a variety of experts. I usually call or write all over
the place to find as much information as I can. We sit
down in small groups and evaluate the information and
eliminate what we don't need. (Yvonne)

I think that we have to continue to grow in our knowledge
base about how kids learn and what we can do for kids to

enhance their learning. We just have to keep doing that,
upgrading our skills and our knowledge . . . . You

have to give them knowledge about that piece, so do some
staff development with them. You have to bring people in

who have done that successfully and show them some models.

I think you start with a couple of people that are interested

?nd let)them take the messages on to the rest of the staff.
Vivian

I Tike to do a lot of reading and read the research and
find out what things the research is saying, and I Tike
to visit with my staff and professional colleagues about
the things that they've found to be successful in working
with kids. (Sandra)

One of the aspects that I brought to my school was we read
research. It's very important to us. We don't need to make
the same mistake that somebody made last year if we read
research and we find out. And we find our success. So
maybe it will work here because it was successful some-
place else. That does not guarantee success here, but

it's more probable than negative. (Harriet)

Some female administrators believed the personalized sharing
of research had a greater chance of influencing the teachers' under-
standing and application of particular instructional innovation:

I have a monthly newsletter, primary and intermediate
one. I try to go through and pick a few articles that

I think would be of interest to them from all the read-
ing that I do and then share it. Now what's happened is
people will send me articles and say, "I came across
this. I thought it would be good to share in the news-
letter." (Rachel)
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If I run across a piece of research that I feel is very
beneficial, I run a copy of it, and I deliver it to them
personally and say, "Here's something very interesting

and it's a topic that we've maybe talked about. 1I'd

like you to read it. It's really important to your teach-
ing area." 1 like to handle it on a personal level. When
we just stick things in mailboxes, they get tossed. I

ask them to read it and then ask, "Would you come back

and tell me what you thought about it?" If they see any-
thing, I always encourage them, "Would you please run a
copy for me or come and tell me about it?" (Sandra)

Transformational leadership. The concept of transformational

leadership emerged as a common leadership strategy used by the inter-
viewed female administrators. Sergiovanni (1989) theorized that trans-
formational leadership induced extraordinary commitment and performance

on the part of followers. Females who used this strategy described

their success:

I pull together people resources to recognize the strength
that somebody has as part of a team and to keep building
that team by bringing in people who have certain kinds of
strengths and to see the people who are on the team become
confident and strong enough to move. (Elaine)

One of the things that I've been trying to do is gear into
other people's interests, take the time to find out what
they're interested in, because they're willing to take
things that they're interested in. If you just start as-
signing things at random, you're not going to have a
whole lot of luck with them doing a good job, but if you
can find what people really want to be doing, then they're
more likely to be able to do it in a really exemplary

way. (Anna)

I just Tistened to them and told them I hear what they're
saying, and I understand where they're coming from, and
then I try to share with them maybe a little bit of how
what we chose fits into what they think. (Theresa)

I don't even know how you would say it--teacher excite-

ment or motivation or helping them see how far they can

go. I really encourage them to apply for different things,
and we won two Peter Kiewits and several other awards.
Empowering people and giving them the credit and in the end
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the credit comes back. I've seen a major growth with
teachers and some marginal teachers that really were
struggling and that I had to work really hard with and
it wasn't easy to tell them what to work on and how to
work on it and what to do. But they are kind of coming
out shining stars and I feel 1ike I had a hand in that,
instead of just letting them be marginal. (Diane)

I have an ability to get along with people and encourage
them to try to do more than they are. I tend to watch
people a lot and notice what things in certain people
work and what things turn people off right away, very
analytical in that sense. So I've patterned and developed
strategy based on what I've seen other people do. If
they feel good about what they're doing, they're ready

to try some other things. Once you get that started it
magnifies existentially and it's tough to keep up .

with everybody and start saying we can't do that. We
don't have the money. We don't have the time . . . .
Women principals tend to take longer in the data

gathering and involvement stage. They will set up more
processes for people to have a chance to learn about
something, to express an opinion about something, to

be involved in the decision-making process, to get a
tentative proposal back to people and have their responses
before a final decision is made. I see women doing more
to include and involve their staff members along the way than
I do men, but the male principals here do it very well.
They don't put in quite as much time or energy. (Rachel)

Being able to see leadership potential in other people
makes you a leader, and being able to tap into that and
encourage people to pursue leadership at whatever level,
whether it's team leader or getting a degree or what-
ever is very important. Doing it at a young age is
important. I urge them to not put it off as long as I
did. (Mary)

One administrator presented specific examples of transforma-

tional leadership:

I had a phone call the other day from someone who wanted
to know why couldn't we do standardized timing district
wide for achievement tests. I thought why is it important
for everybody to give the reading test at 9:30 or the same
time. I did spend some time with that person because he
aspires to be an administrator in the district. He did
have some legitimate issues but I kept pressing it, tell
me how common testing times would solve that problem. I
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problem . . . . I helped aperson develop that. I think
he has the innate capacity to be a good listener and to
bring people together. I helped him process what was
going on in the buildings and helped him think about
strategies as to how you would deal with it, how to deal
with conflict and how to resolve it. I think there are
skills that all of us can learn that make us better in
doing things. I am far more successful at figuring out
what somebody's strengths are and helping them figure
out how to lead with their strengths rather than try

to become something they aren't. (Patricia)

Political tolerance. A leadership need that was defined by
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female respondents was the ability to tolerate ambiguity and deal with

the daily political conflicts that arise from serving diverse interest

groups.

The need to be responsive was emphasized:

A real big skill is inviting active participation from
the public, Tooking at challenges or problems as oppor-
tunities. An example is when our superintendent re-
ceived a petition from our constituents regarding staff
reduction. She said, "I view this as an opportunity to
educate people." It wasn't an easy board meeting, but
it helps if you Took at those things as opportunities to
?ui]d,)to bring something positive out that's important.
Diane

I don't know how much distinction the parents make between
the principal and the superintendent. Sometimes my per-
ception is that the distinction they make is when they're
upset with the principal, they call the superintendent.

I think the business community expects the superintendent
in some ways to be one of them, to be in the service clubs
or other local organizations and to interact with the
members of the business community. (Patricia)

I think the business community would 1ike the superinten-
dent to be much more rigid in terms of what the super-
intendent allows to happen in school. Here's this little
tyke that comes to you and this is what you are going to
do with them by the end and then they're ready to walk
into their business and go to work the next day. Some-
times I think the business people had to come through
public schools at a time in which we were so rigid. So

I don't know that they know what schools are like anymore
because schools have really changed. (Vivian)
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Some females did not 1ike the political challenge of educa-
negotiating with a sometimes difficult school board:

I found the superintendency to be a political hot seat
and you are so busy putting out fires that it is very
hard to do the job that you are getting paid to do. When
the board starts stepping into the administrative realm,
then it starts tying the superintendent's hands and
lessens the kind of job that she should be able to do.

I see board members coming on with their own personal
agendas and not really Tooking at the district as a whole
in reference to what all children need and that concerns
me. (Fran)

I hear some men saying they don't want all that headache
and hassle, meaning probably budget. There's a perception
that working with boards of education, keeping the board
happy is not pleasant. (Nora)

I think I would need to improve on board relations. I've
never tried a board. I think it would be trying. You're
in the Timelight. I can work with committees and even-
tually they go away, I mean, or change. The board is a
continuous sort of thing. (Leanne)

Female administrators identified the business perspective

and continuous image-building as tiring responsibilities of the super-

intendent.

business

It's the opportunity to lead, to be a CE0. It duplicates
the business world because if you're really doing the job
as superintendent, you are delegating and moving to so
many audiences. Politically, you have to be a student of
business, as well as you are in the educational world.
You have to know as much about tax base. It's not just
education. (Elaine)

As a superintendent, you're very PR. You're very public.
There's a lot of being downtown, being visible, boosting
up the school, creating an image. (Yvonne)

Some females enjoyed the challenge of connecting with the
and political community:

She's [superintendent] connecting a lot with community
people, so her support base is the chamber, the editor
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of the paper, those people. She's making all the right
connections. So she has that support network no matter
what. So you don't have to be alone at the top 1ike they
tell you superintendents are. That has been a taught
stereotyping in college classes. (Diane)

I am enjoying and have started to become more active at

a state and regional level and more political in a sense

of lobbying people, senators, or those kinds of people

about what's really good, and speaking out on educational

issues. I enjoy that and see myself broadening out in that
area. (Rachel)

The leadership strategies that emerged from the raw data
proved to match closely with the léadership skills needed in public
schools today, as outlined in the review of the literature. These
skills were demonstrated by outstanding female administrators in their
leadership repertoire and included empowering staff, collaborating,
sharing a vision, using research for decision making, and being

responsive to political demands.

Factors that Motivate Female Administrators to

Seek the Superintendency

Research question 3a. What factors motivate outstanding

female administrators to seek the school superintendency?

The indepth interviews with the sample population of out-
standing female administrators attempted to define factors that were
considered to be motivators for female administrators to seek the
position of school superintendent. The questions were open-ended,
allowing for natural responses. The administrators gave their im-
pressions of the role of the school superintendent and the desirability
of that position. They shared their growth experiences in adminisfra-

tive advancement and their personal motivations for future
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administrative roles. The interview results were analyzed to

identify recurring themes. Nine themes relating to motivators emerged
from the responses of the female administrators. They were: the
challenge of change, encouragement, positive role models, leadership
experience, mentoring, career aspiration, professional networking,
family support, and financial gain. Each theme is discussed in the
following sections through the eyes of the outstanding female adminis-

trators.

Challenge of change. Some outstanding female administrators

spoke of the challenge to change public education as being a strong
reason to assume a top leadership position. Although aware of staff
resistance to change, they would consider a superintendency in districts

willing to work toward change:

It would have to be a progressive school district too.
I'm not sure there are a lot of school districts that

I would be willing to go to just because of those kinds
of things, not being seen as progressive and wanting to
change. . . . We need to make changes and do things
differently. It's disappointing to me when it's really
hard for some people to let go of the old and try the
new. I know that exists and I try really hard to
understand why, but sometimes that's real disappointing,
the 1ittle closed-minded situation where you can't break
the barriers. (Rachel)

I would Tike a school district interested in looking at
making some major changes in their secondary schools and
had the same thing in their elementary schools. (Gail)

I haven't ruled it out. If it's in the right place at
the right time, I think it might be appealing in a com-
munity that was interested in trying new things; I think
a smaller community. You'd want to have face-to-face
association with people and build on those associations
because I think that's how you make change. And you'd
want a board that recognizes the value of staff develop-
ment; they really want to make their school different,
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maybe they already have some things going that you could
build on . . . . My sense of female superintendents is
that they're a 1ittle bit more into change issues, seem

to be more positive about innovations, and seem to be more
willing to work at things like staff development and

things that would generate change. . . . I'm disappointed
in the difficulty in really getting school change. It just
goes on and on in spite of staff development. If you're

in that very long, it's really kind of a salmon swimming
upstream, especially when you look at the research on change
and how innovations happen. You get pretty overwhelmed
quickly with how, what Timitations we have on dramatic
change. I think the biggest thing is changing the system's
focus on student outcomes to educational staff outcomes.
Nothing can change education until the people who are in
those classrooms and who are supervising those teachers
change, and yet our total focus is on how can we change

the kids. Teachers and staff cannot give what they do not
have themselves. You would also have to have much more
broadmindedness in communities toward board members and
superintendents. (Leanne)

Respondents described the necessary behavior of the superin-

tendent in a school restructuring process:

The superintendent is a change artist. They are the ones
supporting the change, and they have to be there to support
it in a way that allows people to pursue an area they're
interested in or allows that school to go through change.
Sometimes it's given in a way that's voiced but not meant.
It doesn't take long for people to notice that. (Theresa)

What I see that comes from the superintendency is leader-
ship that can really cause the school system to change.
You have to be a pretty dynamic superintendent, because
sometimes that's quite a controversial position. I can
visualize where you can really get a whole system working
together for the change that is going to be going on. I
think education is in a real exciting changing time right
now. (Theresa)

A common motivation reported by female administrators was
simply to "make a difference" in the lives of children.

I seek the satisfaction of knowing that what I'm doing

is making a difference in education and that the people

that I work with are comfortable with sharing things with
me and knowing they can come to me with the ideas and
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things they want to try; that we can look at the pros and
cons and decide if it is something that we should pursue.
(Theresa)

The thing that will tempt me to apply for a superin-
tendency is if I decide that the trade off is such that
the opportunity to make an impact or to make a differ-
ence is big enough and I want that enough that I'm willing
to take on the board work. In the right district, with
the right board and the right staff, the opportunity to
make an impact that really can have some important outcomes
for kids is a powerful motivator. Women might have more of
a missionary zeal for the superintendency. . . . It's real
rewarding to me to make schools better places for kids

and I can do that and have done that in a variety of roles.
(Patricia)

The only way a person should seek out the superintendency
or would want to, because it certainly is not the most
glorified position, would be a person who really feels that
they could make a difference, who is really committed

to the youth of the community and the district, and who
relly feels that their being in that position can help the
positive growth of the youngsters there. . . . If the
superintendent felt I could assist more children and en-
courage them to work hard and do well in school, then I
decided to take the job. (Fran)

Is the school superintendency a good place for me or would
I get bogged down even further in things that are not,
that I'm not really about to make a big difference in or a
dramatic difference in, or is that a really good place to
try some of these things? I don't know the answer to
that. (Leanne)

Some people are motivated for the money. That's certainly
not my motivation. The number of hours in the pay per
hour certainly doesn't warrant it. I think my motivation
is the challenge, yes, I know I can bring a school system
around to doing what is an effective school. (Harriet)

As a teacher, I knew I had a great effect on the 20 or 25
students that I had in my classroom, but beyond that I
really couldn't do anything, and I really felt 1ike my
hands were tied a Tot of times. I saw some things happen-
ing to kids that I didn't think should happen, and I
couldn’tdo anything about it. So I thought by going into
administration I would be able to influence and have an
effect on more children. (Sandra)
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I want to do a good job. I want to benefit the children
I'm trying to serve even though I might not directly see
the results of something I do. I think the greatest reward
is doing a job well. (Jane)

I seek having a job well done, that I have affected stu-
dents somehow, someway, that I have made a difference in
some small way, that I have made some student's life a
little bit better or helped them so they could learn
better. (Isabel)

I 1ike to feel that what I'm doing has made a difference,
and if I hadn't been there doing this job, it wouldn't
have been done quite so well or people wouldn't have been
quite so happy, or we wouldn't have moved quite as far
along as we have. (Cynthia)

I had never thought of myself as a leader. I had been a
teacher for a long time and I had been raising kids. I
got started a little later than a lot of people do. I
enjoyed working with people in that capacity. It gave

me a real 1ift and I felt like I was affecting education
more from that point than I felt I had been doing in the
classroom. I feel I can affect so many more students'
Tives by making effective change with teachers. (Theresa)

Often females pointed out the satisfaction they derived from
influencing growth in staff and students, a transformational leader-

ship skill espoused by Sergiovanni (1989);

The reward comes when teachers say, "I'm really glad to
be in this building. I'm happy to be working with you.
I'm Tearning things from you and I'm learning with you.
We're growing in the job of teaching and working with
kids together." (Vivian)

I guess just fulfillments of things that I need to
see happening in the building and in children, influ-
encing self-esteem and self-worth, im-

provement in things happening for kids motivates

me. (Olivia)

Seeing individuals take on a process and establish it
and apply it in their classroom is a motivator. For me,
it is seeing a procedure established and seeing it
produce. I like to see the base and I 1ike to see the
change in people. (Elaine)



112

If I can help someone else to be more successful or help
encourage or facilitate them to be the best they can be,
whether it's students or teachers, it's a reward. It's
probably more working with teachers to enable them to be
more effective with kids, rather than working with kids

directly. (Gail)
Some females described their leadership as being action-

oriented and skilled in the use of influence and power. These skills

served well in an environment of change:

I'm an action kind of person. So when projects or ideas

come to me, and I don't develop a lot of my own ideas,

I work with people on ideas as much as possible. I do

get projects going. I do reflect on them. I think about
causes and effects with them. I'm pretty good at those
kinds of things. I do pretty good at presenting informa-
tion, but I don't like to do that. I don't like much to get
up and talk in front of people. I do it, but I don't neces-
sarily like it. (Vivian)

I am more high strung, more organized, more of a work-
aholic than my counterpart is. He's very laid back and
things just flow. If he gets to them fine, and if he
doesn't, fine. For me, that drives me crazy. My produc-
tivity rises under stress. (Olivia)

I helped coordinate a community effort. A1l these dif-
ferent organizations, different agencies that have con-
flicted for years and years and years and I've pulied them
together by setting out the guidelines and setting out
meetings and bringing in that 1ittle bit of humor. It
worked really well. We've been successful. (Betty)

I was writing curriculum before I even started to teach.

I was on a curriculum committee the summer before I taught
and I liked influencing what was happening. I thought I

had opinions that were worth something. . . . I Tike kids
and I 1ike to be around kids, but I Tiked more often working
with the adults and making things happen. I felt like I

was doing more things for kids because I was affecting

more children than the ones that were in my classroom. So
to get to what I liked to do and what felt good, I needed
administration. (Cynthia)

I really enjoyed staff development. I really enjoy getting
up in front of people and giving them some information and
giving positive feedback . . . . If it comes down to



113

applying, it will probably be an ego thing, saying I can

do this. I'm ready for another challenge. Maybe that might
not be ego, but taking a further step in challenging

myself. (Betty)

A lot of people are motivated by the simple fact that they
can have an influence on children. They'll have a say on
how the money is spent and how things are handled. They
will be in charge. (Sandra)

The challenge of moving upward is motivating. There are
people who are seeking new challenges and increased ways
to have an influence on an educational program or a system.
I think the personal satisfaction of moving higher and
farther is motivating. (Nora)

I think the challenge of it all, to be in charge, to be
the person that moves a district along in an area that
needs growth or an area where it needs to fix something
or change something is a motivator. I think the challenge
of that. (Vivian)

The plan was to just keep moving up the ladder of more
responsibility. The junior high was a good experience
for me, but I didn't Tike being an assistant. That's a
hard position to be in because you're just not able to
use your creativity to the highest degree, and some of
the things are imposed. I wanted to be more in control
of the kinds of things that I did. I thought at one time
that I would like to do more as far as maybe look at a
superintendency or assistant superintendency, but I'm not
sure that the kinds of things that I would be doing are
what I would really want to do. (Rachel)

One administrator felt that administrative opportunities
were becoming more available for females willing to take the difficult

challenges:

The difficult positions that are coming up just have
hit Nebraska. Some of those large schools can't find
men who are willing to take those challenges on and are
Tooking more towards women to take those jobs. So I
think that if we want to, it's probably there for us.
It's just a matter of us going out and getting it.
(Vivian)

Encouragement. Female administrators named encouragement

most often as the strongest influence in their selection of higher



administrative positions. Most women related personal experiences in
which they had been urged by others to actualize their leadership
potential. They were encouraged to choose varying educational roles

by their diverse supporters:

Several have encouraged me or inspired me or suggested
things along the way. Probably the reason I'm where I

am is because people suggested that I do things I may not
have thought about doing, but I thought if they thought I
could do them, I might as well do them. (Nora)

I had a supervisor who encouraged me to change my degree to
administration saying that one day you might like to do some-
thing. other than teaching, maybe when you are in your 40's.
So I went ahead and changed my major to educational adminis-
tration. I was encouraged by my district also to go into
administration, so they gave me a position. (Fran?

I have a couple of people who are encouraging me to look
at higher education and that's something that's in the
back of my mind as a possible goal for down the road.
That's a possibility. (Anna)

One of the superintendents asked if I would chair the
learning climate committee, and when I started that direction
I had a couple people say you might want to consider ad-
ministration because you might have some talent in that
area. So then I kind of looked into it and took the night
classes. There were some administrators that were there

that were not as effective as others, and I guess I saw
myself as, "I think I can do this." (Isabel)

The superintendent looks for the best ideas he can get.

He valued my opinion so that caused me to get involved

in most district kinds of things because I enjoyed my work-
ing relationship with him. I felt like I had an influence,
that I really did make a difference. (Kathryn)

I've got a fair lot of encouragement on this superintendency
business, but I don't know. I have doubts whether that's
something I want to do. (Leanne)

A professor told me, "You know, you're going to be done
with your course work. You really should start applying
for some jobs, just to get the interview, to get the
experience." I guess I really hadn't thought about it.

I applied and I didn't get the job. I just kept applying

114



for jobs and anything that was within a certain radius

of . . . . A professor has talked to me about the
superintendency, to think about it, to really give it

some serious thought. I've had encouragement also from
my colleagues that they really felt that I had some skills
and some leadership and that I should pursue other
avenues. (Sandra)

I had a number of friends that kept saying, you really

need to go into administration. I had said, "I will never
be a principal because I don't want to deal with irate
parents.” (Olivia)

I had a friend who said, "Why don't you apply?"

I said, "I don't have the administrative background and

I don't want to go into competition with you, that doesn't
seem fair." Well, I got the job and she didn't. We're
still friends. (Maryg

A number of principals and people in central office are
encouraging me because they know that my boss will be re-
tiring in a couple of years, even the superintendent says
things about other director positions like, "You might
want to look at that." (Cynthia)

One aspirant described the effect of personal encouragement

from professional peers:

I still don't know if I ever will or not [apply for a
superintendency], but I think about the encouragement

from colleagues and people that I respect as really top-
notch educational Teaders themselves as probably the

most important. My ex-principal when I left there, one

of the things that he told me was someday he'd like me to
come back so that he could work for me. That was really
directly implying that I would make a good superintendent.
Comments Tike that are the kind of things that really make
you feel like, "Hey! I would be good at that job." I
think we need to do that with each other a lot more. If
we recognize those qualities, we need to make comments and
say encouraging things, even if someone isn't geared toward
that direction, but just planting seeds. It's 1ike we:do
with kids; the more encouragement they hear from us as
educators, the more they'll believe they can do whatever
they want to do. Females seek rewards from their position.
It's the professional prestige. It's being seen as being
competent and being encouraged in that area. Ithink that's
really important for females, even more so than money
factors. (Anna)
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Female administrators described support from supervisors as
influencing their professional goals, although the support was not

always readily apparent:

I've had people that made me get into this whole thing.
They've been supportive. My supervisor is not as overt,
but more internal. He'll say little things and you say,
"Oh! That means something." (Cynthia)

My superintendent has been very supportive of me. One thing
that's been nice, he's allowed me to run my program and do
some things that maybe he didn't agree with me at first,

but he let me try them and do them, and I think that speaks
highly of him. I was lucky they were successful. (Sandra)

I spoke to my principal about whether I had aspirations for
that [elementary principalship] and if he thought I was
competent enough to do that and then went on to get my
endorsement. ?Vivian)

In one case, a female administrator decided that supervisor
support could be detrimental to professional advancement:

A not so strong superintendent who was a young man was
resigning. There was an administrative position to be
filled. He really liked me, and I didn't want to be per-
ceived as getting ahead because of that. It was a real
deliberate decision. I debated long and hard because I
would have been the obvious person, and they would have
chosen me easily. But also, I just had some things I
wanted to finish. (Diane)

Another respondent sternly challenged the perceived feminine
need for confirmation of self-worth, suggesting that such behavior

detracted from the female power base:

Women too much need affirmation from others, either in terms
of how women speak, "don't you think," or those kinds of
little questions. It takes power away from the manner in
which our presentations are heard. I think women need to

feel more self-confident and less self-critical. I

couldn't emphasize that enough. Women are too concerned

about trying to do everything they read in a magazine and look
Tike Cosmo and be worth Fortune 500. (Jane)
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Being singled out for particular competence and encouraged to

develop that skill greatly influenced the career aspirations of a

female educator:

There was a program at the University of Nebraska at

Omaha called FLAMES for female leadership. It really
kind of said we believe in you and we believe females

have all kinds of opportunity in education administra-
tion, and the organizer was very good at it, and you

got a chance. I was exposed to other people who felt

the same way because he used to have these little meet-
ings on Sunday and you would sit around and discuss educa-
tional issues and that kind of thing. He brought in role
models which was exceedingly important. In other words,

I had a very narrow world and so, finding out there were
other areas . . . in fact, I did not choose education.

Now I can't believe that career choices were so narrow. I
can't believe that I didn't go to, why didn't I try for
Harvard? It never even occurred to me. (Anna)

The females who were sorted and selected for district leader-

ship tasks early in their careers as teachers developed into out-

standing female administrators. They described their early encourage-

ment.

They opened a new building in the district. The principal
got to select from everybody interested. I went with

him, and then he opened another new building and asked

me to go with him. When an assistant principalship opened,
he suggested that I apply for that. I had never considered
that because I had no secondary experience at all. At his
suggestion, I gave it a try and got the job. When he left
the district, he encouraged me to apply for his job which

I wouldn't have at that point had he not suggested it.
(Rachel)

In my second year, he said I really think you ought to pilot
this new program. I've arranged for your training. Whatever
you need, I'l1 be glad to support it. Next year, he said
there's vacancy for the team leader. I want you to do it.

I think you're the best person on the team that can do it.

I was a trusting soul. 1 thought, "Gee! I don't know if

I can do this." But you just could never tell [name] no.

You just did what he wanted you to do. . . . My principal
asked me to be a team leader in that federal program and so

I did that. (Patricia)



118

I had just gone away for the summer and had been called
by the superintendent and he said, "We have a princpal's
job for you. You need to come home. We need to get this
started." So I came back. (Vivian)

They asked me to work with a pilot program which meant I

was relieved of my teaching duties, but I was responsible
for helping the rest of the building. I never got that

far away from kids. And I still do the same thing. I don't
believe you can develop good curriculum for kids unless

you maintain some kind of linkage where you're trying it
out. (Elaine)

Female administrators who were directly recruited into ad-
ministrative positions described their unique situations:

The superintendent stopped me and said, "I don't see your
application on my desk." I said, "It's after the dead-
line," and he said, "It doesn't matter." So I went ahead
and submtited that and I was interviewed. (Kathryn)

When my supervisor asked me to come in, I thought, what
did I do wrong? What's going on in the district? But
anyway, he asked if I would consider taking the job if it
was offered to me. And so I said, "Sure." (Cynthia)

My principal encourages me a lot and I've even had princi-
pals and superintendents in other districts encourage me. A
district close by contacted me this year and wanted me

to apply for a position that I'm really not qualified for
and told me to keep them in mind for another opening. I'm
beginning to be known. I've become active at the service
unit and active in professional organizations. I was an
officer in PDK. People become acquainted with you. Two
or three administrators asked me if I wouldn't apply for
positions at their schools, but a lot of them are an hour
away. (Theresa)

The director of special services asked me if I would be
the summer school supervisor. I had been teaching summer
school, and I found I really did 1ike supervising.
(Theresa)

The superintendent came to me one day and stated that he
would Tike me to be a part of his cabinet, and he said that
the positive influence I had been able to have on 400
students, you can now make on 41,000. And I thought it
would be great if there's anything I could do to assist
more children and encourage them to work hard and do well
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in school. And if my superintendent is believing in me,
I was encouraged to go that route. (Fran)

Both superintendents that Teft have encouraged me. One
of them called me from Minnesota and would Tike me to
come there next year. Since different people like that
and my professor have encouraged me to apply for a
superintendency, I just really felt like I needed . . . .
I didn't think they would jump from an assistant princi-
pal to a superintendent. (Diane)

Two females spoke of the administrative jobs they had been
assigned and the district's trust in their competence and stated
their need to trust the district's intentions for their well-being.

I saw my transfer as being a positive thing in the long
run as they wouldn't have asked me to do that if they
didn't feel like I could do it and if they didn't feel
Tike they really needed me. When they say we need you,
you know I'm a trooper, and I'11 do what I can to support
the system. I do feel like I can trust them and I do
feel 1ike I can go to them with a problem and they'1l be
very supportive of me. But you're right, there are times
when I feel like a sacrificial lamb, but I think they also
know that because they call every once in awhile to see
how I'm doing. (Betty)

I finished my master's in elementary education. The district
gave me a cornfield agreement that if we don't like you

and you don't like us. . . . You've got a year to get

your provisional. So I did that. (Diane)

Some administrators reported that being experienced in dis-

trict work and prepared by professional degree enhanced their career

opportunities:

I had worked on a couple of the major district com-
mittees. I chaired the alternative school committee

and the program and facilities committee, and with the
work we'd been doing internally on the early childhood
program, it seemed to be a logical progression and I

was real interested in it, and the superintendent

asked me one day, "Would you like to be the principal of
the alternative school?" (Gail)
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The superintendent will probably be here another year and
then will retire. When I was interviewed for this posi-
tion, I was asked if I would consider the superintendency.
They are real intrigued with the doctorate. I have never
been to anything that is school-related where I have not
been introduced as Dr., and the kids are real interesting.
Once in a while, one of them will say Mrs., no Dr. [name].
So Mrs. does not fit. (Olivia)

Only one female respondent mentioned that she was persistently
being recruited for the position of school superintendent by influ-

ential administrative peers:

A professor has asked me if I'm interested in the super-
intendency and said, "When you are, iet me know and I'd
be glad to recommend you." My superintendent asks every
now or them if I decided yet and could he help me.
(Patricia)

Positive role models. Female administrators reported that

positive role models did have a strong influence on career selection
and were necessary in order to entice more females into top leader-
ship positions in school administration:

I think that it's healthy for our girls in elementary
schools and high schools to see women in leadership
positions. (Vivian)

I think that when girls see women in all sorts of roles
that they recognize that there are all kinds of possi-
bilities and you can have a broad vision of where you might
want to go. (Nora)

I think you need to see people who are like us who are
successful. I think that's most important. Just look
at the kids who grew up to be in fields related to their
parents' occupations. It depends on who their parents
socialize with. (Kathryn)

While females communicated the need for positive role models

in administration, most felt gender was not an issue, suggesting that
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administrative aspirants could learn equally from male and female

practitioners.

I don't think it's gender-based. I think you have to
have some people that you model after and just like a
teacher, have to have positive role models in order for
you to become a better administrator. (Isabel)

What I tend to do is watch and observe women as models and
even men, and I will see behaviors I 1ike to emulate be-
cause of the impact it has on people, or because of the
negative impact of what I see this person doing. I try
to be real analytical of my own experience and say the
way I acted, what were the good things or the bad. Role
models are something to bounce it off against. I really
try hard with teachers to model for them the kind of
behavior that I would work with and the way that I'd
like to see them change as they work with their kids.
(Rachel)

I think role models are important for anybody. I don't
think that's something that's necessarily exclusive just
to females. It's just as important for males to have
appropriate positive role models as far as what an ad-
ministrator or whatever the position is. In this par-
ticular community, there have been some strong role
models and very successful female heads of corporations
who are very strong business leaders. (Gail)

I think role models are really important, but I don't
think they have to be the same gender. When I look at
my role models, I have some of both, and I have really
learned to watch people and to ask for help and advice.
I'm finding myself becoming a role model for others too,
which is real interesting. (Anna)

One respondent agreed that aspirants could learn from male
and female role models, but only the same gender example could influ-

ence growth and self-confidence:

She was doing a Tot of waiting, but she did it in a
way that she was constantly improving herself, doing
different things, getting more involved in district
things. I think that we have to kind of do that to
prove that we are capable of handling those kinds of
things. She's someone I've looked up to. There
haven't been many females to model after. It's been
almost all men, but I've kind of modeled after some
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of the men too. A female gives you the message, if I
exuded the confidence . . ., where you just won't do
that as much with a male role model. (Theresa)

Some female administrators eagerly elaborated on the leader-

ship behaviors of the particular female role models who had influenced

their career aspirations:

She's got some good supporters. She's a competent lady.
She's a 1ot more public than what we've had before,
visible to the public and the community. She was here
and involved right away in a leadership capacity. She's
getting her hands dirty. She handles herself very well.
She's just got it all together. She really outshines the
others in her poise because our superintendent is quieter.
Women bring a Tittle different aspect to administrative
roles. They bring a 1ittle softer touch and yet can be a
very strong person. If she believes something, she's not
afraid to stand by it, very commanding. And yet there's
a kind of warmth there also. Nurturing does show up in
administrative jobs. (Theresa)

She has tremendous credibility with the public. She has
an incredible capacity to Tisten to the concerns of citi-
zens and teachers, to reiterate those concerns and give you
a message that she cares about what you have said. You
feel good about the fact that you've been able to express
your opinion or your concern, and yet she's promised
nothing. The two female role models I am thinking of are
good listeners, very intelligent, workaholics. They have
real strong ability to lead, to see what needs to be done
and to get a group of people there. One has been in a
tough position where she's had the ability to pull the
staff together. (Mary)

She was a role model. She did a lot to build cohesiveness.

We met once or twice a month and did group cohesive skills
and a lot of things that you would do with gifted kids.

I was pretty left-brained and pretty sequential and these
kinds of things, but I think that because of those experi-
ences, I have a more holistic approach and see myself now as
doing more right-brained and more abstract kinds of things,
and I enjoy those more and I think I had those capabilities,
but those experiences brought them to the forefront. (Rachel)

They have strong intelligence and common sense about what's
right and what's wrong and what we can realistically do
and what doesn't make any sense. They have very good
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presence. When they walk into the room, people just
listen to them. They're -also knowledgeable. They've
had experience back in the classroom, the experience of
knowing what's realistic. They keep themselves current.
They're good Tisteners and have a good sense of humor.
They laugh. They laugh a Tot. I think you can learn to
lighten up a 1ittle bit and take some of those things
people say and inject a bit of humor. (Vivian)

She's dynamic. She's an efficient, well-organized,
charismatic individual. You can't find too many people
that knock her. She's earned respect. Anyone that
knows what's happening in the building certainly gets
on their knees for her. She's just really done the
job. (Jane)

She's change-oriented. The best teacher I have had

is having her. If women could have women role models, I
think we would unleash a new energy and change for kids.

I have grown more in the last six months under her, just
modeling her to see the things that I've always believed
really working. You always thought does this mean weak

or does this mean . . . . The textbooks tell you never

to socialize with all your staff. She broke right through
that. You'll see her with her secretary. She may be golf-
ing with a teacher. She may be out with her principal

and that's OK. And seeing another woman do that helps.
The men were always aloof. They were always "the super-
intendent." She doesn't mind connecting with people that
she works with. And just a minute detail, emotion and the
little touches that are women, putting tableclothes on
tables and sending thank you notes of appreciation and
those things are just me. But to watch her do it and the
response is fun because you've never seen someone else

do what I believe. It validates my ideas. I'm not sure
we ever see why we're successful. (Diane)

Females spoke with awareness of and commitment to their own
images as role models to students and other female professionals:

I feel that young women need to see that this can be
done, that a woman completing a Ph.D. program or a woman
being able to accomplish certain goals in her profession
are things that women can do and raise a family too, and
that career is important and that family is important. I
don't think one has to have one or the other. I think
that is what keeps me motivated is to let others see that
it is something that can be done. (Fran)
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A person that is visible, a person that does not mind going
out and working in the trenches. There is an individual
who I know, an assistant principal, who was asked by her
principal to take over a classroom for a teacher who got
i11, and her first response was, "I don't do that anymore."
I see that as a leader who is not ready to lead because

we have to lead by doing and by example. Individuals need
to see that you are willing to do all that it takes to get
the job done, even if that means that you need to go and
work behind the cafeteria line or take a child's tempera-
ture or go on a home visit or run a board meeting or what-
ever it takes. A person should be willing to be able to do
that. (Fran)

I enjoy teaching but I'm not going to miss it. It's almost
overwhelming because you just have so much to do. I not
only have a classroom and bulletin boards and those kinds of
things and grades to do, but then I have a full-time princi-
pal's job. I struggle with it because I'm a role model.

You can't let your teaching down because if my teaching
isn't good, why should anyone in my building do anything good?
My teaching has to be top-notch. Then I have to be top-
notch as an administrator too. It's really been hard.

At times I'm burning thq candle at both ends because I feel
that I have to be this role model for people in the teaching
profession. (Sandra)

I'm more determined than anything to do whatever it takes

to help our female superintendent because she will, no

matter what, open doors for women. I think she has already
opened doors. I think people are talking about this one being
successful and it gets to board members and they are the ones
who take applicants and interview. She's doing things and
educating them along the way. It will open the door for all
the rest of the women. I don't think somebody in western
Nebraska would fear a woman right now. But she's one of

those gifted people who's athletic and musical. She's in
everything and I think we need that Barbie Dol11 that could

do it all as our first one through, and then those of us that
are not perfectly built or whatever who are committed to the
community and kids and education will also have an opportunity.
I'm glad the first one out of the gate is getting that atten-
tion, is that gifted in all areas. She can golf with them.
She can sing. She exercises at five. (Diane)

A particular female model had a direct influence on the
career aspiration and leadership style of an outstanding female

administrator:
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I had always admired her [principal] and sort of thought

I would Tike to be 1ike her, so I applied and was hired.
She just always seemed to me to be on very, very low

key, but at the same time, very confident on everything,
just a very intelligent woman and extraordinary personal
skills, just could make anyone at ease. If you think you
need a female role model in the job that you hope to have,
that may never happen. It has been powerful for me to see
how the principal worked and important to me to try to do
things as well as she did. (Patricia)

Respondents shared ideas regarding the impact of present
women role models on the female leadership image:

What successful models have proven is that we're good in
secondary. Their reputation sure carries a Tong way and
does a Tot of good for the rest of the people in the state.
(Elaine)

The number of females is expanding. So I think people's
ideas about women in a leadership position like that are
changing. I think they're more open to it. (Theresa)

I believe up until this year the boards would not see a
female as being competent to manage the public, the com-
munity, and the groups and macho conversations that need

to go on, but I think with the role models that we've had
presented in a couple of smaller school systems, now we've
got in. The school board association has something to hold
up to the local school boards to say, "Here's a situation
where it's worked beautifully and here's the good things
that have happened." It's going to be changing within the
next five years. We'll see more females, but it's still
tough because it's the coffee shop situation where you need
to go down and kind of sit back and just listen to the
local farmers bitch about the weather conditions, drink a
beer, and it's not real attractive to most females to do
that. (Kathyrn)

Because the few [female superintendents] we have in and them
being successes at it, barriers are breaking down and

school boards are realizing that females can do it.

(0livia)

Leadership experience. Actual experience in school adminis-

tration seemed to be a factor that influenced women's self-perception

of their leadership potential. The respondents spoke of having had
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previous experience as a critical element in career advancement. They
valued past experience for developing credibility in sought-after

administrative positions:

I think teachers sometimes view male administrators as
not as competent as they are as teachers. I've heard
teachers say, "He never taught but for a couple years, or
you've never done my job before in terms of classrooms."
I think there's that discrimination. I think it's real
important for you to have some experience with what it is
you're going into, or at least you say, "I haven't

had experience, but I'm here to Tlearn. I'm not going to
make major changes until I've had opportunity to work in
this job for a little while." (Vivian)

I think experience is really important. You understand a
lot of the issues once you've experienced them. I like
to feel really well-prepared and fairly knowledgeable by
experiencing a number of things before I think you're
really adequately ready. (Anna)

There are many teachers who are concerned about the posi-
tion I have saying, "I could never do that because I
couldn't take on that responsibility," or similar types
of feelings when I think of the superintendent saying,
"Oh my God, snowing! How can you decide whether to

have school or not?" I think it's probably the same risk
factor. When you're ready to do it, you're ready. The
experience of having done that, or been exposed to that

a few times makes the difference. (Betty)

I think experience is important to a person's self-esteem.
The "I can do it." 1I've had experience here. I know I
can lead. I know I can make appropriate decisions. I've
been successful here. (Yvonne)

I think it's critical to be accepted by other people in
their movement. Basically, I'm the same person I was

five years ago. I know how to do some things differently
now which makes me probably more acceptable by the masses.
So you know, I've Tearned from some of my mistakes and some
of my experiences, but I'm basically exactly the same
person. (Betty)

I think past experience is important because I think you
build on experience. With all the people graying at the
same time in Nebraska, there are going to be a whole lot
of us-out there.without the experience, the wisdom to
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draw back on. I've seen young superintendents who've made
mistakes that were probably unnecessary. It was just
lack of experience. (Diane)

I think experience is probably more important for a female
than I would think for a man. Men get places faster than
women. (Cynthia)

Those females desiring administrative advancement promoted
the value of gaining experience in a wide variety of leadership situa-
tions and explained how particular activities helped them achieve
higher positions:

Some things I'm striving to have would be experience.

I thought it very important to have the opportunity to
work in various levels of the school system, and I
encourage individuals who are Tooking toward administrative
positions to not Timit their opportunity to work in differ-
ent educational situations. I have seen individuals stay
in one school the whole time they were a teacher and stay
in one grade level, and I think that they 1imit themselves
when they do that. (Fran)

I think you need a variety of experiences. Sometimes, when
they seek to fill positions with people who've had exactly
the same experience or as close to it as the one they're
trying to fill, I think, sometimes, they limit themselves
as far as what a new person with a new vision could bring
in. They can narrow their vision if they don't look at
some people who've had a wide array of experiences that
might lead up to them being able to change. (Gail)

I did my practicum as part of my masters in central of-
fice. I did whatever "go-fer" work they wanted done, and
I got to know the people here. (Jane)

When big wigs and superintendents define strong leaders in
their districts, it's quite often the assistant principals
who get named as being those leaders. It may be roles you
play in terms of problem solving and liaisons, etc., but
it's a perception in research. It's a good position to be
in as far as being noticed for your competence, because
it's obvious to number one leaders in districts. (Mary)

The experiences with the Chapter I and the special educa-
tion were very strong factors in helping me receive this
position. Now as director of those two areas, moving into
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the next step, the experience will be helpful. An
aspiring administrator should volunteer for committees
that are set up within the district, trying to be able

to chair those instead of just being a member, and
professional involvement outside of the school, Phi Delta
Kappa and organizations like that, where you can get
exposure in different areas and leadership, just the

local education association too, hold office there.
(0livia)

Specific early life experiences had strong impact on the
leadership development of some of the successful female administrators:

Basketball was part of my childhood and that's real
competitive. I think it does help for females to get
involved in some kind of team competition . . . . The
experience of having to get aggressive basically, and still
work as a team, to be friends after that aggression on

the court, is good. It's good inducing that for your

life and being aggressive. I think that whole experience
does something to females and makes you more competitive.
You have to believe in yourself and demonstrate your skill.

(Jane)

Just discussing politics at the dinner table and receiving
encouragement helped me. I just really had a high self-
esteem because of that and my grandparents. Both my grand-
mothers had always worked for a living, and we're real
supportive and just strong women. I had a 1ittle nature
club in the summer and charged all the neighborhood money
to take care of their kids, and we lived by a cemetery

and charged them money for plants and all of these little
things I was charging when I had to be ten max. (Diane)

Probably what's influenced me the most was when I was on
Teachers' College Advisory Board for several years. The
dean believed in giving the students more than a token
voice. I was a voting member of the chairman council
where I could vote on salaries of people, and it was real
controversial. The faculty was kind of up in arms on
some things, and they really had to follow through. He
allowed me and the teachers' college board and his faculty
to go on an overnight retreat just to listen to students,
and that has had such a major impact. I was chairperson.
We had developed a rapport. (Diane)

Females felt that administrative job targets were at times

unattainable due to public perceptions and stereotypic expectations for
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career paths and specific leadership experiences:

Almost everybody wants somebody that's already been a
superintendent. They want previous superintendent-
level experience. Many men face the same issues that
women do. There's so much variation in ads for super-
intendents that we almost need to talk more in terms of
"has the person had some kind of experience that has
allowed them to develop this skill and demonstrate

this skill, rather than a particular level or a par-
ticular number of years?" (Patricia)

It's not necessary to have a secondary principalship to
be a superintendent, but maybe that's a gate, a door that
opens more easily if you've had more of those kinds of
experiences. (Rachel)

I don't think it's ever been a problem about being a

female or male in terms of responding to the needs of
education. I think you can prove capability. I think

it's experience. They believe that the more experienced
you are, probably the more 1ikely you are to be able to
solve problems. Maybe one of the drawbacks is the fact
that most of our experience is in elementary, and people
think of superintendents as secondary people. So that's
another thing that sets males and females apart. (Elaine)

I'd like a building first. I think I need the experience
of running a building. If I were interviewing someone

for a superintendency, and they hadn't had a building

level position, I would wonder why. I think there's a
natural progression. When things get tight, I can pass

if off if I feel like it. I think that you need to be able
to deal with the bottom 1line issues. (Mary)

I think I may need to do a building principalship, even
though I might lose some money at it. I may need to go
back to the building and pick up some building leadership.
After applying, I've sent out a couple of feelers this year,
and I get the feeling that at least for a woman, you can't
skip anything. Even if it's alateral move, you need to
have the building experience as well as the central office.
I could argue that you could do good in the central office
without building leadership; however, I also think it would
be good for you to have that. I think it's credibility.
They perceive that if you're going to be directly re-
sponsible over building principals, you have more credi-
bility with them and more real 1ife experience to under-
stand how best to give guidance and leadership if you've
actually held that position previously. (Jane)
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One female administrator adamantly opposed the "lack of
experience" argument for nonpromotion of females into the superin-
tendency and offered the lack of opportunity as the bigger concern:

Men think experience is important. I don't think women

think it is. Women typically did not follow that care=r
route because they couldn't, and so they're more likely

to maybe go from curriculum director to a small school
superintendency and that may be a "Nebraskaism." Women

have not had the same experiences as men traditionally

went through. To try to hold a women to the same experiences
would not be very fair and would in essence keep women out
of the superintendency. I think it's a gender issue.
(Leanne)

Mentoring. An influence on career advancement reported by
several outstanding female administrators. was the practice of mentor-
ing. Females who achieved notable career growth spoke of the mentors
in their lives. Mentors came from various roles, but most were college
professors, school administrators, and spouses. Most were male. The
support relationship tended to subsist and grow over the years:

A professor from the university was in administration.
He was my mentor and is to this day. (Kathryn)

I still see a college professor a lot and meet with him
sometimes and that was my earliest mentor. Since then I've
had other mentors at the college level. I took several
classes from my first mentor and realized I was probably
talking more than the rest of the students. So, in one
particular class I decided I would be like the rest of the
students. We were done early. He said, "You know you
generate so much discussion on good topics that I depend
on you being a part of the class." Well then I went to
bat. I try not to dominate that much, but I'm interested
so I'm not afraid to be outspoken. (Diane)

A professor was my mentor. It was more mutual. He really
encouraged me to go on into education and so kept in

contact in all the job changes that I had and still provides
a good sounding board and a good person to bounce ideas

off of. (Isabel)
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Mentoring was seen as a mutual support relationship for some
female administrators. They spoke of the transformation of mentoring
into "teaming":

I've had one true mentor, and another, but also just as

a real professional, as really a friend, and I always felt
like she encouraged me a lot. And I felt like I encouraged
her. At first it may have started out as kind of a mentor
role, but I've always seen it more as peers encouraging
each other to be more and more. (Rachel)

You just kind of pick them up along the way, and when you
see them every five years, it's still a neat relationship.
They're somebody who's cheerleader for me, and I'm cheer-
leader for them. It's a real reinforcing relationship, but
we both are for lots of other people. (Diane)

My current boss in some ways is a mentor, but I've filled
the same role for him. It's more style than mentoring.
It's more an opportunity to learn. I think mentoring is
Teveled. At a certain point, I think it's more teaming than
mentoring. I consider myself a mentor to lots of people
that have come to me for advice or career path. I've made
suggestions, but I don't see myself taking on a nurturing
role. It's not my demeanor. I think I can inform. I

can support, and I can provide experiences and counseling,
but I don't know that I take on a very personal role.
Attachment is too much. (Elaine)

Prodding and pushing by mentors were often identified as
elements of the relationship, but these behaviors were received by

the female administrators in a positive manner:

My ex-husband was the driving force in my career. He was
a "type A" personality. Through his pushing and prodding,
I worked on a doctoral degree. (0Olivia)

My principal kept saying, "Go to school. Get ready. Get
your certificate." If it hadn't been for him, I don't know
if I would actually have gone ahead. He hired me three
times! (Mary)

My husband said, "Now's the time if you're ever going to
do it. You have to jump in now." He was saying go
ahead. Go for it. (Harriet)
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My principal kept saying, "Go into administration. You
make good decisions and this is where you could best
serve all students." He was the one that kept prodding
me. (Yvenne)

She was there supporting me, pushing me. It was not a
formal mentorship. It was just there. And then it
evolved into other people which is kind of nice because
as my needs, my goals changed, I needed someone else

to change, to move up with me and she could not help me
in the building. The whole concept of mentorship is one
of evolution as far as my experiences are. (Betty)

A desirable behavior attributed to mentors was the ability
to bring visibility and positive regard to the females they counseled.
Aspiring females felt their competencies were better noticed when
others highlighted their job performances:

One of my advisors in grad school encouraged me to talk to
the state education department. I think he knew that
there might be a possibility of my getting some other
options out of that relationship, 1ike a job. The school
was much more into mentoring their students than most
higher ed places I'd been to. It may be hard for men too,
but particularly for women to toot their own horn. If
somebody says so and so really has done a nice job on this,
it helps. A mentor can first of all share some skills
that you have and help you perfect them, but also if
they're in a key place, can make sure that you become
visible to people that matter. Men seem to be noticed

a little bit more than females in the leadership posi-
tions, so mentoring really serves a purpose of bringing

a female to the limelight and for some reason, they'11
Tisten to someone else instead of see what they see.
(Leanne)

It does not matter how good you are if no one knows about
it. It doesn't matter how well you do the job if you're

not given the recognition for having achieved that. For
every elementary principalship opening, we have 80 people

on file that have requested for the job. So I firmly
believe in terms of a larger school district, you have to
have a mentor because somebody needs to be in somebody else's
ear saying, "Hey! Did you see what she did? This is an
excellent whatever." People acknowledge whoever the
intercom comes from, or the person making the presentation
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receives the credit. I don't think you need to blatantly
have your name passed out in terms of business cards at
every meeting, but I do think having someone make sure
that you're the one that's getting the exposure is im-
portant. (Jane)

One female administrator saw mentoring as a mutual selection
of partners with common goals and beliefs that could not be super-
ficially arranged between two people desiring to practice or receive

mentoring:

When the university women in leadership said, "Are you
willing to be a mentor for someone?" I was real hesitant
and I even wrote it down. I 1ike the concept. However,
to just pair one person up with another, "a" goes with
"b," doesn't make a whole lot of sense to me. It's got
to be a mutually agreed upon decision. Personalities
really have to click. (Betty)

Other females explained that the leadership skills of the
mentor should be critically evaluated and selectively modeled to
enhancé one's own administrative style. Not all mentor behaviors

were desirable:

He was a mentor in his personal qualities and in the

way that he works with people. He was just remarkable

at making everyone of us want to do our very best and to
put forth the most effort and energy we had, to come

up with the best ideas that we could. He just stretched

us in a very safe and secure, and almost loving, manner.
You always felt like whatever you did he would think it
would be wonderful, and, therefore, you would want it to

be wonderful, so that you wouldn't let him down. Another
mentor I especially watched as he worked in difficult
situations and conflict situations, because that's the area
I feel least confident in, so I watch for how he does

that. I think if I would be comfortable doing that or if

I couldn't, what other things could be done? . . . .

There are many things about his values I would say that have
strongly shaped and influenced mine and the way that he
works with people, the way that he brings people together,
I would say is something that I've tried to emulate.

I think I am more organized than he is. I probably do
better at public speaking, but in terms of 1listening for
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what's important and communicating what's important,
he does that very well. (Patricia)

I don't think that my principal mentored me as much as
he was just a model for me to look at and learn; to
Tearn what you can do wrong in this job when you are
so good at what you were doing. He had some personal
difficulties. (Vivian)

Professional network support. Support from a professional

network was not a strong influence for career advancement. Although
no formal female network was described, a few female administrators

shared how they were learning to network:

I think I need to expand even more in networking. It's
something you have to work at. You have to be willing to
give the time to do the networking because it does take
time. In Nebraska, we're so spread out and we, in
western Nebraska, have a tendency to get stuck. On top
of that, being a classroom teacher, you don't have quite
the flexibility to go when you need to. (Theresa)

Men tend to network. Women are just beginning to network
a Tot better than we've ever done in the past. I think
men knew how to network and knew how to use the "good
old boy" channel to get information. When they got in
the position, they could reach for someone who had the
experience and who could help them. Women are beginning
to do that because there are beginning to be enough women
who you can call upon for them to lend their expertise

to the situation. (Elaine)

Those females who spoke of network connections described

different reasons for using the network:

I depend on a group of women administrators in the

district that I can call at any time about anything

and they will be the listener that I need and the

sounding board that I need. I feel comfortable

calling and saying, "Tell me how you do this or help
. me think this one through." (Patricia)

There are certain groups that I network a lot with
because they're the key to what I need to have happen
here. There are people, if I was in a particular pinch
on certain topics, I know I could call and get support.
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I try out things on them and get their perspective. They
can give me their opinion of what they see happening.
(Leanne)

I do a lot of phone calling to find out more about other
people's opinions: specialists, psychologists. I'm
learning to network, but it's hard to sit down at a meeting
of 45 men and 3 women and talk about things. But I'm
learning that that's very important. Men go on the golf
course and do that real well. (Yvonne)

I make a point to sit at different tables at lunch so that

I have social time with different department heads. I
probably would choose to sit with a group of white male
administrators and make an effort to get to know them

better or to sit next to them taking notes and commenting
professionally. When I make a presentation, I'm more apt to
%et t?eir professional support if they know me personally.
Jane

There are three different people that I communicate with
at the central office. They have different personality
types and different kinds of strengths. I was just :
thinking about this not too long ago. I go to one of them
when I want somebody to pick my brain and stimulate me to
think more. I go to another when I want somebody to tell
me some ideas or maybe tell me what to do, and I go to the
third one when I need emotional support. Less networking
may occur because women still feel threatened that men
don't see them as decision makers. (Anna)

I call and ask, "How are you handling this? Did you get that
new form? How does that work?" Bounce things off of them.
There are several individuals that I call. I think it's
very important that women network, and I think it's very im-
portant that women network with the existing male networks.
There are more existing male networks than existing female
networks, and I don't think we should be afraid of being

a part of those existing male networks. I think it's very
important that women allow themselves to be friends with
each other because in studying about women's issues, I read
about the "queen bee" syndrome where women are almost

afraid to support one another because they think that some-
body might take their job, the only position that might be
available for them. I think it's very sad to see that. I
believe in really encouraging one another and just to have

a female anywhere is exciting and it doesn't have to be

you. You just want to be suportive of the person that is
there. I think networking is very important. (Fran)
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Females chose a diversity of groups as their network connec-

I work with my elementary colleagues, and we socialize
together as a support group. I use a group of friends
who are outside of education. I find that real helpful
because of different views. Then I use a skein at the
university level. I'm not afraid to call and ask for
advice. I've certainly learned that over the years.
(Kathryn)

I feel Tike I can go to anybody depending upon what the
problem is, and I seek different people because there's
a large number of them. There's a summer conference that's
been a group that the superintendent has kind of hand picked.
We go the second week of July and socialize, listen to
speakers, and things like that and talk about what our plans
are for the following year. It's not a group that gets
%ogethir frequently, but they are there if we need them.
Betty

The people I have gone to get support have been males, not
females. They were people that I knew previously. I have
only worked under one female principal and would not call

her for anything. That was not a good experience. There are
a couple of female principals, from what I have seen in
meetings, I'm not sure that I would call and ask them too
many questions. The female superintendent I would. (0livia)

Some females supported the value of creating a female net-

Having somebody like other women as a network, I wouldn't
be afraid to be a superintendent because I know now that
I could call a female and say, "What do you think about
this?" and have a support network. (Diane)

My groups are mainly community groups. I would like to
see a network of women or just a support group that gets
together and does these group things and stuff. (Diane)

I think women need to do more networking. We need to have
a good old girls' system where we can rely on one another
and support and encourage one another in administration.
(Sandra
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Career aspiration. Two females spoke of their early awareness

of administrative aspirations:

achieve

tions;

I got my master's in administration after my second year
of teaching. I knew right away that was the direction

I wanted to go. Teaching was like a stepping stone. I
knew from the beginning that I wanted to be an adminis-
trator. (Gail)

When I started college, I asked my very first counselor,
"What do I have to do to become a principal?" (Kathryn)

Few females articulated precise career goals and steps to

job targets. They offered a “fuzzy" vision of their aspira-

At the university, they asked you to make a career plan.
I had kind of thought over the next ten years that one

of the things I wanted to do was to become an elementary
principal. My job as principal now is definitely part of
that plan. I didn't expect it to happen quite as fast,
so my career plan is kind of this is what I planned for
ten years and it's now here and I don't know what's next.
(Sandra)

I really 1ike my job. I think if I was going to do another,
my next goal would probably be as an assistant superin-
tendent. (Cynthia)

For one female, career advancement necessitated moving for

the available job:

I moved here because they were the first one to offer me
a contract. (Olivia)

Career aspirations were tempered by the risk applicants took

in seeking top-level positions and facing pessible rejection in their

job-seeking efforts. Such rejection threatened positive self-image:

My job was an interim position. After one year, I had to
reapply. They opened it up and advertised nationally and
brought people in, and that was all threatening, and I

had to interview for it again. It was pretty scary because
you're really on the line at that point, 1ike now, I'1l
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those self doubts. (Cynthia)

You're putting yourself on the Tine. You're saying, "Take

a look at me." And when you don't choose me, you take a
look at yourself and say, "What is it that I don't have that
I should have had?" A man will look at a position that's
available, and if he can do 40 percent, he'll apply. A
women has to be able to do 90 percent before she'll apply.

(Mary)
Two females believed that the top jobs were attainable if females

truly wanted them:

My perception of that would be it's because they haven't
wanted to. It never dawned on me that I wouldn't get a job
as a principal some place. If we really wanted it, we would
go out. We would actively pursue it. We would challenge
decisions in which we were not selected. Why wasn't I
selected? Provide me the evidence. I think if we really
wanted them, we would go out and get them. (Vivian)

I did apply for a smaller district outstate. I have applied
for a few [superintendencies] and if I'm going to be serious
on a superintendency, I need to apply to a couple of dozen
and hope to get interviews in maybe three or four out of that
and maybe offered one. (Jane)

Family support. Females spoke of the role family support played

in their willingness to seek and achieve professional goals. A1l

married respondents felt strong support from their spouses. Some

described the specific behaviors that demonstrated this support. One

female felt support, but wished for more help with household duties:
I have a husband who's very, very supportive and encouraging
of whatever I would want to do. I was a principal when we
got married so he knows what he got. (Gail)

I think we both encourage each other. We're both willing
for each other. I think we're good for each other.
(Rachel)

My husband did all the child care. We have two children
and [name] was an infant when I went back to school and
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he did all of it. I didn't wash her head until she was
three years old. (Mary)

Marriage has affected career goals more positively than
negatively, just in the support that I've gotten. He's a
good host, a good social person. In those public environ-
ments, he can blend well, a very good political person.
(Betty)

My husband's real supportive. I'm probably less limited
than many men and women because of his job. I can go to any
state, and he's encouraging me to go on and work on a
doctorate. I really try to preserve weekends for him, and
that works really well. It would be more difficult if

he didn't travel, but I'11 do the week activities and
occasionally use a Saturday workshop or something.

(Diane)

My husband has been a real strong influence. Had he not
been as understanding and as accepting and encouraging,
I probably would have done things a lot differently.

I think sometimes a Tot of women don't seek positions
like that because husbands either don't want them to or
are intimidated by it. It never bothered him that I
worked 11 months. He's really secure enough in himself
that he doesn't have to because I make more money than he does.
(Rachel)

My husband has always been real supportive of what it is

I've wanted to do, and we've both recognized that at some
point there might be a time period when we don't live in

the same city, and that doesn't seem as fearsome as it did
when we first realized that might happen. He values scholar-
ship a Tot and intellectual achievement, so it didn't
threaten him that I finished my doctoral degree a year be-
fore him. He doesn't seem to be bothered by the amount of
hours that I put into work. He really can be a solitary
person much better than I can. (Patricia)

I do have the ability to move. I'm very fortunate that
my husband is supportive and would be willing to move

to another community for me to pursue a superintendency.
I have an advantage that a lot of women don't. (Sandra)

I've just taken eight years to get my master's. In the
process, I had two children and walked across the stage
expecting my third. I do have a very traditional husband
who believes that the woman is the primary person to raise
children and take care of the household, and that has
altered a little bit, but still is not as flexible as I
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would Tike it to be. I think if you would ask my husband if
he is real supportive, he would say, "Yes, I'm very
supportive." Yes, I think he is based on what he believes
that level of support is. However, there are times when

I would really wish for more help, especially around the
household. . . . Although spouses profess support,
%here;s often a lack of understanding what that takes.

Fran

An African-American administrator described the support

from extended family members as a common pattern for black women

working on leadership opportunities:

Female leadership might be one of the things where it may
be a little different because I am a minority. As an
African-American female, it is the predisposition that
leadership and the role of black women in leadership has
always been so strong. The phenomenon of "females

needing to be at home" may be extended more into European
family culture than in mine. Even my mother was supportive.
She made it possible, helped make it possible for me to

do those things. She would cook dinner for my husband,

or she would help take care of the kids. I think that's
true in extended families, African-American families. It's
that extension of a role I didn't know anything about.
That's something I've learned as I've gotten older, about
how men perceive women's roles a lot more limiting.
(Elaine)

Financial gain. Money was both a motivator and a deterrent

for outstanding female administrators. Some professed that finan-

cial gain was the reason for desiring career advancement:

I was willing to work hard in administration to receive
some different type of financial rewards. I enjoyed

my work in the classroom, but in 1981, I was making
$12,500 in the best paying district in the state. I
Jjust wanted to advance myself. (Jane)

Maybe the money issue comesto the forefront for some
men. The money issue is there for me. (Vivian)

A male being the primary responsible bread winner in
the family, money might be more of a motivation factor
than for a female who is sharing the responsibility
of family income. But I see more of that individual
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because there are a lot of females too that money would
be a motivating factor, and I see males with their
commitment to education would be a motivating factor.
(Vivian)

Some people may be motivated by the money that allows them
some financial gain. (Sandra)

Some females saw money as an obstacle to seeking a school
superintendency, due to the pay cut they would assume in moving to
a small district superintendency and the small financial gain for the
increased hours. A few females suggested that public stereotyping
of primary "breadwinner" roles caused feelings of insecurity for some

husbands:

Salary might be a deterrent. There are a lot of places
I couldn't be a superintendent because I'd take a twenty
thousand dollar pay cut. (Cynthia)

In a college course there were four superintendents from
various small districts, and I Tooked at what they were
doing and I thought, "I'm making more money than they
are by a lot." And I thought, I wouldn't take this.

(Mary)

I think the desire to influence what's going on in the
educational arena is a strong motivator. I think there's
some status and money that comes with it, but I don't
think that the hours that you have to put in can compen-
sate for the money. (Kathryn)

As I read "Education Week" or any billboard that's ad-
vertising jobs, they're having a difficult time getting
people. This just goes fiscal, just the money between

an administrative position and a classroom teacher with
their doctorate and number of years of experience are
extremely close. And yet the number of hours required in
that administrative role and the stresses! (Elaine)

I think at times it is very tough on him [husband]. When I
first started making more money than he does, and it's been
that way for quite awhile, I think he realized that we
needed to have the money. It was whether to save his ego
or not the salary. It was kind of a difficult blow that
first year, but it's not that great an amount that he feels
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that bad. It's a different generation than their
fathers' and whatever of our age level. (Betty)

I make good money, and when you start to make money,

people see I work real hard, but it sometimes makes a

person mad that they criticize that you can make money.

My husband handles all the kidding. When I got this

job, I got quite a pay raise, or have over the last

couple of years. So he gets some ribbing about the

wife and her travel. That's pretty atypical for women

in our circle of friends, almost unheard of, but he's

handled it all pretty well. (Cynthia)

Female administrators who aspired to higher administrative
positions were motivated by the challenge of change and making a
difference in the lives of individuals, both staff and students.

They responded positively to encouragement and mentoring from profes-
sional and personal peers to pursue greater leadership roles. Role
models created interest in the higher administrative positions, and
leadership experiences gave females added confidence in their ability.
When family support was evident, many females chose career advance-

ments.

Factors that Inhibit Female Administrators from Pursuing
the School Superintendency

Research question 3b. What factors inhibit outstanding

female administrators from seeking the school superintendency?

The female interviews provided the data on the issue of in-
hibitors to the position of superintendent for female administrators.
The nominated outstanding female administrators shared their views
on factors that discouraged women from actively pursuing the school
district's top leadership position. Queries solicited open-ended,

honest responses to females' Tow representation in the superintendency.
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The ten inhibiting factors that emerged from the interviews were:
public stereotyping, nature of the superintendent's job, undeveloped
career plans, family considerations, networking access, restricted
mobility, limited opportunity, financial inexperience, scarce role
models, and job instability. The sections that follow reveal the
perceptions of the respondents regarding each theme that was found
to be an inhibitor to female professional advancement.

Public stereotyping. The majority of the interviewed female

administrators believed that the public still maintained certain ex-
pectations for females in today's society that often conflict with

the roles required in management positions. The traditional values
and attitudes of the public toward female leaders had a generalized
negative influence on the inclusion of women into power circles

and management job opportunities. The effect of this stereotyping was
strongly perceived by female administrative aspirants:

There are certain administrators that feel that men are
superior, and I sometimes sense that. They don't look

at people as people and jobs as jobs and who is doing the
Jjob or who is not capable of doing the job, which are

not related to what sex you are at all. (Harriet)

Some spoke of their perceptions of the public's expectation
that women would be incompetent in some leadership roles:

The business men in this community, and I use that term
deliberately, think that I don't know very much about
budgets, and they don't know that they can trust me to
manage the budget. Most of them just die when they
figure out that the instruction budget is 82 percent of
the total district budget. That's about 100 million
dollars and they just blanch at the idea that I'm in
charge of that. (Patricia)
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I remember replacing a male administrator in my build-
ing, and one of the first things a parent said to me was,
"You know we were a 1ittle worried when he heard a

woman was coming and taking his place." (Vivian)

I've heard people be concerned about a fear that they
won't be able to handle the job. They never give the
reasons. A superintendent told me in his district the
elementary principals who are women are by far the
strongest because they were willing when there was a
tough situation that had to be tacked, to tackle it,
rather than just sort of shuffle on. (Nora)

I think some people, particularly 1like boards of educa-

tion or some of the old guard, really wonder what the

level of commitment is, and I think they view women as
divided between family and career. There is also the stigma
of emotionalism and not being able to make difficult
decisions. They just don't have that trust factor yet,

and most of it is because they haven't had enough examples
of women who have been able to do that. There aren't

enough of us yet. I'm hearing more and more comments

from male administrators that they really prefer female ele-
mentary principals. (Anna)

Probably not a 1ot of females have been encouraged to
enter. Probably nationwide, there haven't been a lot
of boards of educations who have been real responsive to
wanting females as much as they give 1lip service to

that fact. When the bottom line comes, I think most
boards of education still feel that a man can do a better
job, just in terms of strength. I'm not sure in terms
of competence. But they're perceived as being able to
?eathir the storm and the criticism and stand firm.

Gail

A few females challenged the public perception that adminis-
trators should use aggressive strategies in matters of discipline;
they reported they were criticized by others when they, as females,

enforced a tough leadership strategy:

There is a perception that we're not mean enough some-
times. Secondary people sometimes would rather have
kids show blood for a mistake. I can see that you
can't keep giving them the extra chance because they
blew the system, and females tend to find another way
to help them out sometimes. On a particular case
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that's gone to juvenile court, the teachers think I'm

not going after that kid that much. I may have made the
home visits and done all that stuff. I think sometimes
they see the home visits or the group counseling or the
different things as letting them off, versus getting them
the help they needed. (Diane)

There have been men on our administrative staff that females
have probably complained about saying, "He put his arm around
me" or something that's probably not that big of a deal. It
didn't mean anything. But when they complain about me, it's
more, "She's uncaring because when. . . ." For the most
part, I am a real, "Hi! How are you doing? What can I

do to help you?" type of person, you know, caring, sup-
portive, nurturing type of person. When I get into the

mode of "You really screwed up!" and I have to come down hard
on somebody, and when I do, people sometimes find it offen-
sive. I have a couple staff members that really detest

me. (Betty)

It doesn't really take a macho leader at secondary.

There are many successful secondary school principals who
are female, but I think the public perception is still
there that we need somebody that can take a kid and put
him against the wall. (Anna)

I've had a couple of comments made to me that I didn't
appreciate before I became an administrator. In an ad-
ministrative class I had one of my professors tell me that
a woman who was assertive was very unbecoming. In one
point they're saying you need to be more assertive and directive
?Rd t?en when you are, it's perceived as unattractive.

nna

Some female administrators experienced gender discrimination
in their administrative roles. One female respondent surprisingly
reinforced the biases against women because of personal experience

with female leaders:

Some of the teachers that have been fellow teachers for
quite a number of years are not too willing to accept that
now I'm the administrator and I make some decisions that
they might have to comply with. Women have accepted it
better than males. One male challenged, "Who do you

think you are? What are you trying to do?" (Yvonne)



146

A couple of guys in my building did not want to work for

a female administrator. They would come in and stand over
the top of my desk, real assertive types of behaviors. A
secretary said one day, "I just thought it would be awful
to work for a woman." An adult male walked in as I was
sitting at a desk and started ordering me around. An
elementary parent asked to talk to the person in charge.
(Betty)

I've only known one superintendent that does not, in my
perception, like working with female administrators, but
I've only met one in all of my career. (Isabel)

People are convinced that they don't want to work for
female administrators. I'm guilty of that thinking. After
one negative experience, it was like I will never work for
another female. So I'm very much aware of what I didn't
like about the principal that I worked under and hopefully,
I'm not doing the things that I did not 1ike about that
situation. (Olivia)

Several females believed a public expectation exists for
female administrators to be extremely competent, better than their
male counterparts if they seek a superintendency. They suggested

females would be judged more critically than men in their job

performance:

It seems Tike Nebraska is the last state. We're going

to have to be damned good. And we are going to have to

be better. Anytime we make a mistake, it's going to be
magnified. So we have to be twice as good and do more

good things, more positive things than have ever been

done before. I think you have to have really worked a

Tot harder just for the visibility factor and maybe they've
got the capability to work twice as hard as many of the

men who are leading some public schools, hands down.
(Betty)

You're always evaluated a little differently than somebody
else would be. There's an assumption that you've got

to win their respect, whereas aman may have that already
and then he screws up to lose it. Women can't afford to
screw up very often. You're still trying to fill your
basket with eggs. I think guys have it already filled

and it's just a matter of tossing them out now and then.
(Leanne)
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Female administrators tend to have negative stereotypes
happen to them faster. If they're authoritative, they
get too "bitchy," if they're dictatorial, they get too
"bitchy," if they're persistent or don't let things die,
they "nag." Women tend to be judged, judged a lot
quicker . . . . Women may have to prove themselves a
little bit more than men, maybe never make a mistake or
say they don't understand anything, prove you're capable
once you're there. (Cynthia)

I see women who are working their tails off and they feel
they have to work so much harder, not that they're upset
or complaining, but they're always in there, working,
working, working. I don't sometimes see that kind of
drive in some male administrators. (Sandra)

Budgeting, working with students, staff, supervision of
school, community involvement--in my mind, women have to
do it better and more effectively because they're going to
be looked at more carefully. (Leanne)

One respondent suggested that a successful female administrator

was considered a threat:

Those people that see women as capable in all professions
are going to see women administrators that way. I think
there are a lot of men and women who are threatened by
capable women. (Rachel)

Some females experienced gender-related discriminatory
comments which they de-emphasized simply as examples of human be-

havior by both genders:

There were some negative comments toward [name]. She
really had to blaze a trail. I think the comments hurt

her credibility. (Jane)

There are things they say to me like, "Well you're sure
a lot better looking than the other administrator." I
can't take that personally, but at the same time I know
they wouldn't say that to a male. But, then again I know
they really don't mean a whole 1ot by it. I don't know,
maybe they do. (Betty)

You'll hear people sometimes talk about women being too
nurturing or not being able to step up and take it sometimes
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and maybe that's the one I hear the most, not getting
really tough when I need to. I try not to take issue.

I think eventually there'll be a better feeling of equity,
but right now it's just we're the minority and minorities
take the brunt of the jokes. That's just the way it is
so we just live with it. (Rachel)

I don't think women are immune from that too. We can
make some kind of cutting remarks about some of our male
colleagues. We have to be careful of that. (Vivian)

He makes statements that are sexist but I don't think
they mean it. We have to be careful too that we don't
translate humor into saying those are sexist statements
because we all make statements that are humor that's not

meant. (Kathryn)

A minority female administrator experienced discrimination
that was both gender and racially directed. From this negative
experience, she internalized some positive learning:

I had one family that withdrew their children from school
because I was black. The dad would call me throughout

the three years that I was there and say very racial
derogatory things about, "Why don't you go back and work
with the children that are your own kind?" and that sort
of thing. It was the first time that I had ever heard

that directly. I had it in other ways, but never that
directly directed totally towards me, so that was a great
learning experience. And actually, I treasured that because
I learned that there are people that believe that out

there and I also learned how to work and cope with that.

By the end of the third year, the dad brought the

children back to school and he told me he thought I was

the best principal the school had. It was disappointing
because I had to experience it, but in the end it came

out all right. The superintendent was very aware of

what was happening because we had to start having a police-
man around at night when I would leave because of the
harassment. Based on that, the superintendent was able
to see that I could handle heat. (Fran)

Administrators brought up the issue of physical appearance
as an influencing factor for those who aspire to top leadership

positions. Being judged by age was a big concern of some respondents:
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Being attractive helps everyone in America. America
likes pretty people. You can be attractive without
being a physical beauty, very well kept and poised. If
you're slovenly at all, that detracts from your
credibility. I think it's different for a man than

a woman. That's even evident in our media. It's "Jake
and the Fat Man," not "Jake and the Fat Woman." So men
can get away with that. I'm not saying it's right, just
more acceptable. (Jane)

I think that if you're in a top leadership position, if
you are the superintendent, you can allow yourself to wear
maybe a brightly colored blouse or maybe even a dress,
nothing too crazy. But as a middle manager, if I came in with
big hoop earrings and a bow in my hair and a low cut
blouse on, it would hurt my credibility, just as it would
a man who came in with a plaid sport jacket. But if you
come in with a three-inch open-toed sandal, three-inch
heeled fuchsia sandals, and a coordinated blouse, people
aren't going to take you seriously. No one asks the man
what he did in any unscrupulous fashion to get where he
got, but if a woman is too cute, too pretty, and I'm an
ex-homecoming queen, you can't do cute and have people
assume you're still professional. (Jane)

I think it helps to be somewhat attractive and articulate
to a degree, and competent because you may get notices for
one or the other and then you can pull it off. (Cynthia)

I think physical appearances may come into play as an
obstacle in a negative sense in that aging is more commonly
accepted, I perceive, among men. Gray hair on a man

makes him distinguished; on a woman, it makes her an old
hag. We hair color and so forth, but we don't remove

the lines that nature puts there. (Harriet)

If I were to apply for a superintendency, one obstacle
would be, even though my age is . . ., my looks reflect
somewhere in the 30s. There would probably be people who
would say, "She's too young for that," not knowing my true
age. I think I would need to take regular career steps,
a traditional pattern. (Isabel)

Being young, I wear a conservative blue or gray suit
every day. I wear a high neck collar. I don't wear
anything open or low. I'm very professional. (Jane)
Some women shared their perceptions related to the elimination

of public stereotyping of females in education:
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I'm thinking back to some research that says in the

40's there were more women in administration than there
are now. So that leads me down the road of sexism. When
men came back from World War II, there were GI bills and
they got their education free. Many of them became
teachers and saw where the money was. There's an under-
current of professions in this country with a fair

amount of women in them where men are typically in
management. The vision of women, being fearful of
doingit; all those are pieces. But to me, they're kind
of symptoms, not the cause. The social stereotyping
still exists because of all the occupations that have not
yet been fully integrated. I heard somebody say regard-
ing child care, the problem is that women are mainly in-
volved in child care and anything that involves a fair
amount of women is not given much attention, nor seen as a
respected field, cause it's a single sex issue. (Leanne)

If public believed females were as capable, we'd have
more of them. It's the same with presidents and senators.
Women's credibility is never given. It has to be proven.
I've read in the research women who make identical pre-
sentations as men, the men's speeches are ranked higher.
Resumes with a female name on top, identical to a man's,
?re s§nt out to employees and the man's is ranked higher.
Jane

I feel that we need society to be more conscious and more
sensitive to the needs of all people, and the more we be-
come more diverse and more pluralistic, the more we know
and hope that our children are not going to stay within the
bubble that we might raise them in, and we need to be

sure that as we educate our children so when through with
school, they are going to be able to work with any and all
kinds of people. (Sandra)

I'm annoyed with a female friend who works in another state.
They've been forced to go through all this anti-
discrimination training and a fair amount of it is on women.
She's getting really tired of that and it's demeaning and
da da da. It's almost 1ike a backlash on the very

thing that got us where we are. That makes me uneasy.

Now even women who've benefited from sexual Taws that

give us a chance to at least have a position are tired

of it. It's kind of Tike walking away from Viet Nam, say-
ing, "Hey, I don't want to do this anymore." So it may

be cyclical. We may go through a period where it's not
seen as important. (Leanne)
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Two females were optimistic about change:

I'm not sure the public is quite as critical as maybe
we think they are. The stereotype may be changing.
(Mary)

The number of females is expanding. So I think
people's ideas about women in a leadership position
1ike that are changing. I think they're more open to
it. (Theresa)

Undeveloped career plans. Females tended to be present-

oriented and focused on the positions they currently held. They
derived satisfaction out of present job assignments and did not target
positions that would be considered administrative "advancement." The
inconstancy of society was a factor:

There's a lot of ambiguity. Anymore, lTife just isn't so
cut and dried. You don't just grow up to be this and

you don't spend your time studying to do this. Things
change as you move along and you go through 1ife and all
the experiences. I've got a lot of time to do things yet,
a lot of time to make changes if I want to and it will be
my decision to do that. (Vivian)

I've not applied. I remember when I first started teach-
ing and thought, "I will be a junior high teacher all my
1ife and this is the most wonderful job in the world. I
can't imagine doing anything else." Almost every job I've
had, that's what I've said to myself and later decided
there was something else I wanted to do that would give
me another opportunity. (Patricia)

I kind of fall into things. I don't necessarily make
big plans or long-range kinds of plans. I don't know if
that's good or bad. It's typical of me to explore if
something looks interesting. I'm trying to take a few
more risks than I've taken over the years and do some
different things in the position I'm in right now.
(Vivian)

Principalships were the end career targets for many of the

female administrators interviewed:
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I made a conscious choice to be a principal of an ele-
mentary school because if I'm going to be a junior high
principal or middle school or central office position,

I really need to have the principal title. Even though

I feel 1ike a principal, and my principal calls me his
co-principal, application people don't see that. So it
becomes important to me to be an elementary principal for
awhile. (Diane)

The only thing I'm potentially looking at is I'm convinced
my strength probably lies in the principalship. I'm very
sure about that. I like being in a building with the
teachers. I've briefly experienced working in the central
office. It's so still, being removed from the action.
That at this point isn't particularly intriguing. I like
where I am. I'm real interested in looking at middle or
high school, simply becausel have some real strong feelings
about how they might be restructured. I'd take some of the
things we've done at elementary and translate those into
?eve]gpmentdﬂy appropriate practices for grades 7-12.

Gail

I'm sincerely going to Took at principalships in outlying
districts and a director job that's coming up in this district.
I feel 1ike I have both a building background plus a

special education background, and I may give a shot at

that one. (Mary)

If I'm not a principal within the next couple of years,
then I will probably either seek an administrative position
in another district close by, or my husband and I will be
in a position to leave the area. (Betty)

I can't always predict where my interests are going to
take me. I'm not quite sure where I want to be. I defi-
nitely want to stay in the principalship for several
years. I need to Tearn a lot more about that, and I

would also Tike the opportunity to work in another school
or another system. . . . There aren't very many women

who aspire to anything outside of the elementary principal-
ship. (Anna)

A teacher who's a coach is seeking an administrative posi-

tion because he says he knows he can't go any farther as a
coach and wants to do something else. That's real scary.

Not having him identify what he means, it's hard to judge

the two. I'm not a big ten-year planner of goals. I even
hesitate planning five years ahead because I don't do a
five-year plan. I do a one-year plan, and it may be I'm going
to be a principal in one year, and I think I've been saying



153

that for the last three years. I don't do five-year plans
because I have to wait until I feel comfort and success in
what I'm doing in order to make a change. I need personally
to become a principal, a high school principal. After

that T wouldn't mind being a superintendent. I also took

a lot of higher ed classes so that may be an option too.
(Betty)

Several females had considered the school superintendency:

I think I would apply for a superintendency. I don't think
that 1 would be qualified or people recognize me a quali-
fied candidate without being a principal. (Betty)

In five years I could still be a principal or could pos-
sibly do the superintendency. I also have an interest in
early childhood education. I really would like to work
with developing some preschools within businesses.
(Isabel)

There is a possibility of a superintendency/high school
principalship at [school name] because the gentleman who
has that position now wants to make one more career move.
So if I really want a change, I think that the town and
the community and the board 1ike me and respect me well
enough that I could apply for that and I could probably do
that. (Isabel)

The thought of superintendency has crossed my mind now and
then, but then lots of things have crossed my mind. (Nora)

I did apply for the superintendency here this time because
after the last two, I knew I could do it. I was not inter-
viewed by the board, but I had just gone on a trip with the
whole board on site-based management and we had spent a lot
of time talking about the importance of breaking paradigms
and Tooking at women. 1 really attribute some of the con-
versations we had about women and being superintendents

and breaking paradigms to the fact that a female got hired,
because some of the men were macho men. It happened to our
current superintendent as well. So I think if I'm going to
move ons 1t needs to be to move on. But there is a lot of
speculation. We've just transferred several teachers and
there's a lot of upheaval. I've heard several people say
our superintendent will be gone in two years and you'll be
our new school superintendent, but I really would Tlike to
go somewhere else. (Diane)
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My ultimate plan is to be in central administration,
whether it be as an assistant superintendent, or as a
superintendent, or a director. My immediate goal is to
be an elementary principal with the hopes that leads into
central administration. (Theresa)

I do plan on moving to the superintendency, but I have
some very strong feelings about it. It is extremely
important to have adminstrative experience on the level

of principal. A1l through my career I've made an attempt;
in my resource work I worked with high school students
and teachers, to keep contact through the levels and I
think that's important preparation for a superintendency.
It gives one an understanding of school functioning.
(Harriet)

Three or four years ago, I would have said absolutely not
because I'm not interested, but I guess the more I've

been involved in a site-based decision making model and
doing some things like that, I can see eventually where I.
might be really intrigued by doing that, being able to
pull a cluster of schools together under one umbrella and
see what you can do with that. (Gail)

I'11 probably apply for a superintendency. I either want

to do that or teach at the college level sometime. 1

don't see superintendents lasting more than five years, so
before I go to superintendent, I'd Tike to work in a central
office position first. (Diane)

At one point I thought very strong in wanting to be a
superintendent and have not given up that idea at all,

but at the same time I can see myself doing other things.
I just want to allow myself to be ready when certain
doors may open, so I am just preparing myself for whatever
might come along. (Fran)

I will not say that I will never be a superintendent. I
will say at this point, I really 1ike working with princi-
pals and teachers, and a superintendent needs to work much
more with the board and has fewer opportunities to work
with staff. (Patricia)

Some females spoke of the secondary principalship as being
the fast track to the superintendency:
Most superintendents come from the secondary administrator

force. Most of them were secondary principals, and there
have not been very many female secondary principals.
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Secondary principals have often come from the coaching
regimens and just the habitual way it was always done
made it difficult. I think now women have perceived

that this is an objective that they might want to go for.
They are starting to prepare themselves and having more
opportunities in that superintendents are more willing to
look at them for secondary administration. I think the
public, the school boards are looking at people that have
?ot g?ne through the traditional route to get there.

Anna

For females to apply now for secondary positions is another
step toward applying for superintendency. I think that as
the number of females in secondary positions increase, there
will be more females in superintendencies because of that
career pattern that's worked in the past. (Elaine)

Certification for the superintendency was a variable that

affected career possibilities for some females:

I didn't ever consciously think about what are the
experiences that you need in order to do any of those
jobs. I did make sure I sort of had the certification

in place and tried to keep up on the reading and research.
It's ongoing. You're analyzing your situation and you've
moved based on what's there and what has attracted you

at that time. (Patricia)

I think if my credentials were in place right now, I'd
probably apply for the [school] job. So I think the only
thing that inhibits me right now are my credentials.
(Kathryn)

I think we haven't gotten ourselves ready through
certification and getting some of the experience. We've
taken time out for child raising. (Mary)

One administrator's career aspiration was to view the long-

term results of her leadership tenure:

I plan to be in not the largest building in the school
district. I plan to be working with a staff that I

have recruited, trained, and joined me in a philosophical
belief on how kids learn, and we're attempting to put
that into practice. (Vivian)
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The perceived nature of the job. A great obstacle to enticing

female administrators into the school superintendency was their per-
ception of the nature of this leadership position. Most females
interviewed insinuated that the top job was not better than other
positions they held or could choose. The activities of the super-
intendent were not seen as rewarding tasks by the interviewed female
administrators. Females preferred other educational ventures that
provided daily human interactions. Some women were satisfied with
their current positions:

They may be comfortable with the way they've always
done things if they've been in the principalship for a
Tong time. They may be satisfied where they're at.
They may not feel they're good at money management or
PR. I think knowing what you're good at is important.
(Yvonne)

The higher you go, the less Tikely you're going to be
able to make decisions that are going to be acceptable to
a variety of people. Working with boards of education

is real discouraging to a Tot of people, always changing,
nothing constant about it. (Gail)

Some people just stop where they feel comfortable. There
isn't great aspiration, that great need to continue to
achieve. I think it becomes comfortable. Age enters into
it sometimes. The opportunities didn't present themselves
and time passes you by. Some people do not want the
ultimate responsibility. One thing that upsets me is I
think it should be OK to be a career assistant principal
if that is what you want to do, and I don't know if

we've given that enough credibility. (Betty)

I'm a people person. I believe in people and I'm very
motivated by children. I need to improve appreciating

paper work. I don't mind doing it, but I would much

rather be out and about. (Fran)

Some female administrators questioned the desirability of the

superintendency and pointed out the job tasks that they did not prefer
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I don't always know if the superintendency is seen as
a positive position. I think it's basically viewed
as a real shit job! (Betty)

A male made a good point at a conference regarding
secondary principals. Women don't want to go to those
smaller communities and be in charge of all those athletic
events and basketball games where they have to deal with
some of the obnoxious parents or drunkenness or have to

be physically able to back up what they say to a group of
kids. That policing role just doesn't fit. (Kathryn)

A lot of responsibilities in terms of decision making are
fairly similar. It's just the audiences you're working
with are different. At this point, I guess my interest in
working with boards of education and legisiatures and
things hasn't really been there, and the finances are

not as much my areas of interest, but I think if I would
pursue that more, I guess I would feel more comfortable
with that. (Rachel)

You need to consider whether everybody views the superin-
tendency as desirable. Supposedly it is, but I don't
know that it is. I don't know what's so desirable about
it. I don't equate it to a business where you're like

a president. I don't know that the satisfaction is
there, and if you're going for a quality of life and
fulfillment, I don't know that the superintendency ful-
fills it. It's just problem upon problem upon probiem.
If anything, a superintendent needs a wife. As a female,
you would need a wife too. (Elaine)

I wouldn't hestitate to look at a position in a larger
district because I could do a great job, but if I had to
go to a real small district that did not have a budget
director . . . . I could deal without a curriculum
director, because curriculum is my long suit, but if I
had to do everything, the PR, the curriculum, their
personnel and be in charge of the entire budget, that's
more than I want. (Diane)

I wonder if the kinds of things that women want to do
as far as being involved in curriculum and those kinds
of instruction and staff development things is just not
there for the superintendency. (Rachel)

157
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Two females suggested quality of 1ife and time with family

were stronger influences in career decisions. They felt those would

suffer i

n a superintendency role:

There are some females who would prefer not to take on

the top or the primary leadership role. They don't mind
being a leader, in fact maybe really enjoy being a leader,
but not wanting that total responsibility of being in
charge of a whole school district, therefore, may be very
willing to accept the assistant's position or the associate
position, but not really wanting the total superintendency
position based on the fact that they still have so many
primary responsibilities at home. (Fran)

We're going through a phase where people are making a
determination about the quality of life that they lead and
they're weighing the amount of stress and problems that

you have to deal with in a lot of positions. They're

having a difficult time getting principals, and one of

the things is just the money between an administrative
position and a classroom teacher with their doctorate and
number of years of experience are extremely close and the
time on the job, and yet the amount of hours that are re-
quired in that administrative role and the enormous stresses
are great. You're not dealing with nice little -two-

parent families, mother at home. You're dealing with people
with parents who are under pressure and all of the needs,
the enormous amount of needs of kids. If they're not
careful, they're going to be getting fewer people who are
willing to go through all of the other things. They're doing
less of education. (Elaine)

The aspect of distance from daily contact with teaching staff

and students made the superintendency undesirable to some aspiring

females:

My vision of it right now is that it's too far removed
from kids and the classroom and the teachers. I don't
think it has to be. A superintendency at a smaller
district might be something that I might look at at some
point in time. (Anna)

There are some social concerns of moving into a level where
the social group that you're real comfortable with, you
leave. If you're a teacher in a school and the other
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teachers are part of your peer group, and you move into an
administrative role, then it doesn't seem real comfortable
or doesn't appeal to a Tot of women, especially if there
are no other women administrators around. (Nora)

My one concern about the superintendency is that I'11 Tose
some of the kid contact, and I really enjoy that. I fear
being so involved with the budgetary process and the
building and grounds that I won't have the kid contact.
(Sandra?

The political nature of the position of superintendent added

stress and pressure that was not perceived worth the minimal and some-

times indistinguishable rewards of the job:

A Tot of times I hear assistant superintendents say for
the ten thousand doltlars more he makes a year, let

him take the heat on it, and the hours on the negotia-
tions with the board or those kinds of things. It's not
worth the work and effort. (Jane)

A few years ago it was just a natural kind of thing. You
were a principal for awhile, then if you wanted to do some-
thing, the superintendent or central office, you just
naturally went into it. But I think most people now,

women and men, really have to consider all of the things
that are going on in education, and some of those things
are not real positive, and so they have to think about
whether they are going to be able to withstand the pressure,
and the pressure is on. We have to be accountable. There
isn't a lot of money and isn't going to be. Whatever
dollars we have, we better spend them as wisely as we
possibly can, because I don't know how much the public is
going to want to give us. We will be judged. (Isabel)

The superintendent was required to play different political

roles with the diverse groups he or she represented as an educational

leader.

Females spoke disparagingly about these roles:

I wonder if the kinds of things, those kinds of instruction
and staff development and some of those kinds of things, as
an opportunity, is just not there for the superintendency
level. They may be interested in different rewards from
their profession. I'm not sure women are used to really
thinking of the superintendency as far as a career path.
There seems to be more confinement, more people watching
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you, in a sense of watching and trying to control what
you're doing, whereas in the job that I'm in right now,

I really have a Tot of latitude and freedom to be creative
and that's just real important. (Rachel)

The amount of time it takes. In addition to your work
related to school, including school board meetings and
committee work, there are so many community responsi-
bilities that you're expected to be visible: and around:
Rotary, the Chamber, or whatever civic groups. I would
guess a superintendent in the metro area probably spends
five nights a week, at least four, away from home. A lot
of those are perceived as social, but they're not. It's
very political, always image making, just a real burden,
and I think difficult for the spouse. You're kind of 1ike
a secondary role. You're shaking hands, remembering names.
(Kathryn)

Some would view it as a political job, and they don't want
to get in the middle of a political squabble. There is just
a lot of nitty gritty grief that you have to take with

the superintendency, like heat at and snow day decisions.
Those are no-win decisions, no matter what you decide, your
phone's going to ring; people that are angry because the

bus is Tate or people upset because the teacher gave their
kid a C+ instead of a B-. Some people don't want to

deal with that. (Patricia)

The male can go down for coffee at 10 o'clock and be fine
with the good old guys, and it will take more effort on the
female's part to do that. (0livia)

One female contemplated how she would need to Tearn to deal
with the political nature of the position:

There are times on really controversial issues when I just
have to work really hard to screw up my courage to do what
I know needs to be done, and I think I would have to be

. .. I would just have to practice that. I would
need more of this kind of experience to feel confident and
able to do that. (Patricia)

Family considerations. Family status had a definite impact

on career decisions for female administrators. For some women, career
development time had been sacrificed for building cohesion within

the family:
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We've taken some time out for child raising, so I think
we're older and we lag behind. (Betty)

I have been working towards administration a number of
years. I have a lot of personal drive. I also have some
very strong feelings about the importance of family and
family unity, and while my children were at home I felt
very strongly that that was important to keep the family
unit together. 1 was pursuing education all of that

time. I was growing as an educator. Some people would
look at that and say sidetracking. I tended to think that
I was not sidetracking, but I was broadening my experiences
as an individual and as a professional. At the same time
I was keeping the family together until my children had
left home. (Harriet)

I had an encouraging spouse. I think that probably raising
children slows you down some and that you just don't have
time. I didn't get seriously interested in doing a whole
Tot until my kids were in junior high. Parenting was plenty
at the time, and I didn't need to be doing a whole lot of
other things then. I very much enjoyed raising my kids and
working. (Anna)

I wonder if the time commitment that it takes, raising a
family and doing all of those kinds of things, that maybe
makes it difficult to do, because women that I see, it's
been asacrifice for things that they've had to do. (Rachel)

The ability to be mobile is important. I have always told
my husband that if your career takes us any place, I'm
willing to go. However, when my career was about to take

us someplace, he wasn't ready to go and I understood because
there are very few men that are willing to leave their
positions for their spouse--their wife's career. I think
women, especially married women with children, are less
mobile. (Fran)

Taking college courses, you saw the husband taking courses
if he had a three or four-year old, but very seldom did you
see women with young children. (Sandra)

Some women made hard choices between professional career goals

and personal/social goals:

I think that women who are married that their husbands'
occupations, jobs or professions have a whole lot to do
with why they don't apply. . . . The nature of the family
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is the male has been the leading breadwinner and women
typically go where their husbands' careers are established.
Men have been paid more than women. Women are often in a
situation where they have to make decisions between marriage
and professional ambition. It's my perception that these
people that are very progressive are either single, divorced,
or with no children. So I think that must say something
about the demand of the position--the time you're going to
invest and the support you need from a close one.

(Kathryn)

Women I talked to are not as focused. They acquiesced to
their spouse's position. "Jim's got a job here or I need
to stay because the kids are in high school." The male
priority is career first which would be pretty much what
mine is, but most women don't put career first. They put
spouse and children first. You just have to negotiate
?ea]s)between you and your spouse to make things work.
Jane

A few females professed putting career goals first and felt

they lost relationship time:

I think I've always really been interested in having a
career first. That has been my primary focus. (Leanne)

My career has probably affected my marriage more than
anything. That's probably a weakness that I have. 1
have a real hard time balancing career and personal 1ife.
I want to do too much careerwise and my personal 1life
suffers. (Sandra)

When you become real involved in a school district, they
begin to call on you more and more, so you give an awful lot
of time to the school district. That does limit the con-
tacts you have with the outside world if you don't put
balance in your life. My goal is to put more balance in

my life. It's real difficult for me to entertain taking

on a job that I would have to marry again in order to

become competent and established. Right now, I'm valuing
balance. (Kathryn)

One women believed it almost impossible to keep both family

and career growing:

A majority of the women I know closely are not prioritizing,
even though they would 1ike those things. They want them
in addition to keeping the family and spouse happy. And
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I just think that's not always possible. You need to
have somebody willing to support you, instead of you
supporting them and your own career. (Jane)

Decisions on career opportunities created conflict for some

families and necessitated compromise:

Whether a spouse agrees with your promotion or agrees

with being moved to or applying to another city is an

issue . . . . I have to be a superintendent in a community
that can also support my husband. (Betty)

If there were a superintendency ten or twenty miles from
my husband, that would be a possibility. But I do not
mean to imply that both feel very strongly that my career
must be my career. He chooses to be where he is for his
own particular reasons, and I am probably going to choose
to work in a larger school system than he has. (Harriet)

It does seem somewhat subservient. Women are expected to

go along [to interviews] as the package. It's difficult
for my husband to drag along to my conferences and not be in
the limelight as far as the conversation that I carry on, or
just not be one who has the relationships with the people
that make us feel good together. It's simply hard to be

the outsider. Females have always played that role.
(Sandra)

Women have done double duty with home and job and have willing-
ly accepted the challenge in order to show administrative competence.
One single female felt she was able to participate in more profes-
sional activities since she had no other obligations:

I usually do school work at home. The older my kids get,

the later I stay and the less I bring home. Every year I

add another half hour. I don't think women are very good

at doing whatever they need to lighten the load. They always
seem to take on whatever someone else gives them. (Cynthia)

It was very important to me that I did not allow my family
obligations to hinder me in doing the job that was neces-

sary in the superintendent's cabinet, and I wanted to pull
all my weight along with the other individuals. He would

remind me, "When I go home, I can put my feet up, but when
you go home, you have another whole job to do." (Fran)
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Females with family are as capable. You have to be a time
manager and a good organizer. I don't have the responsibility
to pick anyone up or prepare a meal. I don't know if you
couldn't be just as efficient taking the work home. I think
having children would be very hard. I've had lots of ad-
vantages in being able just to go to things and out of

town without making arrangements. I just got back from
speaking in San Francisco. (Jane)

Networking access. Female administators spoke of the adminis-

trative network as a source of job opportunities for males regardless
of their proven competence, but suggested the network was not as

available to women:

There is a certain network where the same people are re-
peated or recycled, and it's hard to break into that cycle,
but I think the opportunities are there, and it's interest-
ing how once you become a superintendent, you can go from
superintendency to superintendency. Your credibility
factor's there. I've seen people who have not been that
successful when you analyze what they've done, but they
were willing to take it on and put their time in and now
they're rewarded. (Elaine)

We've had a really hard time breaking into any administra-
tive job. I really do think there is still a good old

boy network alive, and I guess I've seen recently men hired
who have been out of education for along time, but they're
part of that network, and very qualified females who have
spent their lives in education who are making a difference
in the community, etc., being overlooked. I'm looking at
people applying for my job and heard the teachers saying,
“That's a woman who hasn't had enough experience," and
they're not seeing that they just had me who also taught
third grade. They can't draw the parallel. (Diane)

A dynamic female high school principal was never included
by the other high school principals. She's an exceptional
leader, yet when they'd go off to a conference, nobody asked
her to sit in their car and carpool, and she'd take a
separate car and all those other things that happen when
{gu'ri not a part of the club. She's overcome that.

ane

One female spoke of the network being as equally inaccessible

to young progressive men as it was to women:
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1 see more obstacles when I talk about good old boy that are
just as tough for men, progressive men. My husband is in

his early forties, but for the longest time was not recog-

nized because he was not part of the good old boy network.

It was just as difficult for him and some of his peers.

Now they are. They have kind of 1ike a changing of the

guard. Principals needing to do some of these things is becoming
more and more important. It just is no longer a criterion

just to be good. I don't see that as a gender issue. (Rachel)

The network was appreciated as a source of information to
aspiring administrators. Females voiced frustration at not being able
to comfortably participate in the network's informal social setting:

One obstacle is not being a part of, since you're a minority
when you're in administration, the majority network for
getting information and learning about what is a primary
issue, the opportunity to share professionally and personally
with other people because they are mostly males--personally
more so. The guys can go together and sit in a bar and just
talk all night and that's fine, but if I really enjoyed one

of those people professionally and liked their minds, I
couldn't ask him to sit in a bar with me all night or even
have coffee together. This is still something that's a little

taboo. (Nora)

The boys can go out and beat around the golf ball and drink
beer and play cards. And Tots of times, moms have to go home
and wash dishes, put bandaids on knees, and there isn't

time to work out stress. (Yvonne)

Men tend to network. Women are just beginning to network

a lot better than we've ever done in the past. I think men
knew how to network and knew how to use the good old boy
channel to get information. When they got in the position,
they could reach for someone who had the experience and who
could help them, and women are beginning to do that because
they're beginning to be enough women who you can call

upon for them to lend their expertise to the situation. An
example is at a meeting with only two females, we'd be in
the middle of discussing an issue and take a break, and the
men went to the restroom and when they would come back out,
the discussion would move on. It was almost like the
discussion had ensued. I brought it up. The other thing is
that a 1ot of things are done on the golf course. Educators
are golfing more and more. Females are not always invited.
Information is powerful, and even though you don't make a
decision, your access to information is enormous at these
times. (Elaine)
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We have a district golf league which is male. I golf. As
a matter of fact, I've won several tournaments and this is
to my chagrin, I'm not in the golf league because I

don't really care to be the first woman to break into the
good old boys' group, and I probably should because some-
body should. I know that even though they would be taken
aback, no one would keep us out. That would be a non-
issue. A new principal came from outside the district,
and he golfs in the league with our superintendent. You
can just see that he's immediately a part of the good old
boy network. He didn't have to spend four years being
competent. He just kind of walked into it. (Jane)

Some females have developed strategies to access the net-

work's information system:

Males seem to have some network where they get information
from one another. We don't seem to have that. My principal
doesn't have that either so he's not much of a source. I'm
a political creature. I think you need to know what's going
on. We had a required meeting called this afternoon with

no reasons given. I told my principal I'm getting on the
horn. I have males that I network with because they seem

to have a better post than I do. (Mary)

I make it a point to go in and when I'm sent in I sit in
with the other two male administrators of the school. And
we talk football and we talk hunting. I can do all those
kinds of things and it never bothered me because my father
also included me in a lot of those things and my husband and
I do so many things together that I can talk hunting.

I remember one female administrator saying that, "Go in
and sit down and talk rough with them."” I'm aware that's
a conscious thing that I do. I think that's a good
strategy, but there's some criticism to say that we've had
to fit into the male culture for too long. We need to see
the female role models so we can just be who we are. I
don't know that I support that argument because there's
nothing wrong with going in and just trying to blend in.
It doesn't bother me because those are the things that I
enjoy doing. At parties I oftentimes find myself in the
room with the men and not off in the kitchen with the women.
I don't enjoy cooking. I don't enjoy housekeeping. I
don't have children. I have very few of the kinds of
things that I enjoy talking about. 1I'11 look around all
of a sudden and realize that I'm the only women in the
room so after awhile, I move on to the other room.
(Rachel)
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A female administrator who was invited into the male network
advised other females to strongly reinforce the risk-taking behavior

of those who open doors:

We still Tive in a male-oriented society and there still
is a "good old boy" network and those that hire many times
hire people very similar to themselves, and you have to have
individuals hiring with flexibility in their vision to be
able to go out on a 1imb and bring in somebody new. The
superintendent that brought me into the superintendent's
cabinet, me being the first female and the first

minority ever in the superintendent's cabinet in the
history of the district, means that this individual went
out on a 1imb and had more flexibility in his vision and
in his paradigm in reference to what he believed a

female could do. However, it was very important for me
and very important once we're there to be able to help
that person who went out on that 1imb to feel good about
making that decision. It was important that we do an
outstanding, extraordinary job. (Fran)

Limited job opportunities. Females felt the limited number of

available positions in the area of superintendency was a contributor
to females' lack of representation. One female believed the con-
servative nature of Nebraska administrators who stayed in jobs over
a Tong time period kept positions from opening up:

An inhibiting factor is the competition because there
are fewer superintendents. I'm having trouble with the
word inhibit because people may be trying, interviewing
for those kinds of positions, but the law of averages or
statistics says there aren't going to be as many because
there are fewer of those positions. (Rachel)

Nebraska people stay. When you get in a spot that you
like, the conservative concept of the community and the
state is "stay there," and I don't know whether there
have been many openings for a lot of females to get into.
I don't think they're really applying either and that may
be because they're not really used to it. (Betty)

There are a lot of teachers and there are fewer princi-
pals and there are even fewer superintendents. (Sandra)
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Females spoke of the job lTimitations in small communities and
a perceived difficulty in advancing beyond the assistant position:

I'm not sure there's a lot of small communities in the state
of Nebraska that are willing to hire single women. (Vivian)

We still 1ive in Nebraska and have a small Nebraska mentality
at those Class D schools. I'm not sure we're ever going to
break through . . . . Around our district there are more

of us all the time, and we all seem to be in assistant posi-
tions, can't seem to rise beyond that. (Mary)

Some respondents suggested that females simply were not

offered top administrative positions, and they needed to consider

other job options:

I think females are not offered the top positions. They
may get an interview for the top position, but it even-
tually comes back to people who are superintendents, are
white males, and they're going to promote an assistant
superintendent who will then become a future superintendent
somewhere. (Jane)

The next step would be an assistant superintendency which is
held by my boss who is about the same age that I am, and
unless he would go into something else, there would not be
an opportunity here. So I find myself doing some consult-
ing outside that allows me to extend myself that way.
(Elaine)

Sometimes females had administrative opportunity due to last

minute hirings:

I was hired for an administrative position three days
before school started. The person that hired me was
taking a big risk, but probably would have never taken
it if he'd had a month to advertise, but he didn't want
some unknown that was still left. He knew that I would
be willing to take a cornfield agreement to get in.
(Diane)

Lack of job opportunities in Nebraska and not wanting to

move held some females in current positions:
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I have been considered for a superintendency but they were
outstate and when I would weigh the moving and the system
I think I really 1ike where I am and there are opportuni-
ties here. (Elaine)

You have to get a superintendency to get a superintendency.
Even if you go away and do it in some little bitsy place
and then come back. You need that title. You need to have
done it to do it now. If my major goal were superinten-
dency, then I suppose I would do it. I would take a small
superintendency, just do it if that was my direct goal,

but it is not. My direct goal is probably as an educator,
not as a superintendent. To me they're different. It's
1ike that Catch 22. Without the experience, you're not
considered, but how do you get the experience? Females
would rather settle for bringing about real change than just
the title. (Elaine)

One respondent spoke determinedly about the need for society
and public education to open up doors for women by investing more
in their potential to grow on the job and not waiting until they have

the equivalent experiences of males:

Sometimes it's hard for women to get a chance because

the men are still in the mindset of "you haven't had

these kinds of experiences, therefore we can't hire

you." That's clearly ruling out a lTot of women appli-

cants. I think men are going to have to respect differ-

ent kinds of experiences as equal to what they have

historically thought were the only experiences to have.

I think they're going to have to risk some things on

women and say, "OK. I know you seem to have those skills

and we may have to mentor that person more." The problem

a lot of times is we want somebody that's already got

all the skills for the job because we don't have to

mentor them. It may take more time. If they hire this

person, they're going to have to put a Tittle more energy

into it, a 1ot more support system, because it's a unique

situation. The reality is that they may be able to tailor

them more as to their way of thinking. Whatever you want

we try to be it. We're wide open on how to do some of

these things . . . . That women are not applying is clearly
- the most black and white response. You didn't apply, so

how can you possibly be it? That's the concrete philos-

ophy. That's right in terms of something we can measure,

something we can see and touch. The problem is that

it's not the problem. It's a manifestation of the problem.
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It's deep rooted and it is societal and that's depress-
ing. There's a lot of stuff that happens and we're not
getting at that issue. (Leanne)

Mobility. The ability or desire to move to the available
positions was a great inhibitor for aspiring female administrators.

Some shared that they did not want to move their family too often

for the job opportunities:

I don't want a lot of changes for a lot of years. I'm
looking out for my family's best interests too. I

don't want my family moving from place to place because
I'm looking for bigger and better. I want slow, steady

upward movement. (Yvonne)

I think partly females are few because of location. You've
got to move and you're not guaranteed you're going to

stay there very long. Women don't want to move that

often. They can't. They usually are the nurturing person
in their family or they may feel that they are. It's not
as acceptable for a husband to move for his wife. But

I don't think we're all just going to go anywhere. It's so
unfair, because my husband wouldn't even dream of moving
unless it's good for me, but people our age wouldn't

ever dream of moving for their wives. (Cynthia)

In Nebraska, you're going to be Tooking at a small school
district which in itself could be a detriment. (Mary)

One female shared that mobility may be a necessity for those
who must take unpopular administrative action and then move on:

I had done a lot of cleaning up so to speak. After you

do quite a bit of that, you have to go. You cannot be

place-oriented. You have to be willing to go because

there's a point in time that you can no Tonger work with

your staff and that's the only way you can affect changes
in school is through staff involvement and working with

the staff. (Isabel)

Several females spoke of limitations to pursuing the best

available leadership positions due to family compromises on the issue

of moving:
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I don't have the freedom to go wherever to get the job.
I look at bulletins and stuff and I think, wow, I want
to . . . . My husband's work is right here and so here
I am. I don't have the flexibility to go where the job
is, so that's been one of the things that's been holding
me back. I'm kind of Timited in the area out here.
(Theresa)

My husband has a definite career goal in mind too, and

he sees himself being advanced within his department. But
we also recognize that both of us are at a point where there
are very few positions with very many people interested

and qualified. We may not be those that are chosen, then we
are both willing to go with the other person somewhere

else. (Betty)

Probably flexibility in being able to move is an issue. I
had applied for an area superintendency 1in a large city and
was encouraged to apply by the superintendent there. I told
him I really was not looking for a job move at that point,
but based on his encouragement, I decided to go ahead and
apply. I wanted to find out what was being offered and
more about that particular position, plus I thought it was

a learning experience just to go through the interview
process. I was offered the position. I didn't take it.

I had to look at the fact that my husband did not want to
relocate to the area. I had to Took at, would I get an
apartment in the city and move my children there, because
there was no way I was going to leave my children here,

and it was just really heavy decision making. The money

was double what I was making, so if money was the primary
motivator, I'd probably be gone. I had to look at family
responsibilities and obligations. (Fran)

Oftentimes, it's the small districts that are available,

so I think it's sacrificial if you want to go down to a D.
And then the geographical issue and the mobility--so

those are some of the sacrifices some females can't make
or don't want to make due to their spouse/companion career.
(Betty)

I think you're getting females who are in my position who
can move and take administrative jobs and know they can move
every two or three years. They may be willing to do that
with less responsibility for family, but most of the time,

a female is with a family and a husband, and how many
husbands are just going to pull up from their job to go

with you? (E]aineg
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If I wasn't married and I was flexible, I'd look in other
places. I'm starting to know people all over the United
States. When someone from California says to me at a
conference, "You call me when you're ready," I'm sorry.
But I will probably call when I'm ready to look for a

new position. (Cynthia)

I always want to stay around close to my family. I'm real
family-oriented. I would like to move on to maybe out

of state, but right now my family's more important.
(Yvonne)

Some females with the support of their spouses, however,

had moved to acquire a new position:

I have already moved for this position. As a first-year
principal, they gave me one year to find housing and to
sell our house and move as part of the contract. We
would do that. (Yvonne)

My husband was very supportive and would move to whatever
Tocation I could find a job. I had the ability to move
wherever I wanted to move. (Sandra)

Some females had placed parameters on their career search in

terms of location:

I drew a circle around . . . of 150 miles, and I decided
I would apply for anything that fell in there that was
appealing to me. And I wanted the biggest town I could
find because I just didn't know how well of a fit I would
be in a small community because I'd never lived there.
This was the first position I applied for and I was

Tucky enough to get it. 1 felt pretty lucky to start in
a big district. (Anna)

I don't want to go to a small community and start as a
superintendent. As a single person, I don't want the
lifestyle of a small community. So that's real difficult
for me. I'm working with one of the best school districts
in the midwest and as a single person, my network, my
support group is right here and my family's not very far
away, and I value both of those things. I know life

can be Tonely and so to pick up and go to Seattle for a
career opportunity is not motivational. Money is not

a driving factor. (Kathryn)
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I don't ever see myself, my husband or I, in a town any
smaller than the metro area, so there's not a lot of
opportunity to move to a superintendency position.
(Rachel)

In my case, I think as I hear people comment on that,

I think it's because they don't want to go to a small

town or be out in the middle of nowhere. When I talk about
a geographical circumstance, I'm maybe talking about a
whole state. There are some areas of the country that
appeal to me and some that don't, and I don't know that

I would necessarily discount a place. There might be

some fascination in some place that was kind of remote.

So the geographical factors might not be any different

than they would. (Nora)

I didn't really care to move to a small community that's
too isolated. It's real important to me to either be in
a large district or a district that's real close to a
larger city, just for personal enjoyment of culture and
theater and my free time. I'm real interested in recrea-
tional activities. (Jane)

Financial inexperience. The majority of female administrators

stated concerns regarding their knowledge of budget matters, and
some were concerned about dealing with legal issues:

Probably my weakest area is budget, and it's only because
I haven't taken the time. It's kind of boring to me.
I figure at some point if I need to learn it, I can.

(Mary)

I would need to acquire more information on the budget-

ing process and finance. I am weak there. It's just a lack
of experience. Budgeting is an issue that we all need

more information on as does every male administrator who's
never dealt with it. (Kathryn)

I'd focus more on things 1ike budgets and the financial
aspect. I would really bone up, but I don't feel that
would be a concern. But I would really reacquaint myself
with that. (Nora)

I would have to work with the budget a lot. I would have

to find someone who would be a mentor for me. I would really,
really have to work with that. Budget figures are not
something that I really, really 1ike working with. If

you're the superintendent, that is what you have to do.
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That's one of the major things you have to do.
(Isabel)

It goes down to the fact that we weren't encouraged to
take a Tot of math. I did take two classes on budget-
ing and financing, but it is not an area at this point
that I have a whole lot of knowledge about. (Olivia)

My grasp of finances without a doubt is a need. That's

the area that I would definitely need to spend more time
in. Honestly, up to this point, I haven't the interest

in doing it. (Gail)

Another part where my eyes begin to glaze over is when we
talk about budgets and mi11 levies. My eyes just glaze over
on that. I don't pay very much attention to that, and

I would need to really learn that before I could even

begin to think about a superintendency. (Vivian)

I do read a 1ot and keep as current as possible, but I
think I need to be more informed, especially with legis-
lative matters. I'm not good at that. (Yvonne)

Sometimes I think I'm hesitant: in thinking I could ever
be a superintendent. I don't know the law. When the
superintendent says something 1like da da da da, I'm
going, "Oh no! I didn't know that one." I can't quote
laws. (Betty)

I never feel like I know enough or am well-versed about
all of the laws in the state and all the financial things.
I make myself read it and end up skimming an article in
the newspaper about what's going on with funding.
(Cynthia)

An administrator suggested that superintendents must be care-
ful to not spend all effort on budget matters at the expense of

other educational expectations:

I want to make a difference for kids. I don't want to
spend 99.9 percent of my time figuring out budget. I

think you have to be well-versed on budget, but to spend

all that time. . . . I think it's easier for a female to
assume a superintendency in a bigger district because of
those issues to have to be everything and budget person as
well as the right politician to all groups in smaller towns.
I've watched good people fail because they either were
spending all their time in budget and didn't attend to
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the people or the PR or the curriculum, or they really
worked on curriculum and got in trouble for some other

little thing. (Diane)
If the superintendent's primary duties were curriculum and
instruction, rather than budgetary matters, one female administrator

would be more interested in the position:

To apply for a superintendency, it would have to be in a
school system that curriculum and instruction were really
important, and the expectation of the superintendent would
be allowed. I don't mean that in a controlling way, but
that would be what would be expected of the superintendent,
and somebody else would do the budgeting and the finance
and the bond issues and all those kinds of things. But my
view of what a superintendent does is often colored by the
superintendents I've seen and people will always say to
me, "Well, you don't have to do those kinds of things
either." (Rachel)

Scarce role models. Females suggested that a major obstacle

in attracting female administrators to the school superintendency was
the lack of female role models in the position. There were too few
women to observe and to emulate in this position. Many respondents
attested to this fact, yet they could not explain the cause of under-

representation in the superintendency:

There aren't very many counterparts, so there aren't very
many women to look at and say, "Well, how does she do
that?" There just aren't very many of us, and that's
another fact of life that we deal with . . . . We don't
have role models in the superintendency so it could be

a part of the difficulty. . . . I do think that lack of
visible models is a critical one. And a lack of role
models that we see doing things in ways that women

aren't particularly comfortable with, such as stopping

at the local cafe for coffee with the guys and being
comfortable in some of the confrontational issues that
people get into. (Patricia)

They're critical. There aren't many and they may have
gotten there in a different timeframe. What was true for
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them may or may not be true. One lady I know has finan-
cial independence. That's a nice thing to have and gives
you the chance to take more risks. Others got there

from being in the right places at the right time. How each
woman got there is enough unique that there's not a

typical kind of pattern. Some research would bear that

out that women are not using the traditional pattern of
going through the steps, but at least there are some

role models. We need more. (Leanne)

We have women that are lawyers and physicians. Those
are always terribly responsible, time-consuming occupa-
tions. I can't perceive the responsibility end of it as
being the blocker. (Harriet)

A critical concern was the lack of minority females in top
positions to serve as role models for aspiring women educators who
are minorities. A black administrator shared her perceptions:

In Nebraska and in other states where you have your
numbers of minority not as large as your number of
majority, having a female superintendent is one thing,
but having a minority superintendent is something
totally different, just a whole other challenge. And
when people in certain cities don't have an opportunity
to see minorities in any type of leadership position, it
would be very hard for them to see a minority come in
to be a leader, a superintendent of their school dis-
trict, when many times they might not even see a minor-
ity in their city. (Fran)

Some of the leadership behaviors and authority symbols used
by male administrators were viewed as negative or less authoritative

when modeled by female administrators:

Sometimes the presence of women is perceived sometimes
differently than men. We are perceived as bitchy and
demanding. We tend to be almost over-qualified sometimes
when we come into roles. We've probably been in the
classroom longer than men have, and we've probably taken
a lot more courses, and we sometimes don't get all the
recognition for the work that we have done and the

effort that we have put into it. (Vivian)
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I'm trying very hard to role model for high school
students. There are parts of me that say I don't care,
but maybe I do. I don't know. Parts of me say I don't
care, you can call me . . . . When the males are called
doctor, and I'm not, when it's obviously stereotypes which
is what we're trying to change in education, in many ways,
gender and races and several different ways. I haven't
solved that problem yet because I think a lot of people
do feel 1ike it's an ego thing for me. I talked with my
secretaries and they understand, but they still mess up.
When I get Tumped into the Mrs. and everybody else is a
doctor, that kind of ticks me off. (Betty)

Job stability. Female administrators recognized the lack

of security that superintendents had in their job tenure. Some
suggested this was a deterrent to attract female superintendent

candidates who sought greater job assurance:

Principals can become tenured personnel. Superintendents
do not. For people with a family, there's always that, "Am
I going to have to pull up stakes and move next year?"

I think those are real major inhibitors if one is in the
child rearing years. It would be really tough to justify
or to say you were doing justice to raising a family.

It's socially more acceptable for men to be slaves to

their jobs. (Harriet)

One of the big problems is that you have to look at it as
a four to five-year commitment in any school and then move
on. It's kind of like joining the military, but the re-
tirement options aren't there. I have often thought we need
to form a club of superintendents and call it kind of like
the officer's club. If you leave your school at a certain
age, you probably aren't going to get another superinten-
dency. If you make the board unhappy or the teachers
unhappy, you could lose your job. Why would people

even want to do that then? 1 don't know if the financial
rewards are great enough to take that risk. It's not

like a CEQ that made $2 million last year and then

can say I'11 do what I think and move on, or I could re-
tire if I had to on that amount. I think some of the guys
in the big cities just pray their contract will be bought
out and they'1l get the money and out of the heat. Having
a board to answer to, you're also afraid to try things.
(Leanne)
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It's time consuming and it's not necessarily very permanent.
When we look at a superintendent's tenure across the
state, it's not good. 1It's improving, but not really
good yet, and that's a risk that younger people generally
tend not to want to take, and by the time you're old
enough to be willing to take those risks, then some other
doors are closing for you: acceptance into doctoral
programs, going out at 45 and being the first, doing this
for the first instead of having 101 years experience
already. Those are drawbacks. Those are negative.
(Harriet)

What I look at is the fiscal soundness of a district in
terms of its ability to sustain change and the subjectivity
of change. Superintendencies are turning over so fast
anymore. Two to three years is not enough time to bring
about a change. Two years you've just established some of
the kinds of parameters and set some goals and learned the
organization, and yet superintendents, that's about what
tenure they average. (Elaine)

Superintendents are the ones that catch all the really
negative things, and I think that their job is not secure.
Out of all the jobs in the school system, they are the
ones that can just be cut real quick, here today, gone
tomorrow. (Theresa)

You've got to move and stabi]ity--once you move you're
not guaranteed you're going to stay there very long.

. . We're going to be select1ve because we want to
be more stable because we've got too many things to move
around with us. (Cynthia)

Some implied pleasing the board of education contributed to

the insecurity of the position:

There's not the .same: kind of job security for a superin-
tendent as there is for an elementary principal or some-
one who is more Tine. I think the board of education
makes a difference in the community. . . . Election comes
along and someone can really upset the apple cart for

the superintendent. I suppose it's the job security
that's a concern. (Viviang

There's so much in the press about the rapid turnover of
the super1ntendent. It's not because they choose to leave.
The tenure is so short. In this job you could be ta1k1ng
about frequent moves and not very stable. For me that's
pretty scary. The control of your job depends a Tot on
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the kind of board of education that you have. The bottom

line is you can't pick who gets elected. You can't take

an obsessive compulsive and make him a flexible guy.

(Cynthia)

Several factors inhibit competent female administrators from
pursuing a school superintendency. Public steoreotyping of female
roles in today's society remains a strong constraint. The perception
of the job tasks of the school superintendent is somewhat unattractive
to female administrators. Females tend to not create career plans,
and family considerations often outweigh job possibilities. Mobility,
financial inexperience, few female role models, few job openings, and

job instability are factors that hinder the aspirations of female

administrators for the position of school superintendent.



CHAPTER V
FINDINGS, CONCLUSIONS, AND RECOMMENDATIONS

"No one should have to dance
backward all theinr Lives."

--JiLL Rickelshaus,
Former officen,
Uu.S. Commissioner on
Civil Rights

The purpose of this study was to investigate, through quali-
tative research, factors that motivate and inhibit outstanding female
administrators in Nebraska to seek a school superintendency. Female
administrators' perceptions on public school challenges and essen-
tial leadership needs of the school superintendent were studied as
contributing factors to seeking a school superintendency. This
investigation was designed to answer the following questions:

1. What are the challenges school districts will encounter
during the next decade as perceived by selected outstanding female
administrators?

2. What leadership behaviors are needed by school superin-
tendents to improve the quality of schooling in Nebraska as perceived
by selected outstanding female administrators?

3. What factors motivate and inhibit outstanding female
school administrators to seek the school superintendency?

Female administrators are critically under-represented in
the ranks of the school superintendent. Nationally, less than four

percent of school superintendents are female (Schuster & Foote, 1990).
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In Nebraska, three out of 261 school supgrintendents are female
(Nebraska Department of Education, 1990). Yet females are highly
represented in educational administration training programs (Grady,
1990).

Public schools need strong leaders who will work toward school
improvement that addresses social concerns. Female administrators
demonstrate a style of transformational leadership that focuses staff
efforts on school improvement by including them in decision making
while nurturing their personal and professional growth. In the school
restructuring effort, female administrators who understand leadership
for change would be valuable school leaders.

Participants in this study consisted of twenty-one adminis-
trators in Nebraska nominated as outstanding female administrators
with promising potential for the school superintendency. They were
nominated by twelve key informants who were recognized educational
leaders in Nebraska. An indepth interview of seventy to ninety minutes
was conducted by phone with each participant. The interview questions
were open-ended and elicited perceptions on public school challenges,
essential leadership behaviors for the school superintendent, and
motives or inhibitors to seek a school superintendency.

The material from the twenty-one interviews was categorized
and coded for the emerging themes which addressed the research
questions. The themes were supported by the respondents' direct
quotations. Certain propositions emerged from the collective

impressions. of the outstanding female administrators.
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Findings

The following propositions emanating from the collective
data provide a discussion of the findings of the study. The
propositions address the themes that relate to each research
question.

Research Question One

What are the challenges schools will encounter during the

next decade?

Public school challenges. The themes reported by female

administrators regarding challenges to public schools were:

adapting to changing societal and family patterns, being accountable
to students and society, coping with school change, promoting

positive regard for education, and involving others in the educa-
tional process. The propositions relating to public school challenges
that were supported by the respondents' answers are as follows:

Proposition 1.0. Female administrators are concerned about

the changing nature of family and student needs in today's society
and are striving to find new strategies that allow schools to
change, so that all students have a chance for school success.

The respondents felt challenged by the student diversity and
the lack of understanding by staff, parents, and community members
regarding the need to provide education in new ways that better
fit student learning needs. They perceived society changing into a
system of "have and have nots" and were frustrated by the lack of

proven educational strategies that serve diverse student needs.
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Proposition 1.1. Accountability is a concern of female

administrators as they prepare students for the twenty-first century.
The females felt challenged to propose expected student out-
comes in a fast changing society due to the undetermined job defini-
tions of the future. They were skeptical of the business community's
expectations for students to be totally prepared to face the world
of work after graduating from high school. Because the jobs of the
future had not yet been defined, females believed that school,
business, and community must collaborate to determine student needs

and to be more accountable to students.

Proposition 1.2. Change is viewed as necessary and welcomed

by female administators, and they work to influence acceptance of
change by staff, parents, and community.

Although the respondents supported change, they were frus-
trated in attempts to overcome staff and parent resistance to change.
They felt challenged to create an accepting climate for change.

Proposition 1.3. Female administrators are challenged to change

public attitudes from negative to positive toward public schooling.
The popular press has left the public with a lack of trust
regarding public education. The respondents wanted to promote the
public school's image by publicizing more of the successful efforts
of public schools in helping students learn, rather than the per-

ceived failures.

Proposition 1.4. Female administrators want to involve others

in the educational process in a meaningful way.
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Participants perceived a struggle in getting parents and
community to participate in schooling in a way that would promote
student learning and school improvement.

Results and related research regarding public challenges.

Findings in the literature suggested the ambiguity of expectations
felt by school administrators as they try to lead school improvement
(Bell, 1980). Schools were described as random, uncontrollable
environments and products of diverse political cultures (Blumberg

& Blumberg, 1985; Timar, 1989). The female respondents confirmed
that promoting change was the greatest challenge for the superin-
tendent. They viewed the conditioned conformity of most schools
(Timar, 1989) as an obstacle to change. They endorsed the need for
innovative approaches and positive regard for diversity by staff to
deal with changing familial/societal values (Schlecty, 1990). Female
respondents agreed that the school Teader was a mediator of social
concerns (Timar, 1989). They accepted the challenge to involve

all parties in school improvement efforts. They strongly supported
the need to make staff aware and train them to serve diverse popula-

tions and provide time and support for collaboration.

The literature review suggested the need for responsiveness
to many audiences in the irrational, political context of public
schooling (Blumberg & Blumberg, 1985). The female administrators
who were interviewed were proactive in their acceptance of the changing
society and its impact on children. They emphasized the building of

human connections and strategies to support such inevitable change.
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In conclusion, the interviewed female administrators focused
on challenges that dealt with the need to understand, accept, promote,
and involve others in the change process in order to improve public

education.

Research Question Two

What leadership behaviors are needed by school superintendents
to improve the quality of schooling in Nebraska?

Essential leadership skills of the school superintendent. The

themes related to leadership behaviors of the school superintendent
as reported by the outstanding female administrators were: empower-
ment of staff, collaboration, vision, the use of research, trans-
formational leadership, and political tolerance. The following
propositions emerged relating to essential leadership behaviors.

Proposition 2.0. Female administrators empower Tleadership

behaviors in their staff to bring about school change. They use
modeling, encouraging, nurturing, and rewarding to empower others.

Participants supported the professional and personal develop-
ment of teachers into competent decision makers, believing that school
change requires shared leadership.

Proposition 2.1. Females support participatory management and

collaboration as part of the school culture.

The female respondents worked closely with staff to develop
goals and achieve. goals by listening to staff input, planting seeds
of information on change issues, and encouraging mutual efforts toward

school improvement.
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Proposition 2.2. Female administrators support building

vision to Tead school improvement.

For female administrators, envisioning was the difference
between leading and managing. The shared vision of the leader and
followers focused and organized school efforts toward continuous

school improvement.

Proposition 2.3. Female administrators use research and

information sharing to develop school goals and direct school im-
provement.

The respondents spoke of the importance of collecting and
sharing research with other staff members to influence effective
school decisions. Information sharing was a behavior also used
to build collegial relationships.

Proposition 2.4. Females use transformational leadership

(Sergiovanni, 1989) to achieve school goals and to nurture the
personal and professional growth of staff.

Females demonstrated transformational leadership through their
continuous encouraging, nurturing, and rewarding staff's extra-
ordinary commitment to school improvement efforts. At the same time,
they established strong interpersonal relationships with their staff.

Proposition 2.5. Female administrators view political

tolerance as a needed leadership behavior in dealing with diverse

social concerns and community expectations.
While female administrators advocated the need to be respon-

sive to the public, they were not enthused about working with
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demanding, and sometimes negative, school boards and community

members .

Results and related research regarding essential leader-

ship behaviors. The Titerature reported that schools function most

effectively in a climate of shared leadership where the entire organiza-
tion becomes the leadership team (Gies & Willis, 1990; Sergiovanni,
1989). Staff become motivated when they share responsibility for

school success. Sergiovanni's (1989) model of transformational leader-
ship allows the school leaders and followers to hold a common stake in
the success of the improvement effort. The interviewed female ad-
ministrators described their use of transformational leadership to
effect school change. They used the behaviors of empowering, nurturing,
and rewarding to transform teachers into leaders. Bennis (1990) and
Sergiovanni (1989) proposed building a shared vision and empowering
staff to achieve results.

The interviewed female administrators suggested the important
leadership behaviors of information sharing and use of research to
achieve success in schooling efforts. Bennis (1989) proposed informa-
tion sharing as a chief leveler of power which promotes organizational
goals. The need for collaboration was strongly emphasized by female
respondents. Schein (1985) saw continuous communication as a tool
to support positive collaboration.

The outstanding female administrators identified the same
leadership behaviors elaborated in the literature: empowering others,

envisioning school goals, collaborating in school decisions, and
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communicating. The respondents added political tolerance as another
element of effective leadership. Their stories provided evidence of
transformational leadership as a key strategy in empowering staff to

achieve effective school outcomes.

In conclusion, the interviewed female administrators proposed
the essential leadership skills of the superintendent to be: Tlead-
ing with vision, using research to improve education, and collabor-
ating with staff, parents, and community to achieve school goals.
They supported transformational leadership to achieve school goals
through staff self-actualization, and they supported political tolerance

in dealing with diverse educational audiences.

Research Question Three: Part A

What factors motivate outstanding female administrators to

seek a school superintendency?

Factors that motivate female administrators to seek a school

superintendency. The themes that emerged regarding female adminis-

trators' motives to seek a superintendency were: encouragement,

the challenge to change education, role models, leadership experi-
ence, mentoring, networking support, family support, and financial
gain. Propositions that address motivators for female administrators
are as follows: .

Proposition 3.0. Female administrators who are strongly

encouraged and recruited tend to seek administrative advancement.
Encouragement was the factor most often cited by females

in their decision to apply for higher administrative positions.
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Proposition 3.1. Female administrators welcome the challenge

to change education to make a difference in learning opportunities for
all students.

Change was seen as a positive motivator by female administrators
who believed that schools must show new efforts to serve the diverse
needs of society and the student population. The interviewed females
sought the opportunity to influence the change.

Proposition 3.2. Positive female role models in higher ad-

ministrative positions are critical for more women to achieve top
leadership jobs.

Female administrators who were interviewed spoke of the im-
portance of the role models who had influenced their careers and the
need for female superintendent role models for other women to emulate.
They reported too few professional role models in rural areas who were

female.

Proposition 3.3. Experience in leadership roles motivates

females to seek higher administrative positions.

Females valued the experience gained through district committee
work and other administrative roles and used this experience to gain
access to higher positions.

Proposition 3.4. Successful female administrators have

different mentors throughout their administrative careers. The
mentoring relationships become mutually supportive and last over

several years.
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Female administrators suggested that as job targets change,
new mentors closer to the new career goals are found.

Proposition 3.5. Female administrators spend little time

networking with other professionals.

Although networking received little emphasis from the sub-
jects, they endorsed the value of networking to support one another
and to gain information on job opportunities.

Proposition 3.6. Strong family support is a factor in moti-

vating female administrators to consider higher administrative posi-
tions.

A1l married respondents claimed spouse support for their
career pursuits. This support allowed female administrators the
freedom to do their jobs well, which sometimes required extended time
at school and professional work taken home.

Proposition 3.7. Money is not the primary motivator to

most aspiring administrators, but some females seek jobs for financial
gain.

A few females reported that money was a deterrent in that some
spouses had difficulty having a status of secondary breadwinner.
Single females more often identified increased salary as a critical
element in seeking advanced positions. The females suggested that
salary would be a Timitation of the superintendency in rural districts
compared to earning power in lesser positions in suburban schools.

Results and related research regarding motivators to seek a

superintendency. Encouragement was often cited in the literature as
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a factor to influence females into new administrative positions. This
was also a strong finding in the responses of the female adminis-
trators. Clement (1980) believed socialization from the early years
influenced boys, not girls, to see themselves in leadership roles.
Because of subtle messages from family, school, and community,

females do not anticipate the leadership positions open to them
(Epstein, 1970). Men grow up knowing and defining career interests.
Females are socialized to choose between work and marriage. They

do not receive strong encouragement from society or family, which
affects a lTowered self-concept regarding capabilities. Schmuck (1976)
believed that females need encouragement to actualize their potential.
The majority of interviewed females indicated that they moved to their
current administrative positions due to the personal encouragement

of significant persons in their lives. Encouragement proved to be
the ‘strongest motivator for this group of female administrators.

Mentorships serve men well in their professional aspirations
(Walker, 1987). Female administrators also named mentorship as a
motivator to considering a higher administrative position. The out-
standing female administrators quite often had different mentors as
they moved through administrative advancement, and, similar to
Pavan's (1986) findings, the mentors were primarily male.

Some of the females had role models that encouraged their
entrance into administration. These female role models portrayed
exemplary leadership qualifications, supporting Crow's (1990) premise
that females must possess superior skills to be accepted into

school administration.
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The interviewed administrators suggested that strong family
support allowed them to actively pursue professional achievement.

This was also a finding of Dias (1976). Family support was defined by
the behaviors and various arrangements made with spouses. Some were
personal encouragement, mentoring, sacrificing time together,

physical care of the children, allowing the female time for profes-
sional meetings, accepting the political demands of the female's
position, and living in separate towns in order to hold administrative
careers. While money was a motivator to some female administrators,
some had to consider the negative effect on the spouse's ego.

Leadership experience was named as a motivator by the female
respondents. They often sought additional ways to accumulate leader-
ship experience, along with the traditional career movement into
administration. Most females had spent several years in the classroom,
allowing for indepth curriculum understandings which prepared them
well for contributions to district committees, a finding also re-
ported by Whitaker and Lane (1990). The interviewed females demon-
strated enthusiasm for serving the district through committee work
and in other ways that bring about cohesive school improvement
efforts.

A strong motivator found in this study that was not identi-
fied in the review of the literature was the female administrators'
desire to effect change in public schools and make a significant
positive difference in the lives of the children. Their emphasis

was clearly on students and the possibility of influencing a better



193

school climate for student success. Some of the respondents used
their research knowledge to restructure educational programs and
provide better Tearning opportunities for all students. These
females were interested in superintendencies where the board and
community would allow them to restructure secondary education in a
way that primary education is being redesigned, with a focus on
student-centered curriculum. The challenge of change was a strong
motivator to the outstanding female administrators who participated
in the study. 2

In summary, female administrators reported the following job
motivators: personal encouragement to seek a higher position, the
challenge to improve education, successful role models, mentoring
relationships, experience in leadership roles, strong family support,

access to the administrative network, and possible financial gain.

Research Question Three: Part B

What factors inhibit outstanding female administrators from

seeking a school superintendency?

Factors that inhibit female administrators from pursuing a

school superintenency. The following themes emerged as inhibiting

factors for female administrators to pursue a school superintendency:
public stereotyping of female roTes, the nature of the superin-
tendent's job, undeveloped career plans, family considerations, lack
of networking access, less mobility, limited job opportunity,

financial inexperience, scarce female role models, and job instability.
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The following propositions were supported by the female responses
regarding inhibitors to the superintendency:

Proposition 4.0. Many female administrators believe that

negative stereotyping exists regarding females' abilites to handle
top-level administrative positions.

The respondents reported that societal expectations for
females ofteﬁ conflict with the roles required in management positions
and tended to exclude women from administrative power circles. Nebraska
seemed to exemplify more sterotyping due to few females in manage-
ment positions in small communities.

Proposition 4.1. Female administrators do not perceive the

job of school superintendent, which emphasizes budget, public rela-
tions, conflict resolution, and separation from staff and students, as
desirable.

The interviewed females preferred the responsibilities of cur-
riculum development and staff collaboration more than the perceived
isolating work and political obligations of the superintendency.

Proposition 4.2. Females do not plan for career advancements

in school administration.

Female administrators reported satisfaction with current
positions, whether teaching or administering. They immersed their
efforts in perfecting job performance in present jobs, rather than
preparing for future opportunities.

Proposition 4.3. Females make personal and/or professional

sacrifices in order to balance home and career goals.
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A1l female administrators related that professional career
pursuits had a definite impact on personal or family 1ifestyles.
Each women had to determine important priorities in her life.

Proposition 4.4. Female administrators do not feel included

in the administrative network which is primarily white male. They
perceive the system, however, as a useful source of job opportuni-
ties.

Females reported frustration at being excluded from the ad-
ministrative network, but stated reluctance to aggressively pursue

acceptance into the male network.

Proposition 4.5. Most females choose not to pursue adminis-

trative positions if the job entails uprooting or distancing the
family, or moving to a less stimulating environment than they pre-
sently enjoy.

Very few of the interviewed females were either willing or
able to move to seek a higher administrative position because of
family priorities. Females working in an urban environment reported
a desire to remain in an urban setting.

Proposition 4.6. Females observe limited opportunities for

superintendencies in Nebraska due to the few openings in the states

in areas that females choose to locate.

Unless females chose small districts, Nebraska had little
opportunity for the superintendency. Most female respondents

strongly rejected small town job opportunities.
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Proposition 4.7. Female administrators feel unprepared

regarding the budgeting aspect of the school superintendency.

Although presently uninformed about the budgeting process,
the interviewed females stated they could easily learn the skill
if it were a necessary part of their job.

Proposition 4.8. In Nebraska, there are too few female role

models in the superintendency for other females to emulate and model
for the position.

Although aware of the success of three practicing female super-
intendents in Nebraska, female educators did not see sufficient role
models to entice other females into the superintendency.

Proposition 4.9. Females are disinterested in the superinten-

dency because of the unstable tenure of the position.

Female administrators preferred and chose positions with job
security to accommodate family needs and to see the results of their
change efforts over time.

Results and related research regarding inhibitors to the

superintendency. Public stereotyping regarding females in leader-

ship positions continues to be a perceived obstacle in females' efforts
to achieve top administrative jobs. The interviewed females sub-
stantiated the same biases evident in the literature regarding the
public's view of female qualifications for the school superintendency,
such as questioning their competence to lead the school and handle
student discipline (Kanter, 1977; Weber, Feldman, & Poling, 1980).

Respondents agreed that a female aspiring to a superintendency would
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not only have to show superior aptitude for the position, but would
also be expected to perform at a level of excellence beyond their
male counterparts in order to be seen as successful by the public.
Some respondents preferred not to be in such a telescopic, judgmental
setting. Stereotypic public views, that women should not hold
careers that interfere with traditional home/child care, were seen
to 1imit females' presence in high administrative positions.

Supporting Crow's (1990) finding, female respondents suggested
that the nature of the job of school superintendent was too removed
from students. They preferred their current positions of central
office staff or building level administration. Females did not prefer
the symbolic leadership of the superintendency, but wanted direct
influence and communication with their audiences: teachers, students,
and parents.

Another obstacle was the females' perceptions of the budget-
ing process. The majority of the respondents validated research by
Lea (1989), which suggested females' insecurity with financial
matters. Most respondents, however, stated it was due to disinterest
or lack of experience. They felt capable of learning the financial
duties of the superintendency.

Funk (1986) suggested that female administrators do not aspire
to the superintendency. The females in the study did not confirm
this finding. Over 50 percent of the interviewed females said they
might seek a superintendency, but their interest was quite tentative,

which supported Paddock's (1977) finding that women do not plan for
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future opportunities; rather, they accept them when they occur.
Female respondents agreed with Schmuck (1987) that career paths to
the superintendency might be different for females because they have
had different leadership experiences along the way.

The professional administrative network was seen as an ob-
stacle for the female administrators' movement into superintendencies
because of its male preponderance. Respondents agreed that capable
female administrators are often overlooked, and inexperienced male
candidates are invited into administrative positions (Schmuck, 1987).
Ortiz (1982) suggested that sponsorship was the cause of fewer ad-
ministrative opportunities and discrimination in hiring practices.
The female administrators supported this finding.

Another inhibitor for females to consider a superintendency
was concern that family needs may remain unfulfilled due to the de-
manding administrative schedule. Many researchers have named family
concerns as a consideration faced more by females than by males in
job selection (Gutek & Larwood, 1987; Rix & Stone, 1984). The
females reported sacrifices that had been made by all family members,
but particularly the female in order to fulfill job and home ex-
pectations.

The interviewed females supported the findings that most
women do not want to move for the job (Krchniak, 1978). This
Timitation related mostly to family considerations, but several
intimated that the perceived bland lifestyle of a small town was an

obstacle. The factor of insecure job tenure was mentioned as an



199

inhibitor by females not wanting to move their families to differ-
ent joB locations.

Having few female role models was an inhibitor to females
pursuing superintendencies and was supported by the interviewed females.
Gilligan (1982) found distorted role models available to females who
considered high leadership positions. She suggested most successful
superintendent models were males who had leadership behavior patterns
that may not work for females who have internalized different leader-
ship values than men. Females are made to feel they must abandon their
female style in order to achieve the high administrative positions.

Females in rural areas have not had female role models, as
have other areas, to show them the leadership potential of the super-
intendency when a female is able to apply a transformational leader-
ship style. Lack of models seriously limits the aspirations of out-
standing female administrators.

In conclusion, practicing female administrators noted the
following inhibitors to the decision to become school superintendents:
the public holds negative stereotypes regarding the role of females
as successful in management positions; the job of the school super-
intendent is not seen as a better job than their current positions as
building or central office administrators; females have not developed
career plans; family considerations sometimes preempt career aspira-
tions; females are not promoted through the administrative network;
females restrict their mobility in the job search; there are too few

Jjob openings for the superintendency; females have concerns related
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to budgeting tasks; there are few female role models who entice
females into the superintendency; and females reject the instability

of the superintendent's position.
Conclusions

According to the results of this study, Nebraska's outstand-
ing female administrators possess leadership behaviors needed by
school superintendents to embrace needed school improvement. They
profess a contingent interest in pursuing those top level school
positions. The female administrators' perceptions regarding the
challenges to public education are well-focused on the restructuring
of public education to better serve children in an ambiguous, changing
society. Their insights have stretched beyond the tangible problems
of schooling, such as budgets and buildings, to the more abstract
tasks of educating others to see and understand the diversity in
the society and what that means for education: convincing people to
collaborate on the change efforts, blending ideas and perceptions into
a camon vision that influences school decisions, and creating a true
system of shared leadership that focuses on success for all students.

Female administrators describe a theory of leadership that
involves staff in school improvement. Transformational leadership
(Sergiovanni, 1989) promotes collaboration of efforts, empowerment of
staff, and communication through information-sharing. This leader-
ship strategy builds a common vision that guides school improvement

efforts. The empowerment aspect allows the leader to discover and



201

promote the special talents of staff and to use this pool of special-
ization in bettering services for students. Teachers, in turn, strive
to grow personally and professionally:as their efforts are recognized
and rewarded. This leadership philosophy can facilitate the restruc-
turing of education in Nebraska's public schools.

If there is a true desire for change in Nebraska's public schools,
then female administrators who have the vision and the transforma-
tional leadership skills should be actively recruited into school
superintendencies. Observing the current low representation of
female superintendents in Nebraska, females may not be considering the
school superintendency as a viable job market. Specific efforts to
recruit females for the superintendency appear to be non-existent.

The research suggests that available superintendencies are quickly
announced through the informal, administrative network. Female ad-
ministrators generally have not been a part of this network, and jobs
are sometimes given on a person's ability to make the right connec-
tions. Recruitment efforts that are open and public might better
catch the attention of outstanding female administrators.

The findings of this study suggest that encouragement may be
the strongest motivator to recruit female administrators into the
superintendency. Most of the female participants had moved into
administrative positions, not previously considered, due to strong
encouragment and recruitment efforts from significant others. Some
may criticize the suggestion that females need more encouragement

than males to apply for the superintendency. Wohman and Frank (1980),
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however, argued that a "solo" gender must do more compromising to be
accepted by the majority groups. Females may experience opposition
regarding their leadership style and perceive that such style is not
valued in a superintendency. Encouragement influences females to
believe that their knowledge and ability have potential for top leader-
ship jobs in public schools. Few of the interviewed female adminis-
trators stated they had direct encouragement to seek a school
superintendency.

Another job motivator for females is the opportunity to influ-
ence real change in the school setting. Females who believe they
can effectuate significant changes for more children through the
superintendency are more apt to consider the challenge of top school
administration. The freedom and support to direct change are strong
enticements for female administrators to seek a school superintendency.
As communities and school boards request change agents to influence
school improvement, female administrators with a vision and a commit-
ment to change may be among the best candidates. Female adminis-
trators in Nebraska who have influenced successful school change should
be made highly visible to the public so that the image of females
as change agents gains credibility.

For females to emerge as candidates for school superin-
tendencies, external support is needed. Professionals who participate
in the administrative network have the power to actively include females
in access to information regarding jobs and other professional oppor-

tunities. Professional administrative organizations might review
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their informal policies for female inclusiveness and show planned
efforts to encourage applications and representation of competent
female administrators in Nebraska superintendencies. Mentorships by
superintendents could hone the leadership capabilities of females
and give them more self-confidence, especially in the areas of finance
and law, to apply for the top positions.

Role models are an influence in considering superintendencies.
Females spoke with animation as they described behaviors of current
female superintendents in the state and their successful efforts
to improve schooling. As more female role models enter into the
position of the school superintendency, aspiring female educators will
learn that it is acceptable to lead public schools using the back-
ground, behaviors, and values that are a strong part of the female
ethos. Of great concern is the lack of interest by urban female
administrators in Nebraska with outstanding leadership talent to
consider rural superintendencies. Many outstanding female adminis-
trators are in urban areas where professional training, role models,
and job advancement are available. These talented females seem to
choose not to move to small communities. This diminishes the
number of practicing female administrators available to recruit for
rural districts. Equity is left untreated. Rural areas are not able
to draw urban female talent due to the stated preferred lifestyles of
the female administrators currently practicing in big cities. This
may be a problem .found in Nebraska and other rural states.

The issues of family consideration and mobility continue to

plague female administrators who value both work and home. Those
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females who feel more support and duty-sharing from their spouses

will feel more released to pursue greater job challenges such as

the school superintendency. A pattern of two spouses commuting

on weekends is emerging as a means for both parties to achieve their
professional career goals. Younger female administrators with profes-
sional husbands and children at home perceive little recourse but to
wait for available positions in their areas.

Female administrators continue to feel stereotyped by the
public as not being capable to serve the demands of a superintendency.
Most females believe they must prove they are more competent than their
male counterparts in order to be considered for the position. Minor-
ity female administrators believed their opportunities for the super-
intendency in Nebraska were even more limited due to the predominance
of white male norms. Some female administrators believed that the
intensified quest for the superintendency was "not worth the hassle,"
as public support for gaining and retaining the position was not evi-
dent.

Most female administrators suggested that the superintendency,
as they knew it, was not the administrative job they would choose.
Their view of the position was that it was too distanced from the
tasks they most enjoyed. They preferred working directly with
people to share ideas on learning opportunities, conceptualize new
programs and strategies, solve problems, and enjoy the successes of
their mutual efforts. The interviewed females preferred social inter-

actions to the individualized paperwork tasks of the superintendent.
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Perhaps a greater problem is the perceived image of the superinten-
dent as a "budgets and beard" person. Also, females tend to focus on
achieving expertise in their present jobs and generally do not set
advanced career targets. They seem to like their current teaching

or administrating positions.

Females have strong capabilities to lend to the leadership of
the nation's schools. They understand the issues, the leadership
needs, and the strategies to bring about restructuring, and they believe
they could be good superintendents. Females, however, may not enter
the market of superintendents until there is strong encouragement from
professional peers and school boards, a genuine district commitment
to change education, and public regard for the leadership approaches
females bring to schools. Some formal action might be taken by
professional associations to help females into the superintendency,
but changing public attitude is an evolutionary process that may
require much time.

The findings of this study were based on the perceptions of
practicing female administrators in Nebraska who were nominated as
outstanding female administrators. Inferences drawn from the stated
views of this population may not necessarily be generalizable to female
administrators in other states, where the conditions of schooling
and the superintendency and the inclusion of females in the profes-
sional administrative network may be different. Findings from this
study, however, may serve well to analyze the state of the female

administrator's status as a school superintendent in Nebraska.
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Recommendations

The findings in this study open more possibilities for answer-
ing questions related to females in the position of the school
superintendency. Females displayed a style of leadership that involves
people in school change. Future research should explore the correla-
tion between female leadership behaviors and success in change efforts.

The tasks of the school superintendent have not been portrayed
as interesting duties to female administrators. Because the female
administrators interviewed in this study did not perceive the role
of superintendent as a satisfying job, research could be conducted to
identify dimensions of the position that may be more appealing to
female administrators, such as the challenge of building a common
vision. If the perceived duties of the superintendent are analyzed and
marketed in a positive way, the job could become more interesting to
women who want to extend their leadership talents through advanced
administrative positions.

Despite the concerns expressed by women's organizations and
other groups about the need for equity, virtually no basic descriptive
research has been done on the recruitment, screening, selection, and
hiring of administrators in school districts (Schmuck & Wyant, 1981).
Until such research is available, biases that work to the advantage of
men and to the disadvantage of women in the superintendency are difficult
to identify. Questions might be posed that identify strategies to
promote and publicize female Teadership capabilities for the super-

intendency to school boards.
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The study was focused on outstanding female administrators
in Nebraska. A replication of the study with outstanding male
administrators in Nebraska would allay or support perceptions that
females face unique obstacles in their administrative job pursuits.

A study of male perceptions of essential leadership behaviors of
the school superintendent would provide information on ways male
administrators lead in an ambiguous, political school setting.

Replications of this study with female administrators in
different regions of the United States would provide information on the
receptiveness of diverse populations to females in leadership roles,
as well as information on female aspirations for the superintendency
in different geographic areas. Collectively, data from several studies
would provide insights regarding successful cultures for females to
practice superintendencies. The issue of strategies for recruiting
female administrators to rural superintendencies could be addressed.

In addition, further investigation is needed regarding the
professional growth activities that could be provided to aspiring female
administrators to build confidence in administrative areas they con-
sider to be weak, such as finance and dealing with legal matters.
College coursework, professional workshops, and more personalized
learning experiences with practicing superintendents may bdi]d skill
and confidence.

In conclusion, female administrators offer leadership skills
that should be implemented and visible in all levels of education in

order to determine and guide holistic educational programs in Nebraska.
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Female superintendents are needed to provide positive female role
models of leadership for children and adults. The research efforts
can aid educators in understanding the need for equity in adminis-
trative positions and determining strategies to achieve change to

prepare the nation's schools and students for success in the twenty-

first century.
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APPENDIX A

Letter to Key Informants



January 29, 1991

XX
XX
XX

Dear

I would like to ask for your assistance in the collection of data for my doctoral
dissertation which addresses the question, "What factors influence female school
administrators to pursue or reject the position of public school superintendent?”

You have been nominated by school officials in Nebraska as an educational leader with
insight regarding leadership talent and acquaintance with school administrators who
might be very strong candidates for the position of school superintendent. In my
study, | intend to interview a select group of female school administrators who have
the potential to become excellent superintendents (as perceived by key informants),
and to probe their perceptions, knowledge, and interests regarding leadership in public
schools, particularly at the superintendency level.

| am asking you to be a key informant and to provide the names of two female
administrators whom you believe could become excellent school superintendents. | also
need your reasons as to why they are good candidates. The descriptive criteria you
supply will be important to my data collection. A survey is enclosed for your responses.

Your professional input is valued. With your nominations, | will find the best female
administrators to interview.

Please call me collect if you have questions (402-729-6104 - work, 402-729-6430 -
home). Thank you very much for your helpfulness!

Sincerely,

Carol S. Renner
Assistant Superintendent
Fairbury Public Schools
1121 8th Street
Fairbury, NE 68352

enc
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DISSERTATION PROJECT

NOMINATION OF FEMALE ADMINISTRATORS
WITH
SUPERINTENDENT POTENTIAL

Please answer the question below with the names of two (2) female administrators. Provide a third
person as an alternate for the study. Do not include practicing superintendents.

Question:
OF THE FEMALE ADMINISTRATORS YOU KNOW IN THE STATE OF NEBRASKA, WHO DO

YOU BELIEVE COULD BECOME AN EXCELLENT SUPERINTENDENT?

1. Nominee: Location (School):
Current Position:

Why would this person be a good superintendent:

2. Nominee: Location (School):
Current Position:

Why would this person be a good superintendent:

3. Alternate Nominees: (Provide same information as above.)

NAME OF PERSON MAKING NOMINATIONS:

Telephone No.:
Thanks for your time and effort!

Return survey to: CAROL S. RENNER
FAIRBURY PUBLIC SCHOOL
1121 8TH STREET
FAIRBURY, NE 68352
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INTERVIEW SCHEDULE FOR SELECTED OUTSTANDING FEMALE

ADMINISTRATORS

I. BACKGROUND INFORMATION

1. Tell me about your position with__ _ _

Schools/Agency.

2. I'm interested in early influences related to
your professional development. Tell me about
your family and events in your formative years
that influenced your career.

3. How did you select education as a career?

School administration? Do you have a career
plan?

4. Are you married? How has marriage affected your
career goals? Single - how has your career
affected your social opportunities?

II. MOTIVATORS AND INHIBITORS

1. What are some of the things in your present job
that you feel you have done particulary well or
achieved the greatest success?

2. What are some of the things that have been
disappointing?

3. Has any individual encouraged you because of
your leadership skills to seek a higher
administrative position?

4. Are you certified for the superintendency? Will
you ever apply for that position?

5. What are some of the factors that might prompt
you to consider applying for a superintendency?

6. What do you think motivates other administrators
to seek a superintendency? Are motives
different between genders?

7. What do you think inhibits other administrators
from seeking a superintendency?

8. What particular qualilties or abilities do you
have to offer the position of school
superintendent? Are there some things you would
need to improve to be an outstanding
superintendent?

9. What are some of the obstacles, if any, that you
face as a female administrator?

10. How important is past experience to seeking a




11.
12.

ITI.

1.
2.
3.

4.

Iv.

1.

2.

CLOSURE

higher administrative position?
What rewards do you seek from your protessional

career?
Probe: Mentor, role models, networking.

PUBLIC SCHOOIL CHALLENGES

What do you feel are two of the most challenging
problems facing public school leadership today?
Can public schools guarantee the success of all
students? :

What do the following groups expect of public
schools superintendent today? - parents, the
general public, the business community.

Does the general public view female
administrators as capable in meeting the
challenges you have suggested?

LEADERSHIP NEEDS

Describe a women who exemplifies an "effective
school leader." What important leadership
traits does she display?

Describe the interactions that must take place
between leaders and the people they are trying
to involve in school improvement.

Do you observe differences in male/female
leadership styles and behaviors? Nurturing?
Stress?

What steps would you take to achieve a building
or district goal?

Are you aware of any negative attitudes towards
female administrators? '

Why are so few females represented in the school
superintendency?

What have I not asked that would help me learn more
about females in the role of school superintendent?

Which age bracket would you fit you?
(Under 30) (30 - 39) (40 - 49) (Over 50)
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DEMOGRAPHIC DATA FOR NOMINATED OUTSTANDING
FEMALE ADMINISTRATORS

The following graphs provide demographic information on the
female administrators who provided the data for this study. The
statistics are intended to present the professional and experiential
background on the female respondents which might aid in the interpre-
tetion of their spoken comments and provide insights to their per-
ceptions.

Professional credentials were evenly distributed among the
respondents in three categories: doctorate, specialist and master
of education. One should note that most of the participants at the
master's level were working on a specialist degree, and several who
held the specialist degree were pursuing a doctorate (see Graph 1).

GRAPH 1

Professional Credentials of
Nominated Female Administrators
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The female administrators were fairly evenly distributed into three
categories of family status: eight were either single or divorced
with no children at home; seven were married with children (some living
at home and some 1living out of the home); and six were married with no
children (see Graph 2).

GRAPH 2

Family Status of Nominated
Female Administrators

inale/Di i ildren m

Two minority females who were black were nomianted as "outstanding
female administrators' in Nebraska. Nineteen females were Caucasian
(see Graph 3).



GRAPH 3

Race Distribution
Nominated Female Administrators

The various administrative roles of the outstanding female
administrators included: eight principalships, seven director/
supervisor roles, three assistant principalships, one assistant
superintendent, and two who held a combined role of administrator/
teacher (see Graph 4).
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GRAPH 4

Leadership Roles of Nominated
Outstanding Fgmale Administrators

Princlpal
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Ass't Principal

Adm/Tchr Combination

Assoclate Supt

The greatest number of nominated female administrators (nine)
worked in elementary schools as principals. Central office repre-
sentation followed with six representatives. Secondary schools had
only three nominated administrators, and other agencies and a private
school had three females who were nominated (see Graph 5).



GRAPH 5

Administrative Workplace
of Ngminated Females

Elem. Public School

Sec. Public School

Central Office Location
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State Agency
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Outstanding female administrators tended to be nominated from
the largest districts in the state of Nebraska. The sample, however,
was fairly even between representatives from districts of less than
5000 students (10) and representatives of districts of more than
5000 students (9) (see Graph 6).
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GRAPH 6

Student Population of Districts of
Nominated Female Administrators

0.0 DO

) l.l.lh.‘l,

i0 .00

Number of Students

Seventy-one percent of the nominated females were from 40 to

49 years old.

Twenty-four percent were in the range of 30 to 39

years, and five percent (1) was under thirty years of age (see

Graph 7).
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GRAPH 7

Age Distribution of
Nominated Female Admnnlstrators
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KEY INFORMANT  BACKGROUND

Twelve Nebraska administrators were selected as key informants
to provide the names of outstanding female administrators in Nebraska
to be used as the sample population. The informants were nominated
by three educational leaders in Nebraska: The Dean of Teachers
College, University of Nebraska-Lincoln; the Associate Commissioner of
Education, Nebraska; and the Executive Director of the Nebraska State
Education Association, Nebraska. The following graphs display the make-
up of the key informants.

The key informants were comprised of seven males and five females
(see Graph 1).

GRAPH 1

Gender Distribution
Of Key Informents
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The sample of key informants included college/university pro-
fessors, public school superintendents, one public school assistant
superintendent, and one state department of education administrator
(see Graph 2).

GRAPH 2

Professional Role Of
Key Informants
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