2003 Monograph Women Administrators Conference

Women Administrators Conference

2003 Monograph

Leadership on the Line:
Standing Up for Public Education

October November 2, 2003
Ritz-Carlton/Pentagon City
Arlington, VA

Editor: Helen C. Sobehart, D.A., Director

Duquesne University School of Education Leadership Institute
and the Interdisciplinary Doctoral Program for Educational Leaders

Published by:
Duquesne University School of Education Leadership Institute
and the American Association of School Administrators

DUQUESNE
UNIVERSITY
ScHooL oF EDUCATION



2003 Monograph Women Administrators Conference

Table of Contents

Notes from the Editor
(L L= O o o1 o= o AR

Foreward
SNAION ATBIMS-TAYIOF ...ttt b bt b et b e e b e se bt se e bt s e e bt s E e b e e R e bt e R e he e E oAt e b e AEeh e A e e b e AEeh e ee e b e e E e R e eE e bt e b e st e b e st e b e ne e b et et et nb e es

Leadership on the Line—For Students

Conditions of Leading
Beverly Hall, Melody Johnson, and Sabrina HOPE KNG ......ceeiiiiiii ettt st et s e e e e ereenesnesnesrennennens

Superintendent L eader ship in an Audit:

Strategiesfor Loving the Ugly Baby
Meria Carstarphen and ROSA SIMITN ..ottt b e b et e bt s e bt e e bt s b et st e et e e s b et sbe e ebe e 12

Leadership on the Line—For Ourselves

Since Strangling Isn’t an Option
S 00| = WO (0 Y= TP U USRS 21

The Right Fit — Right From the Start
Houston Conley and KenNEth UNGEIWOOU ..........cveiiiiiie e seestes et e e e e e s sesaestestesee st e e teseensesse e e s eseeseeseesessesaesrestenteseessensnnen 25

Leadership on the Line—For Women
TheAmerican Association of School Administrators

National Study of Women Superintendents and
Central Office Administrators: Early Findings

C. Cryss Brunner, Margaret Grogan, and CYNENIAPIINCE ..........ooiiiieiriereriere ettt 29
She Wins. We Win

GBI EVEINS ...ttt R R R R R R R AR R RS R SRR R AR R RS R R AR e R et R e E e n e 34
The MoreThings Change

HEIEN €. SODENAIT .......cveeeeeee bbbt E R R R R s R R R e R R e Rt ne s e R e Rt e e R e b et e nnenen e e e nre 38

Biographical Sketches
(600071 1] = (o] o RO SO S ST S P U O PO UPPTTRROT 43

Feedback Form



Notes from the Editor

By Helen Sobehart

We are happy to provide for you this second annual
monograph of AASA's National Women Administrators Confer-
ence, “Leadership on the Line: Standing Up for Public Educa-
tion”, held October 31 to November 2, 2003 in Arlington, VA.
We are pleased to share the “voice” of our female leaders and
the issues which are important to them nationwide as they stand
up for theright of every child to learn.

Asyou read the Foreword, so well done by AASA's
Associate Executive Director for Special Projects, Sharon
Adams-Taylor, you'll see why we are enthusiastic about
bringing this edition to you. Her overview will entice you to
read the many perspectives and ideas shared within these pages.
Some are about women's issues in particular, others about
educational issues that we all share. Some are written asfirst
person reflections, others as more formal papers. They all,
however, convey the wisdom and captivating insights of our
leaders across the United States.

For now, | would just like to remind you of the monograph’s
history, and invite you to influence the direction of its future.
The publication of this edition completes a generous two year
grant received from the Wallace Foundation. Visionary leaders
at the Wallace Foundation recognized the need for easier access
to the knowledge and experiences of women leaders nationwide.
Certainly there are outstanding books and journal articles written
about issues that support and challenge women as they enter
positions of leadership. Some of those, in fact, are authored by
contributors to this monograph. However, the cost and accessi-
bility of such information sometimes does not encourage the
widespread dissemination of the feminine view in educational
leadership. By making this monograph a benefit of member-
ship, AASA, in cooperation with the Leadership Institute at
Duquesne University’s School of Education in Pittsburgh,
Pennsylvania, provides access to al members and, in turn, to
those whom members may wish to mentor.

This monograph is mailed in paper form to every femae
member of AASA inthe nation. Itisalso provided to al
members, male and female, as a PDF file on AASA’s website
(www.aasa.org) and Duquesne University’s website
(www.education.dug.edu/leaders). We strongly encourage you
to copy and share any part of this monograph which may be
helpful to colleagues — men and women alike. In the back of
the document, you will find a feedback form which we
sincerely request that you complete. Further information ison
theformitself. Itisonly through your feedback that we will
know if, how, and when we should continue to share this
resource so that the voice of educational administration may no
longer be dominated by a single perspective. Asisnoted in the
study by Brunner, Grogan, and Prince contained in this mono-
graph, the percentage of women occupying the superintendency
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has changed only 3 to 4 percent during the past century, from
11% in 1930 to nearly 14 % in this most recent study. That
doesn’t provide much opportunity for the female “voice” to be
heard. Asone feminist author so aptly observed over a decade
ago, “Until we have... aliterature from the silenced, we will
probably not have afull critique of the social order from their
perspectives. Nor will we have their proposed solutions, or the
means of sharing their daily worlds’ (Lincoln & Guba, 2000).

Pl ease take time to respond on the feedback form or even to
contact me personaly. It isaways a pleasure to discuss perspec-
tives about the advancement of leadership in general and for
women in particular. There may even be other projects regarding
issues of gender and minorities in leadership which you would
like to suggest. We most sincerely encourage your view.

In the meantime, we hope that a prediction which was cited
in one of last year's articles, yet made almost a century ago, will
become increasingly true before the 21 century slips too far
along. It was stated by EllaFlagg Young in 1909 as she as-
cended to the Chicago superintendency, “Women are destined to
rule the schools of every city. | look for alarge majority of the
big cities to follow the lead of Chicago in choosing awoman for
superintendent. In the near future we will have more women
than men in executive charge of the vast educational system. It
isawoman's natural field, and she is no longer satisfied to do
the greatest part of the work and yet be denied leadership.”
(Blount, 1998). We all need to be highly qualified for and given
fair opportunity to lead those vast systemsin order to benefit
every child. We all need to stand up for public education. We
wish you successin your own endeavors for our students’ future.
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Foreward

Leadership on the Line: Standing

Up for Public Education
By Sharon Adams-Taylor

For the past six years, | have had the pleasure of working
with a cadre of talented women school leaders and dedicated
AASA staff in thinking through a conference for women in the
superintendency and those who aspireto it. Matching what
women say they want and need with speakers who can inspire
and motivate has been an exhilarating experience for me. And
when | hear the audience reaction to the speakers, the atmo-
sphere, the networking, the attention to detail, the entire
Women's Conference experience, | exhale, knowing that our
team has delivered something of value to women in school
leadership.

Things have not changed much for women school leaders
since 1980. That’s when the first national conference on women
in educational administration was convened by AASA, through
the leadership and vision of the late Dr. Effie H. Jones, AASA
Associate Executive Director. Effie, one of the nation’s pioneer
advocates for women and minorities in school |eadership, knew
that the road ahead would be long and rough. She also knew that
sharing laughter and tears and passion that weekend in Chicago
24 years ago would renew and sustain the commitment of the
women who gathered there. And Effie was right; the conference
she and her colleagues envisioned has continued each year since
itsinception.

In 2002, through a Wallace Foundation Ventures grant to
Duquesne University, the voices and spirit of the annual AASA
Women Administrators Conference were captured in a mono-
graph. Through the hard work and inspiration of Helen Sobehart
and her team at Duguesne, you are reading the second. This
monograph is the next best thing to actually being in that group
of smart and committed women leaders who traveled to Arling-
ton, Virginia, on Halloween 2003, to open their hearts and their
minds to one another, and to stand up together for public
education. Not all of the papers are here, but this snapshot of
the presentations will have you figuring out how to get to this
conference in November 2004. To paraphrase my teenage
children when they are urging me to action, next year, “don’t
just read about it, be about it.”

Our AASA offices moved last April and as one does when
packing, | came across all matter of being. | also found a
treasure buried deep in a dented and dusty lateral file cabinet in
the basement of our building. It was the proceedings of the very
first AASA gathering for women administrators along with a
filmstrip! | placed a copy of the transcript in the capable hands
of Helen Sobehart and she made magic. Comparing the tran-
script with the 2002 proceedingsisinstructive, asreveaed in
Helen's paper, “ The More Things Change.” Participants at her
4

session were hard-pressed to correctly identify which statements
about women trying to attain top school district jobs were
contemporary, and which were 24 years old. Cryss Brunner,
Margaret Grogan, & Cindy Prince confirm that for women in
school |eadership, little has changed over time, in areport on the
findings of the recent AASA survey of more than 1000 female
school system administrators. Although the percentage of
women in top district jobsis still small, the researchers did find
afew encouraging trends — like the age of first superintendency
for women (it's dropping); the number of yearsin teaching
before moving into administration (also dropping).

Gail Evans, author and former corporate executive, is an
advocate for the AASA women’s conference and encourages this
kind of coming together or women'’s network. In fact in her
paper, “ She Wins, We Win,” based on her best-selling book of
the samettitle, she admonishes us to support each other, espe-
cialy inthe workplace. Each time we select afemale vendor,
speak positively about awoman in anew position, go to a
female doctor, “you are not just going to be helping her, you're
going to be helping yourself,” argues Evans. Diversity plans and
affirmative action have done what they could do, but now it's up
to us, she suggests.

The papers in this monograph are provocative and so are
many of the people that school leaders deal with everyday. In
fact, noted author Sandra Crowe, statesin her paper, “ Since
Strangling Isn't An Option: Dealing with Difficult People,” that
21 percent of people in the workplace say they are angry enough
sometimes to act out physically. And 78 percent in arecent poll
reported that rude and selfish behavior in Americais on the
increase. “How can we change ourselves?,” she asksin her
insightful presentation, when facing a difficult person, whether
it's aparent, a board member, a colleague, a principal, or a
teacher. Crowe walked us through practical strategies for dealing
with difficult or angry people.

Equally provocative were the stories shared about political
and systemic issues faced in large urban school districts that can
interfere with student learning. In their presentation, “The
Conditions of Leading,” Sabrina Hope King of the Wallace
Foundation, Beverly Hall of Atlanta Public Schools, and Melody
Johnson of Providence Public Schools give us a glimpse from
their respective vantage points of how they move quickly and
with urgency everyday to improve the quality of teaching and
learning in public schools.

Houston Conley and Kenneth Underwood of Harold Webb
Associates, Ltd., awell-known superintendent search firm,
provide advice on how to secure the right job through under-
standing the interviewing and negotiating process. They share
tips on doing homework about the district, the board, and each
board member, and targeting your resume and interview to what
you have learned. The goal, they counsel, isto be seen as
knowledgeable, effective, and compassionate. They are straight-
forward and realistic in their advice and they pull no punches
when suggesting that superintendent candidates find the right
bal ance between the “benevolent” and “ cutthroat” strategies for



negotiating a contract.

This monograph offers a treasure chest of advice—both
practical and spiritual—for women school leaders. Itisalso a
testament to their common purpose, which resounds clearly in
the voices of the presenters and participants. Rosa Smith
captures that spirit in her paper, “Loving the Ugly Baby:
Superintendent Leadership in an Audit,” when she says the
education of our most vulnerable children is a matter of life and
death. She exhorted the group to find the will, the courage, and
the rage to stand up and fight for them. Rosa communicates the
intensity of the passion, the commitment, and the love that must
be part of this shared work with these words: “It isimpossible to
teach children well if we are incapable of loving them.” She
definesthis love as the vow that “No matter what, I’ m not going
to let you fail.”

Itisthiskind of public acknowledgement that we stand for
children and stand up for public education that is at the heart of
the AASA Women Administrators Conference. It isthe kind of
love of which Rosa Smith speaks that isin the air each timethis
conferenceis convened. Read between the lines of this mono-
graph and you will fedl the wisdom, power, purpose and
advocacy that pull these women leaders together towards a goal.
Thisisno accident. Itisour intention with this conference and
with this wonderful monograph, not only to capture some of the
wisdom, power, purpose and advocacy of this very special
weekend, but also adice of that love. Effie Jones would have
wanted it that way.

Sharon Adams-Taylor is the Associate Executive Director of
the American Association of School Administratorsin Arlington,
Virginia
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Now back to Dr. King.

Sabrina Hope King

I’'m fortunate to work with Dr. Hall and Dr. Johnson
through the Wallace Foundation’s initiative to improve educa-
tion leadership. We at Wallace want to contribute to the knowl-
edge and skill development of education leaders and address and
support policy changes on condition change.

We are mindful that we can have quality leaders and better-
prepared leaders. But, if we put them in systemsthat are flawed
or systems that are full of obstacles, some of which you heard
about here, the work is more difficult than it needsto be. It's
work that we know needs to be done to improve student
achievement for our highest need. Without it, children will take
longer than they need to to succeed and our children will
continue to suffer. While we apparently will not have alot of
certified administrators for some time, we will continue to have
alot of visionary, prepared and capable leaders like Dr. Hall, Dr.
Johnson and many of you assuming positions in the urban
systems that need them the most.

Let’s begin to think together about what condition changes
we should support. At Wallace we are trying to figure that out
now and we really very much want to have the perspectives of
you and of this organization as we figure out which condition
changes we're really going to support.

Let's keep in mind the perspective of Gail Evans that the
reason that we don’'t have a woman president is because women
haven't decided that that’s what we want. Let'sreally think
about that and not be scared of mgjor condition changes. For
example, do government structures need to be changed? Do we
need to have much clearer and much more limited roles for
school boards across districts and across states, elected or
appointed? Should we consider eliminating teacher unions and
administrator unions? Or should we reconsider the role and
authority of these unions? Should we collectively work towards
policy changes for major salary increases for school superinten-
dents and school principals and special incentives for those who
work in districts with students who are in need of accelerated

“ Let’s keep in mind the perspective
of Gail Evans that the reason that
we don’'t have a woman president is
because women haven'’t decided
that that’swhat we want. Let's
really think about that and not be
scared of major condition

changes.”
Sabrina Hope King
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work? Should we think about reporting reciprocal agreements
in terms of retirements and certification? Should we consider,
for example, having all school administrators belong to a
common retirement system so that there can be that mobility?
Should we consider co-administrator roles, for example instruc-
tional principals and business managers? Should we consider
co-principals or co-superintendents? Perhaps have a position
where a person goes to work from 6-5 and another person goes
to work from 12-8, because we know that particularly in our
highest needs school districts we need the leader to be there
because the needs of the district and the needs of the community
are so great? Do we need better alignment between district
needs and state policy so that we don’'t have a situation like Dr.
Johnson described of no assessment, data or standards? That's
clearly an obstacle that she's had to work quickly to overcome.
Those are some ideas in terms of possible condition changes
that are on our minds. We would really like to have your ideas
and feedback. 1'd also liketo ask Dr. Hall and Dr. Johnson, if
any of these conditions had been addressed, would their work
have been easier? Even though they have done phenomenal
things in Atlanta and Providence and the districts that they’ve
worked in previously, would they be farther along? Which ones
of these ideas resonate most with you and what are your ideas?

Dr. Beverly Hall is Superintendent of the Atlanta Public
Schoolsin Atlanta, Georgia

Dr. Melody Johnson is Superintendent of the Providence,
Rhode Island Public Schools

Dr. Sabrina Hope King is Senior Project Officer of the
Wallace Foundation in New York, New York
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Superintendent Leadership in an
Audit: Strategies for Loving the
Ugly Baby
By Meria Carstarphen and Rosa Smith

Meria Carstarphen

Good morning and welcome to the session on Superinten-
dent Leadership in an Audit: Srategies for Loving the Ugly
Baby. My nameis Meria Carstarphen. | am an assistant superin-
tendent in eastern Tennessee. With me today, as a co-presenter,
isRosaA. Smith, president of the Schott Foundation and former
superintendent of Columbus Public Schools. We worked
together there during a curriculum management audit.

We will present to you our perspective on what is required
for leadership for America’'s most vulnerable students. We will
focus on one step in a process for getting our arms around the
challenges facing an urban public school district, particularly in
the area of closing the achievement gap.

We will share with you how one district, our district, was
using its tough curriculum management audit to advance its
agenda, how we used it as a tool to drive educational reform.

Finally, we will describe what the behavior, interactions,
and leadership in district administration looks like during a
CMA, for the purpose of outlining how we attempted to trans-
form the culture of the organization to change outcomes for
students.

Our goal isto share with you a context for thinking about
leadership, our lessons learned, and to engage in conversation
with you about questions you may have. Most importantly, we
want you to think about your thinking and behavior that may
stand in the way of high student achievement, especially for
those most vulnerable students.

Rosa A. Smith

The college professor said,

“Such rawness in a student is a shame; lack of preparation
in high school is to blame.”

Said the high school teacher:

“Good heavens! That boy’s afool. The fault, of course, is
with the middle school.”

The middle school teacher said,

“From stupidity may | be spared. They sent himin so
unprepared.”

The primary teacher huffed:

“Kindergarten blockheads all. They call that preparation —
why, it's worse than none at all.”

The kindergarten teachers said,

“Such lack of training never did | see. What kind of woman
must that mother be?’

The mother said,

“Poor helpless child. He's not to blame. His father's people
were al the same.”

Said the father at the end of the line:
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“1 doubt the rascal’s even mine.”

Sound familiar? Many people blame the child. Few people
take responsibility for these children, and even less behave in
ways that will support and provide |eadership for our most
vulnerable children. Arnold J. Toynbee, historian and professor,
once said, “As human beings, we are endowed with freedom of
choice, and we cannot shuffle off our responsibility upon the
shoulders of God or nature. We must shoulder it ourselves. Itis
our responsibility.”

Now let's do some imagery. Close your eyes and imagine a
large American flag floating gently in the breeze on a nice sunny
fall day. What comesto mind? Pride and appreciation for those
who servein our country’s military? How fortunate we are to
live in this country and have freedoms that we cherish? Ideals
of what it means to be an American? Ideals of what it meansto
livein this participatory democracy?

Keeping your eyes closed, let our sunny day become rainy
and gray and stormy. Consider this: Who serves disproportion-
ately in the lower ranks of our military and why? Who has the
most freedom in our country and why? Who participates the
most and the least in our democracy and why? Who getsto be
freein America? What isyour role in determining who gets to
be free?

Whenever you see our beautiful American flag | want you
to remember the beauty and freedom it represents for some and
your role, our role, in determining who getsto be freein
America

“ S0 here we are on the eve of the
50" anniversary of Brown v. the
Board of Education, and we find
our selves facing some ugly truths.
Schools are not integrated and
schools with large number's of poor,
black or brown children are poorly
funded, poorly staffed and are not
getting the results that we want.
Fifty years. This year, next year,
we' |l be asking ourselves, ‘Where
have we come in fifty years?' It
will be a question about |eader ship.
Who is standing up? Who getsto

be free in the 21% century?”
Rosa Smith



We're going to reflect on our beliefs and our values relative
to our responsibility for other people’s children, their civil
rights, their futures, and how we feel as |eaders about the power
we have over other peopl€e’s children. When | heard the confer-
ence title, “Leadership on the Line, Standing Up for Public
Education,” | thought, “Wow! | really, really, love thistitle”
Then the more | thought about it, | thought | would change it
just alittle. I'd makeit “Leadership on the Line, Standing Up
for Public Schools' Most Vulnerable Students” because when we
get educating our most vulnerable student right, everything else
isgoingtofall inline.

Our least vulnerable students are going to be just fine
because of usor in spite of us. Our most vulnerable children are
begging for leadership, maybe even a different kind of leader-
ship, from us. So here we are on the eve of the 50" anniversary
of Brown v. the Board of Education, and we find ourselves
facing some ugly truths. Schools are not integrated and schools
with large numbers of poor, black or brown children are poorly
funded, poorly staffed and are not getting the results that we
want. Fifty years. Thisyear, next year, we'll be asking our-
selves, “Where have we comein fifty years?’ It will bea
question about leadership. Who is standing up? Who getsto be
freein the 21% century?

With nearly 32 yearsin avariety of positions, | can almost
say “been there, done that” to almost anything you put on the
table. However, when | was thinking about this presentation,
there were some challenges for me. | had to question many of
thethings| did and did not do as superintendent. | had to
question whether | acted quickly enough. | had to question
whether | actually walked my talk. | had to question whether
my priorities had been right.

Our goalsin Columbus were to increase the academic
achievement for all children, to operate more efficiently, more
effectively, and to increase hope and trust and competence in the
Columbus Public Schools. That sounded right. | thought we
had our eye on the prize. But in these two and a half years as
superintendent, aluxury | wish for each and every one of you,
preparing for this conference actually made me wonder what it
would have been like had my only goal been to ensure the
current and future civil rights of students. Would | have behaved
differently? What if it had been to ensure that each graduate the
greatest potential for actualized freedom for the 21% century.
How would my work have been different than it was, and how
might your work be different? Our children deserve no less than
leadership that goes to the question of civil rights and future
freedom.

I’m going to set the context for us to start thinking about
all that.

Chapter One: Current Reality.

A year ago, several funders, educational leaders, urban
planners and others were brought together by the Danforth
Foundation to talk about education in urban centers and the kind
of leadership that would be required for change. | want to share
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asmall portion of acommentary prepared by James Harvey.
“On December 7, 1941, an attack on Pearl Harbor took the
lives of 3,043 Americans. On September 11, 2001, terrorist
attacks in New York, Virginia and Pennsylvania claimed about
the same number of lives. In 2001, as they had sixty years
earlier, Americans took action. But every single day of the year
on average we lose 3,200 young people and no one seems to
notice. These are students who drop out of high school. Thisis
America'sgreat silent crisis. While the vast majority of these
young people are white, the black and Hispanic students are
gravely over-represented among these numbers. By the end of a
typical year here in America, as many as 500 young people have
fallen through the cracks. Their production capabilities are
diminished. If we were to respond appropriately, every fiber of
the nation’s energy and treasure would be brought to bear. There
would be a“‘Marshall Plan’ for education. The nation’s head-
lines and airwaves would be full of news about this challenge.
“But in the face of this massive challenge before us, what
we find is posturing and hand wringing. What we end up doing
isfocusing on test scores. Where isthe anger that high school
graduates of other nations run academic rings around ours?
How can we appreciate the news when the racial achievement
gapinAmericaisnot init?Itisinfact wrong. Why aren't we
upset to learn that onein four children in the richest nation in the
world livesin poverty? How do we continue to disguise racism
and classism in our schools and in our community? When will
we respond with the energy and commitment required to address
thissilent crisis and this high school rate, particularly in the
urban centers.”

Chapter Two: Questions, Questions, Questions.
Ted Seizer certainly knows about this challenge. Seizer is
profoundly worried about this silence and an educator’s social
responsibility. He raises a courageous question: “Why isthis
silence so pervasive?’ He further commented that silenceisa
slippery slope and we must begin to understand why we are so
silent. Some might say that confronting that silence — talking
about the things that no one wants to talk about — is the only
way we are going to be able to have a meaningful response.
What Meriaand | learned in my second year of superinten-
dency in Columbus was how incredibly willing people were not
to talk about things. About how silent they were when talking
about other peopl€’s children. Years ago AsaHilliard raised this
profound question in another way. He said, “ Thereis one and
only one question. Do we truly will to see each and every child
achieve to the peak of his/her capabilities?” He went on to
suggest that “the highest goals that we collectively can imagine
are well within the reach of those of us who truly will see that
happen.” So | ask, “What is our will level? What is your will
level?” An advisor said first we must understand that there can
be no life without risk, and when our center is strong, everything
elseis secondary. Therewill be no change, no socia justice, no
civil rights, no excellent district full of high achieving black,
brown and poor children without taking some serious risks.

13
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So the next questions | would ask you to ponder are “How
strong is our center? How strong isyour center?’ | already
know that you care and are looking for answers to address these
challenges. It isnot clear to me, however, whether even very
good people like you, like me, like Meria, have the requisite
will, courage and risk tolerance to do what is really required to
change from failing educational outcomes and conditions for our
most vulnerable children.

So my next questions are, “ Are we angry about this
situation? Are we angry enough?’ What would be the evidence
that we' re angry enough about the educational outcome of far
too many of our students? Recently someone raised a question
about our president. Is President Bush angry? Well, I'd say
“Yes, he'sangry.” |she angry enough? Given funding or lack of
funding, hisangry level remains to be seen.

What is the evidence that we are personally angry about
what is happening to too many poor kidsin our country?
Students are being held captive in warehouses called schools.
Sometimes I’ m in incredible rage about what’s happening in this
country to too many of our most vulnerable children. | can’t
help myself. Everything we know, everything we read and
everything we know about our own districts report that these
disadvantaged children are disproportionately poor, dispropor-
tionately black and disproportionately brown.

A child's successisclosely related to the education of the
mother. So, when | read about the incredible dropout rate of
pregnant and parenting school-age Latino girls, | feel rage. Who
is going to mommy-well the babies? What does the datain your
district that's disaggregated around parenting and pregnant teens
say? Do you know the dropout rate of pregnant and parenting
Latino girlsin your district? Who istalking about thisin your
district?

A high school diplomais the minimum possibility of
making minimum wage. When | see the statistics on the
disproportionate number of black male studentsin Special
Education, suspended, expelled and incarcerated, | feel rage.
How is daddy going to support and be a model for our babies?

“1f you believe you'rein the
business of saving lives, then you
change the way you think about
your work, the way you talk about
your work, and the way you do your
work. It changes how you spend
your time, with whom you spend
your time, what you tolerate, what
you let dlide.”

Rosa Smith
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When was the last time your community newspaper reported the
number of black boys who entered the ninth grade and the
number of the same cohort who graduated in the twelfth grade,
or the percentage of Specia Ed. studentsin your school district
who are black and male? | don’t care where your school district
is. When you get that data, it is startling. Thisimpacts who
getsto be free. If we're going to do something about it, it's
going to require another level of courage, information and action
fromall of us, for all of us. Everything elseis secondary.

| would & so say to you that | am much smarter now than
when | was a superintendent. So, some of thisis aresult of
having had two and a half years of reflection, till in the mix of
doing work to help kids.

Chapter Three: Other People’s Children.

Sometimes something happens that raises my rage to a new
level, takes my breath away. Let me share something that
happened when | was still superintendent. It still haunts me
today. Each day | would wake up early and | would listen to the
morning news. On this particular morning, | woke up listening
to the 2000 Juvenile Incarceration Report. | listened as they
reported that 60 percent of incarcerated juveniles under age 18
were African American and mostly males, 13 percent were
Hispanic, 8 percent Asian, 19 percent white. So, do the math:

75 percent of incarcerated youth under 18 were African Ameri-
can and Hispanic; 84 percent were youth of color. Sixty percent
were African Americans, about 11-12 percent of the population.
Sixty percent! On that morning in February of 2001 | almost
could not move as that information consumed me. | had to
acknowledge what it meant to my work, my kids, our work, your
work, everybody’s work. | was reminded at that time of
something that Secretary Colin Powell said while he was with
America s Promise. He said that the education of our childrenis
amatter of life and death.

So if you believe that you are in the business of saving lives
versus simply teaching and learning, in the business of saving
lives versus having a board meeting, or ensuring athletic or
transportation services, in the business of saving lives versus just
keeping the mayor happy, in the business of saving lives versus
buying the latest learning program, whatever —if you believe
you're in the business of saving lives, then you change the way
you think about your work, the way you talk about your work,
and the way you do your work. It changes how you spend your
time, with whom you spend your time, what you tolerate, what
you let dlide.

Consider thisillustration. If you believe that your chargeis
only to teach reading to third grade students, you’ re going to
work in avery ordinary way. However, if you believe that it's
your responsibility to save the life of athird grader, you will be a
totally different teacher. If you believe that it isyour job to save
Johnny’slife, Johnny will not be allowed to sleep day in and day
out in your class. Johnny will be taught social survival skills.
Johnny will do make-up work with you during your lunch period



and free period. Johnny will not continue to lie to his mother
because you are going to visit his homein the projects. Johnny
will not be suspended for five days for saying “f*#%,” aword
he hears al the time at home because you will teach him other
ways to express himself. Johnny will learn to listen to quiet
tones because you' re not going to yell at him and you’ re not
going to demean him. Johnny will not fail in your class because
you will provide him with the protection and the love he needs
until he can learn to value his own life and hislearning.

Yes, you will teach Johnny to read well, too, but not just
because it's your job, but because jails are full of Johnnies who
cannot read because it will be impossible for big John to find
meaningful work if he cannot read. John will alwaysfeel a
certain shame about himself if he cannot read. John will be at
the mercy of othersif he cannot read. The education of Johnisa
matter of life and death. You see, it is about 8-year-old Johnnies
who arefailing to read at the third grade level in the third grade.
It's about what 28-year-old John will or will not be able to do
because he couldn’t read in the third grade.

The status of our most vulnerable students is really com-
plex. | won't hold us responsible for all of it. Wewho areinthe
care and education business, however, are part of the problem
and have yet to become a significant part of the solution. We
draw the line much too soon when it comes to other people’s
children. Thisisall about leadership ontheline. Thisisall
about standing up for our most vulnerable students.

Chapter Four: What'sLove Got To DoWith It?

In my opinion, there are four primary school factors that
impeded our success. A vast mgjority of students do not read
well enough early enough to be successful in school. Too many
adults do not love the children they are paid to serve. Too few
of our school people and other decision makers and service
providers do not understand, appreciate or perhaps care that the
education of other people’s children is, in fact, amatter of life
and death. We tolerate conditions, experiences and results for
other people's children that we would never ever accept for our
own. A friend oncetold methat it'simpossible to teach children
well if we areincapable of loving them. Lovethat is defined as
“No matter what, I’'m not going to let you fail.” The stand up
and deliver kind of love of Jaime Escalante. The kind of love
that you would demand for your own children, a mother’s love,
where the leader puts her professional career on thelineto
change experiences and outcomes for the community’s most
vulnerable students.

Who in our schoolsis angry about what happens and does
not happen to too many of our children? Who in our school
loves our most vulnerable children?

Chapter Five: Part of the Problem, Part of the
Solution with Children

Having said all of this, | know that al over our country
there are people working really hard, trying to make a differ-
ence. | appreciate, respect and understand the efforts and we're
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beginning to see results. In the main, however, you know and |
know that for most of our early centers and schools what we
currently do in education is not good enough. Whereisthe
evidence of the anger and of our love? Canwecall it anger?
Can wecall it love and not advocate or demand something very
different and better for studentsin our schools?

Chapter Six: Freedom

Thomas Jefferson once said, “Ignorant and free, the two
shall never be” That's what we're talking about here. | know
you're thinking about your responsibility as superintendents,
researchers, district office administrators, teachers or simply
interested persons. On some levels, that's exactly your primary
responsihility, but on the macro long-term level, your responsi-
bility is about the future freedoms of our children. It's about
your willingness to do whatever is necessary to ensure that each
of your students have future freedom. Freedom isdefined asthe
ability and opportunity to make constructive decisions and have
real choices about what happens to you and those you care
about.

Who in America, who in your school districts, who in your
communities gets to have these types of freedoms? Ignorant and
free, the two shall never be. In the 21% century, the most
freedom will belong to those who are the most literate, have
strong problem-solving skills, work well independently and in
groups, have aworking command of technology, have a signifi-
cant capacity to learn and to adjust to continuous and rapid
changes. The 21¢ century will not be kind to those without these
attributes.

Who in America and who in your districts get to have this
type of freedom in the 21* century, and who in Americaand in
your community does not get to enjoy these types of freedomsin
the 21% century? Ignorant and free, the two shall never be. You
are, we are, the children’s 21% century freedom, and you get to
answer these questions. You get to ask and demand that other
educators, legislators and decision makers answer these ques-
tions. | may not agree with everything attributed to Thomas
Jefferson, but thisis the truth: ignorant and free, the two shall
never be.

So, herewe are. The 21% century freedom fighters for our
children, freedom fighters for other peopl€’s children and
especialy America's most vulnerable children. Who getsto be
free? That’swhat I’'m asking you to think about today because
no one, no one should be allowed to make policy and implement
practices that minimize any child's civil rights and current and
future liberties, including you, including your staff, your board,
your community members, decision makers, no one. Thisisour
charge, your responsibility. Thisiswhat we owe our children
we serve.

The tough and painful work begins with you. Our most
vulnerable children will not make it unless we exhibit stand-up
leadership. You have got to look at your black, your brown and
your poor students and yell to the entire world, “1f you get in the
way of me helping my children, | will kick your _!” Now,
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you're going to use different language, but that’s what they’ve
got to hear and that's what they’ve got to believe.

Chapter Seven: LitmusTest, A Choice

Each year, Secretary Paige gives his annual Back to School
address. | have to admit, I'm impressed with thisone so I'm
going to quote a bit of it. He said, “ The atmosphere of disregard
confirms the students' suspicion that they have aready been
written off and no one really cares whether they learn or not.”
He adds, “ In such situations, education must closely resemble
the holding action of students’ marked time and wait to be thrust
out into a competitive job market armed with no skills and
hope.” He said that we are facing an unrecognized educational
crisisin this country. Our wide and sometimes growing achieve-
ment gap confirms that there is atwo-tiered education system.
He said that effectively the education circumstances for the
student are not unlike that of a de facto system of apartheid. He
said we let young children sit quietly in the back of the class
while we celebrate because some students have succeeded.

Yes, there is an education-learning gap. Yes, thereis an
education-teaching gap. Yes, there is an education-leadership
gap, and, yes, there is alegislative-leadership gap. These gaps
are choices based on our beliefs about black, brown and poor
children, based on our will to ensure that black, brown and poor
children learn by any means necessary. Where we aretoday isa
result of choices we've made. We are the reason that 30 percent
of black boys are in Special Education. We are the reason that
of the remaining 70 percent of that cohort, only about 50 percent
graduate high school. That iswhy last May | said to a congres-
sional hearing of legidlative aides that black boys should be the
litmus test of No Child Left Behind. If | really become a
superintendent again, | would only work for a board that would
join mein that quest for the educational success of Black boys
and other most vulnerable students. 1t would be my choice.

If wefail to lead, we make choices to fail hundreds of
thousands of children. If wefail to lead, we choose afuture in
which most black, brown and poor kids will always be at the
bottom. It is a choice that we make each and every day. Itis
your choice to give voice to the silence about other people’s
children, especially the black and brown children in your
district. It can be Shaker Heights or Detroit, Michigan. Itisa
gap and we' ve got to get on top of it. Itisyour choiceto shinea
1,000 watt light into every dark corner of your district’s secrets
and suspicions. It isyour choice to share the public's outrage
and to commit to personal and professional change. Itisa
choice to promise and produce new results for children. Itis
your choice to show everyonein your district and your commu-
nity that you are putting your leadership on the line and standing
up for your community’s most vulnerable children.

You must seek and embrace bad news as an opportunity and
aplace to begin to produce good news. Thisis a choice we
made in Columbus. We opened Columbus Public Schools, we
turned on the light, we got out the bug spray, we got out our
broom, and we got busy. We made the choiceto lay the truth

16

out, lay out all the gaps to the whole community. Once they got
over the shock of it all, they joined usin trying to make our
district better. Critically important to our audit wasthat | had
someone who gave me aton of support and brought the kind of
skills that enabled me to stay on top of this. | was fortunate to
have Meria Carstarphen, a Harvard USP intern, and | hired her.
And, as apart of her responsihility, she provided leadership and
managed and monitored this audit for us. This changed our
behavior. It changed who we hired, how we spent our money.
Meria began talking with others about what she callsthe “ugly
baby”. It became a chapter of her dissertation. | think we'll still
be friends when she finishes her presentation.

She will now share with you her insights and lessons
learned.

Meria Carstarphen

Were we angry enough? When we started there were two
people who were angry enough in the district for everybody.
One was our Assistant Superintendent for Academic Achieve-
ment. She was angry enough to raise the issue of having an
audit in the first place, and Rosa Smith was angry enough for the
world.

Before we get into the actual audit itself, | want to give you
alittle background on curriculum management audits (CMA) in
general. Inthe past two decades, about 300 audits have been
done in school districts, nationally and internationally. Colum-
bus Public School District was actually one of the first districts
in the nation to get a curriculum management audit in 1979.
Exactly 20 years |ater, they had their second audit. In addition
to that, thereisavery special history, culture and structure in the
Columbus community and district. The district history was
based or centered around desegregation but the district at-
tempted to circumvent the spirit of Brown v. the Board of
Education. So public education in the community had the
overlay of race. Board relationships and relationships among
staff members were aways slightly charged around the issue of
race and the baggage of the district’s desegregation history.
There was also in those 30 years a gutting of staff infrastructure
when they cut resources. They cut people, and there were
multiple turnovers in the superintendency. Toward the end there

“ Basically what an audit doesis
provide an intensive look at how
well the school system has set valid
directions for pupil achievement,
concentrated resources to
accomplish those directions, and
Improved performance’

Meria Carstarphen



was a multitude of what was termed “ stop and start reforms.”
Every new superintendent brought anew initiative. People got
into the position of laying low and waiting for these thingsto
pass.

In 1999, the board approved conducting aCMA. There
were the administrative and superintendent perspectives, and
they fell into two camps. One was that the CMA was very
useful. It provided leverage for doing some of the tough work in
thedistrict. On the other hand, some people felt the CMA
actually fueled controversy and complicated our ability to get
the work done. The audit looked at both the administrative work
and board governance. Furthermore, it critiqued the relation-
ships and behavior of the board members. Again, we were
constantly faced with racially split voting on our board.

Rosa A. Smith

| did not understand how they were going to lead with the
board. | had aterrible board situation. | had board members
who actually thought | had asked for the audit on purpose to
embarrass them and that a superintendent could never get it out
the door. If | were advising a group of aspiring or new people, |
would makeit a part of my contract going in to do both this
audit and afinancial audit.

Another thing to keep in mind is that a board will tell you
that they want something and they’re fairly clear initially, what
they thought they needed given the circumstances and at a
certain period of time. Somehow you’ve got to get that firmed
up because they say they want it when, in fact, they really don’t
want to hear it.

Meria Carstarphen

Now, I'm going to give you an overview of some other
lessons learned. Here are some questions you may have: How
do you know it might be time for an audit? How do you know if
your district’swork is aligned? |sthere acommon understand-
ing of equity? How do you manage the communications?

The purpose of a CMA isto provide an “intensive look at
how well a school system has set valid directions for pupil
achievement, concentrated resources to accomplish those
directions, and improved performance. It does not concern itself
with the content of curriculum, but with how curriculum is
developed and implemented.” It looks at every facet of the
district - from your governance to the administration and
everything in between - but particularly, in the areas of curricu-
lum and resource distribution. You may have noticed that in the
program it said “ curriculum audit,” but our presentation says
CMA. Thereisadifference: a CA looks almost completely at
the design and delivery of the curriculum where asa CMA looks
at any aspect of the district that influences curriculum...that
means just about everything.

But, what does that really mean? In the most simplistic
terms, aCMA let’s you get to the heart of performance issues. It
outlines or identifies al the obstacles that stand in the way of
high student achievement.
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In the spring of 1999, with the support of a Performance
Incentive Grant received from the State of Ohio (roughly
$250,000), the Columbus Board of Education authorized the
district to engage Phi Delta Kappa, and external auditing group,
in a thorough curriculum management audit.

CMASs can be conducted internally by staff members within
the district. We, however, went straight to PDK and requested
them to come to just do their thing without letting us get in their
way. Why did we choose them? We believed they were reputable.
They were independent because they weren't attached to the
district. They were extremely adept at conducting the audits,
completely objective. They had an established professiona team
that was filled with seasoned administrators, teachers, professors,
the works, and this was actually an organization that was very
supportive of the work of urban public schools. In other words,
they represented a recognized, unbiased authority that would tell
us whatever they would find without holding back, no matter what
rock it was under, and we had many, many rocks.

Here's a brief summary of what they did. They reviewed
documents like board agendas, the curriculum, basically any
public document that a reporter might ask for, they looked at.
They also interviewed al the personnel, teachers, students,
parents, all the way up to the district’s superintendent and board
members and they visited all 143 of our schoolsin one week.

How did we know it was time for an audit? We were
actually on the state accountability scale on the verge of state
academic takeover. So, our stakes were high. The status quo
was unacceptable, and we had a new superintendent, a chief
academic officer in our district. You have to be careful about
timing because if you do it too late in your administration,
people start thinking you are part of the problem. If you do it
early enough, it can actually help you map your direction. So,
we wouldn’t recommend it for superintendents who have been in
the district for four or five years.

Our public’'s hope, trust and confidence, at best, were
fragile. We needed someone who could talk to us about the
obstacles and remain completely objective. 1t wasthe only
political way for us to gain acceptance around overturning those
rocks. We certainly needed to know where we were to get a
better understanding of how to get to where we wanted to be.

So, once we knew it was time, we asked for the audit, and
thisiswhat they asked of us. What did we want from the
report? Our superintendent said, “We want the truth.” Thisis
what you get when you ask for complete candor. Look at these
headlines: Audit rips Columbus Public Schools; New audit
found same problems as 1979; and Audit slams schools. The
media wasn’t very forgiving.

There's clearly another significant downside to this. All of
a sudden everybody starts looking at each other saying, “I didn’t
do this. It'snot my fault” The district may not want to own it.
A superintendent may have to direct the ownership, instructing
staff to know it, accept it, work with it. The district then must do
due diligenceto stay on it or won't be taken care of. There can
be a massive push back from the organization. The audit team
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may also, asthey did in our case, focus on the governance, the
board of education. Naively, perhaps, no one in the entire district
expected this, but in retrospect we realized the work of the board
directly impacts the business of teaching and learning. And, our
board is continuing to support this work.

On the upside, if there was an upside, we learned things
about ourselves that would have taken years to learn. We all
know that we don’'t have that kind of time in urban education
centers. We couldn’t wait.

As| said, candor can create a lot of tension and stress in the
organization and the broader school community. What is
already complex work becomes even more difficult in amore
strained context. Everyone becomes more interested in acceler-
ating the work.

We struggled, wrestled, and still struggle and wrestle with
the audit to understand the volume of work ahead of us, to
develop ways to manage the work, to accept the findings and
recommendations, to internalize its validity, to believe it, and to
get buy in for the yearsit will take to do the work.

So, how do you start to work through and share all the
findings and recommendations and help others have constructive
dialogue around the audit?

e Thelead auditor cameto a board meeting and walked
the board through the findings and recommendations. It
gave everyone the chance, including the community
because our board meetings are televised, to ask
guestions and hear a dialogue around the audit.

» All administrators spent time digesting the findings and
recommendations and discussed them with their staffs.

* Aninventory was taken of the work that had been done
since the audit “ snapshot” was taken. For example, an
internal tracking document was immediately created to
help internal staff wrestle with the extent to which the
audit talked about their work.

» Existing work plans at the district and school site level
were evaluated and revised using the audit findings and
recommendations, and revised again.

» District staff met with community groups such as
various district advisory councils, the faith community,
parent associations, and the media to discuss the
findings and recommendations.

Quite simply, the evaluation will be based on the total
system’s ahility to deliver, in both its governance and opera-
tional structure: 1) awritten curriculumin aclear form for
application by teachersin classroom; 2) ataught curriculum
which is shaped by and interactive with the written one; and 3) a
tested curriculum which is linked to both the written and the
taught. Without this alignment, a District can not improve
learning in a sustained way or, most importantly, close the gap
between disparate groups.

Asadistrict leader, how would one create a sense of
ownership of the identified problems and proposed solutions
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defined by the audit both within and outside the organization?

Speakers would highlight examples of how our District
addressed each of these components to ensure a high level of
buy-in from BOE members, staff, students, and community. Just
to vary the presentation, each of uswould take one or two of the
components to briefly discuss.

In working on these recommendations, we did several
things to accomplish the task: 1) prioritized recommendations
that will be addressed immediately, later, not at all; 2) built a
basis for understanding the recommendation and the rationale
behind it; 3) identified key stakeholders in the process; 4)
determined existing work completed or in progress that will
support or distract; 5) identified policies that were in place or
needed to be devel oped to support the work; 6) defined short
term and long term strategies based on best practice models; 7)
assessed capacity of the organization to deliver; 8) determined
budget implications and possible funding sources; 9) developed
time-line and benchmarks of progress; 10) identified what other
work would need to be postponed/reduced/eliminated; 11)
determined overall impact to the organization and how to
provide support; 12) identified responsible parties.

When you mentioned the word “audit” in our school
community, it got peopl€’s attention. How would you manage
communications? The audit remained front and center for two
reasons — because of its own weight, and because we have made
aconscious effort to keep it there by constantly tying it to our
work and by constantly reporting on our progress.

Our communications goal relative to the audit was to
demonstrate how it is being translated into the ongoing business
of the district — how it informed and influenced our work, and
how it has trandlated into our short and long-term work. We
want the community to know that we have not shelved the report
—that we embraced it in the interest of accelerating our work
around teaching and learning.

How were we doing that? From the start, we made the audit
widely available. The morning after the Lead Auditor presented
the findings and recommendations to the Board of Education, we
distributed copiesto al principals and district administrators. We
posted the audit on our web site. We made copies availablein al
schoolsand in all public libraries. We sent the summary (suc-
cinctly outlined the recommendations) to our key constituencies—
our advisory groups, our funders, and to parent groups. We put
the audit report on the agenda of every community and advisory
group meeting. We gave a complete copy to al media outlets.

Asameans of demonstrating that the audit findings and
recommendations are translating into the district’s business, in
our planning documents and in initiatives we present to the
BOE, we note specifically the audit recommendation that's
addressed by a particular objective or strategy. Examples
include the following materials: The Superintendent’s 2-year
Work Plan, The District’s 5-year Continuous |mprovement Plan,
Departmental Plans, the Annual Budget. In our annual budget
document, we included in the Superintendent’s remarks a
summary of our progress to date on the audit’s recommendations



and findings. Not only did she articulate this summary in our
budget presentation at the Finance Panel meeting, they were also
included in the budget document itself. One of the audit’s
recommendations called for adjustments to our administrative
organization — to align more tightly the organization with the
district'swork. In presenting the proposed Administrative
Organization to the Board of Education for its approval, we
specifically cited the audit recommendations that influenced the
proposal. We finally began to get good press coverage.

We've taken advantage of various means of communicating
our progress. In addition to giving periodic reports at Board
meetings, we have done the following:

* written guest columns and commentaries;

* written lead storiesfor our internal and external
newsletters;

« briefed the media on initiatives that emanated directly
from audit recommendations (e.g., library resource
allocation, ESL allocation, extratutoring for
proficiency). A pressclip regarding our funds for
library resources was front page above the fold —it's
highly unlikely that we would have garnered that
placement if it hadn’t been for the link of the initiative
to the audit;

e Talk about audit recommendations in the context of our
work in (TV and radio) interviews (note recent Carol
Luper interview —“don’t want this to become the
“curriculum audit” show, but . . .");

» Included progress reports in speeches that the Superin-
tendent delivers about the work we' ve done since
receiving the audit report including, as | noted earlier,
her remarks relative to our budget request, and most
recently in her annual “ State of the District” address
and annual report to the BOE and to the Community;

* Created a“tracking” matrix that allows us to succinctly
summarize our progress on each recommendation
included in the audit. The matrix includes a column
that allows us to briefly report on our progress, and
“status’ columns that allow us to categorize our
progress. For example, in early October, we were able
to put together the following summary statement:

“ After just one year, we were pleased to report that of
the audit’s 138 recommended actions, 61 or 44.2% are
in the planning stage, nine or 6.5% are in the
implementation stage, another nine or 6.5% are
completed, and 59 or 42.8% are completed and
continued to be part of the district’s ongoing work.”

In summary, we've kept the audit “front and center” by
making it widely available, by noting audit recommendationsin
all planning documents, and by actively communicating our
progress. We're focused on letting our community know that
not only have we “theoretically” embraced the audit, but we're
actively trandlating it into our day-to-day work to advance our
district's#1 goal: to increase student academic achievement.
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“There's clearly another significant
downside to this. All of a sudden
everybody starts looking at each
other saying, ‘| didn't dothis. It's
not my fault.” The district may not
want to own it.”

Meria Carstarphen

We hope we've given you some sense of the “lessons
learned” from our curriculum audit, specifically focusing on the
questions we laid out at the start of this session. Furthermore,
we hope that we have given ways to think about your leadership
as you continue to serve America’'s most vulnerable students.

Inclosing, | will talk you through further analysis of
superintendent leadership in an audit.

The work of any superintendent is difficult and complex.
As various public constituencies demand greater accountability
for urban educational performance in public schools, political
interactions in school districts become more intense and the
pressures on superintendents mount. The distance between
superintendents and the actual work of schools, in this charged
context, often makes superintendents dependent on top-level
administrators to further the superintendent’s vision throughout
the organi zation. The relationship between superintendents and
the administrators who work for them thus becomes extraordi-
narily significant. A superintendent must work with and through
people to achieve their goals.

In The Curriculum Management Audit: Loving the Ugly
Baby, | explore in greater depth the nature of superintendent
leadership in Metropolitan Cleveland's highly charged political
context by focusing on the superintendent’s daily work in the
context of the CMA. The evidence shows extraordinary
complexity in thiswork, and the salience and dependence on the
motivation and interests of other school actors. | show how the
superintendent worked in a context of unsettled, negotiable
agendas, and explore the extent to which a CMA worked to give
the superintendent leverage. Each study participant experienced
the CMA differently. Some saw it as providing the superinten-
dent greater leverage; others saw it as fueling controversy in the
district.

In order to answer the question of how to further an agenda
(i.e. changing the culture), | interviewed the superintendent and
her four top-level administrators, as well as observed meetings
and interactions centering on the implementation of the CMA,
and | aso collected and reviewed documents that shed light on
the district’sinitiatives. My findings are embodied in this
descriptive, qualitative case study. Ultimately, the context of the
district guided the superintendent actions. The superintendent
operated in different ways at different times with different
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administrators. At the same time, her actions and strategies fell,
in the eyes of the district administrators, into three main patterns
or preferred leadership modes, which they described metaphori-
caly as“Hammer,” “Boss,” and “Rose.” Each mode embodied
particular micropolitical strategies. These modes and strategies
sometimes furthered her intentions, bringing her leadership close
to the idea of the transformational leadership to which she
aspired; other timesinhibited her ability to achieve her ends.

| explore these preferred |eadership strategies or metaphors
in terms of the micropolitical factors at work in the district. The
superintendent used four main control-oriented micropolitical
strategies during my observations: 1) assertion of her formal
authority, 2) suggestion, 3) control of setting, 4) coercion and
authoritarianism. At the same time, and in different contexts,
she also used two main empowerment-oriented strategies: 1)
communication of expectations, modeling, and support; and 2)
meaningfully involving her top-level administratorsin the
decision making process. The four main control-oriented
strategies were most evident in her characterizations as Hammer
and Boss. Her empowering-oriented strategies were predomi-
nant in her characterization as Rose.

Four major findings emerged from thisresearch. Firgt, the
historical context of the district and the organization shaped the
interactions of the superintendent with her top-level administra-
torsin ways that determined the strategies used by the superin-
tendent to further her vision. Second, the CMA provided the
superintendent with leverage in these interactions in away that
helped focus the vision on improving outcomes for children, but
at the sametime it fueled the political nature of the interactions
among the superintendent and other district actors, including her
lead administrators. Third, the superintendent employed
different kinds of micropolitical strategies with different people
at different times and on different issues associated with the
CMA in order to further her vision. Finally, while aspiring to an
ideal of cooperation and empowerment associated with the
literature on transformational 1eadership, the superintendent
employed both a control and an empowerment orientation.
While there was evidence that her |eadership had transformed
her working relationship with her lead administrators, the
transactional contingent nature of her strategies suggested the
complexity and challenge of transformational leadership in the
superintendency, in a highly political context.

Dr. Meria Carstarphen is the Executive Director for
Comprehensive School |mprovement of the Kingsport City
Schools in Kingsport, Tennessee.

Dr. Rosa Smith is President of the Schott Foundation and
Schott Center for Public and Early Education in Cambridge,
Massachusetts.
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L eader ship on the
Line—For Ourselves

SINCE STRANGLING ISN’T

AN OPTION
By Sandra Crowe

I'd like to start off with avery informal survey question.
How do you work with difficult people? How many of you live
with difficult people? Now for the real survey question. How
many of you are difficult people? My premiseisthat at one
time or another, we are all somebody’s difficult person. Right?

So, how do we change ourselves when facing a difficult
person? Most people always want to change the other person.
You always end up frustrated because that can never ever
happen. What really must happen is that you must get to a place
inside yourself where you make peace with what's going on
outside of you, where you have a relationship with the issues
that are presented to you by the other person. In doing that, you
become less affected by that other person. That doesn’t mean
that the other person doesn’'t change because he/she very well
may. But if you become less affected by what they do, that’s
the place where you have true freedom.

Even though I’ m not a superintendent, | know alot about
your daily frustrations. My father was head of pupil personnel
servicesin apublic school’s special education program. Almost
every night, he would come home and then have to leave for a
school-related meeting. He always would come back frustrated.
He was always in a difficult position. Parents felt that their
children with specia needs were the most important. He'd have
to negotiate for them with the school board to get more money
and the school board would say there wasn't enough money for
specia ed. Always fedling frustrated, he could never ever keep
that balance between the school board and parentsin check.

So, having lived with that experience, | can talk about
dealing with difficult people — the school board, parents,
teachers, principals, and other colleagues with whom you have
todeal. | know alot of personality types.

Our objectives are very simple. | hope all of you will
acquire at least one new behavior technique or thought so you
feel better equipped.

You may not know this but 21% of us are somewhat angry
enough sometimes to act out physically. A USA Today poll says
that 78% of Americans believe rude and selfish behavior has
increased. The number of difficult passengers on airlines has
increased. Soit’s happening in alot of places, not just in your
world.

When | talk about difficult, I'm talking about someone who
isinaction. Someone who getsin the way of aproject. Do you
notice that some people actually get pure enjoyment out of being
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difficult? Often when people are difficult, it's because they
think it’s going to get them some kind of reward.

So, what's the behavior that difficult people select? What
isit that they do? Do you have a sense of why they do what
they do? What's behind it? Isit attention getting? Isit ha
bitual? They don’t know any other way of acting? 1'd like you
to think about this for a while because the more you understand
the nature of the behavior in front of you, the easier it will be for
you to deal with it.

What are some of the behaviors? Intimidation, anger, need
for control, manipulation, bullying, others judging or threaten-
ing, negativity, ignorance? What do these behaviors usually
indicate? When you really get down to it, the core reasons why
people are difficult are insecurity and fear, feeling like they
cannot control the situation. Any time somebody feels this
internally, externally his or her behavior has to compensate.

Let me give you an example. A friend of mine works 16
hoursaday! There's no tangible benefit. Obviously there are
intrinsic benefits, but there’s no other reward outside of the work
place. So, | asked him, “Why isit you work 16 hours a day?’
Hewas honest. Hesaid, “I’m afraid that somebody’s going to
find out that I'm really lazy.” So, what's driving his behavior is
hisinternal conversation about laziness. What must happen on
the outside is compensation for that internal insecurity or fear.
That's why you see bossiness. People are afraid others won't
listen to them otherwise. We often see manipulation because
that's the way they control. All these behaviors are compensa-
tions for what people don't feel they can get any other way.

One of the reasons why this happensis basically history.
You know the expression you “take your work home.” It's
actually just the opposite. We take home to work. We take our
old relationships, our old insecurities, our old “ stuff,” our own
dysfunction, to the work place and we act them out. Wouldn't it
be great if you could just hand out medication for all that?

“You know, you've had a hard 30 years, have a couple of
Prozac.”

Truly, some people really need help and because we don’t
recognize it, there’s not a method in place to addressit. People
dance around it. They don’'t want to have to deal with it directly.
So the difficult persons think the behavior is okay. After all,
they’ ve been rewarded for 20 years while yelling and screaming,
for example, so that’s how they think they get something done.

| tell you this because | want you to see how inventive
many of these behaviors are. Some of the techniques |’m going
to give you are “in the moment.” They're what | call “mandate
therapies.” | also want you to see that you' re dealing with years
of dysfunction. And for that reason, though you're frustrated,
I’d aso like to invite you to have some compassion. | truly
believe that people do their best to deal with what they have
within their range of choices drawn from their knowledge and
experience base.

So, having said that, let’s look at degrees of “difficultness”
First of all, the University of Tennessee found that anger, which
| believe is an underlying emotion that really propels difficult
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behavior, comes from two origins. First of all, when people feel
like they cannot take action, when they feel powerless and
frustrated, anger will result. When rational people feel angry or
powerless, they will seek domains in which they can take action.
That's where you get activists who channel their anger in very
positive directions. Of course, the negative aspect of that is
what happened in the late 80s. There was nobody to listen to
them. There was no place for them to take their anger. There
was no organization. There was no placeto put it. Oprah
recently asked peoplein prison for many years to pinpoint a
reason behind their incarceration. Their answer was that nobody
listened to them as children. There was nobody to hear their
concerns, their thoughts, their feelings, to modify their behav-
iors. So that's one of the real negative outcomes of not being
able to take action.

A second reason can be unfairness or betrayal by the
system. It can also be promises that people made to you.
Somebody might say, “ You work really hard in this school
district and I'll guarantee that in five years you'll be superinten-
dent. | know all theright people. | have alot of connections.”
So, there'sa promise made to her and in five years it doesn’'t
happen. Now she's upset and angry. She's upset at the system
for not delivering on the promise, even though it was one
individual who madeit.

Think about yourself when you get angry. You typically do
one of two things. You either suppress your anger because you
feel it'sinappropriate, not the right situation, not the right
person, or you don’'t know how to doit. You hold it in and then
you get passive aggressive behavior. We are not going to talk
about it, so we're going to act it out instead. It builds and builds
and builds and it's explosive. This compression can be danger-
ous because we're finding now there are very strong correlations
between emotional compression and cancer.

So our core question is how do we deal with the anger and
frustration appropriately and effectively? There are some
principles that will help you deal with the frustrations coming
your way. Thefirst principle is very simple — for every action,
thereisareaction. If thisistruein the physical world, thenitis
also true in the relationship world aswell. Here's an example.
Somebody saysto me, “I'd like you to do a seminar. Please deal
with my secretary to get the materials that you need.” He says,
“1 must warn you though, my secretary is a bit of a procrastina-
tor” So, | pick up the phone right away and call the secretary to
coordinates things. She says she's having areally busy week but
would have everything ready on Tuesday. But that never
happens. Then she asksif | could come by on Friday to pick up
the materials. | say, “Sure” | have a couple of days until the
program. So, Friday comes. | call her. The materials still are
not ready. Could | come on Sunday? | said, “We're cutting it a
little close, but that’s okay.” She has my originals and my
computer went completely dead so I’'m at her mercy. So, | show
up at 1 o'clock. I just figure she'd be there in the afternoon.
Shewasn’t. | go back and wait, 2, 3, 4, 5, 6, 7 o’clock. She
never shows. Now, it's Sunday night, my computer’s down, she
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has my originals, and the program’s the next morning. 1I’m realy
frustrated now. | don’t know what I’'m going to do. My anger’s
building now. Finaly shecalls, “Oh, hi. I'm glad to get the
materialsfor you now.” That wasit! | lostit! “Wherewere
you?' | ask. “How dare you make me wait for you all after-
noon!” Sheretorts, “How dare you talk to me like that? I'm
getting these materials for you. 1I’m doing you afavor by coming
into the office for you on Sunday and you talk to me like that?
Thisisthethanks| get?’... And then | realized, | needed the
materials. You know what | did? | went back and | said, “I'm
sorry. | appreciate your extra effort for metoday.” And you know
what she said? “You know, I’'m sorry, too, for the delay. Let me
hand deliver themtoyou.” | said, “No, let me come get them.”
We agreed to meet halfway and it worked out fine.

Lesson learned? People don't care why you're angry.
They don’t know the reasoning behind the anger. They just see
the emotion. So, even though we always fedl justified in our
anger and that we have aright to be angry, other people don’t
see things from our perspective. And that creates a problem for
us. All that secretary knew was that she was giving up her
Sunday evening. The other thing | realized isthat when | started
yelling she lashed back. All we did was reinforce each other’s
negativity. That'sreally all that happened. So when | apolo-
gized, she apologized. One emotion reinforced the other — this
time positively.

So when you're dealing with difficult people in your lives,
ask what you may be doing, perhaps unconsciously, that might
in fact be reinforcing the difficultness rather than flipping it or
turning it or shifting it to the positive. Sometimes we don't
realize what that is. One of my teachers always says, “ The body
doesn’t lie” And as| loveto say, “Even when your lips aren’t
flapping, your body is still talking.”

Try this exercise. Pick afriend. One of you takes on the
body of adifficult person. Just become difficult. What isthe
difference in body language? For the person who was receiving
the negativity, what happened? That person got physically
closer? Did the person’s body say: “Give up, get angry”?

Thisiswhat | liketo call a pivotal moment — that moment
where you have an opportunity with your body language, with
your mood, with your way of behaving to change the destiny of
the conversation with that difficult person, and at that moment
possibly change the relationship. Difficult people invite usto
enter into their negativity. Their negative body language is that
invitation. So you become that way, you accept that invitation.
Now, | am not telling you to just say, “Okay, | must be happy
and benice” | am not telling you to ignoreit. What | am
saying isto be aware of your body language and your way of
behaving so you can feel hopefully more relaxed and comfort-
able in your body and not participate in the negativity. You're
going to be open, you're going to be neutral. You can be firm,
you can be stern, but you don’t necessarily have to go into their
negative space and react that way.

Here's another little experiment. 1'd like you to con-
sciously create afirm, strong, neutral, open body position. Get



your body in that position and your interpretation of what that
means. Firm and strong and neutral and open so that you do not
find yourself being seduced by the other person. What was the
impact of remaining neutral, strong and confident? What
happened to the conversation? Wasn't it harder for the difficult
person to continue the negativity because the person was not
winning? Once difficult people feel that they’re winning and
they’ re getting what they want, they will come back and behave
the same way again and again and again.

Take the person who comes into your office every day at 3
0’ clock to complain. You feel like you want to be nice so you
listen. Then he comes back again the next day and then the
next day and you have a dilemma on your hands. So part of
what you've got to do isto be stern and strong but at the same
time open.

One of the things that I’ ve realized about difficult peopleis
that they’re really good at finding places where they can get
rewarded. If there's no cheese here, then they’ll go somewhere
else. If they can't get cheese with you, they are going to go
somewhere else and often the solution is just to get them to go
away. There's nothing wrong with that.

In the presence of a difficult person how many of you find
your mood shifting? Think about that. The stronger of two
emotions dominates. In other words, if your emotional stateis
stronger than the other person’s, it becomes a “ magnetic force”
and you pull the person over to you.

Sometimes though, there are emotions that are too far away
from yours. If the mood that difficult personsliveinistoo far
from yours, they will dismissyou. For instance, if the person
livesin avery negative state and sees everything through that
lens of perception and you walk around like a Polyanna saying,
“Everything is great. It's a beautiful day”, the person will
dismissyou. Your mood istoo far apart to have a relationship.

So, here'sthe key. You have to consider the moods that
people live in. Then you want to create just enough tension to
get your mood just above theirs so you can create that “magnetic
force” Let megiveyouan example. | wasin the grocery store
recently and in agreat mood for no particular reason, just feglin’
groovy. Asl’m putting my groceries on the conveyer belt | ook
at the cashier. | notice she's having a bad decade. So, | decided
| wasn’t going to interact with her at all. | was going to get my
groceries and go. Of course there's one item that doesn’'t have a
priceonit. Sowhilewe'rewaiting for a price check | say, “Hey,
what’s up, how are you doing?’ The key piece there was the
mood that shewasin and | wasin. | found a place to connect
with her where my mood wasn’t too far away from hers. And as
we talked | noticed that her mood began to elevate. What
usually happensisthat most people put out that negativity
because we respond toit. In this case, there was enough pull
that she was able to lift her mood. When | left, she actually said,
“Bye. Seeyou soon. Come back again.” | could seethat she
was going to be different with her next customer.

In the work on emotional intelligence there was a study that
was done around the issue of strong emotions. It was done
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“Thisiswhat | like to call a pivotal
moment — that moment where you
have an opportunity with your body
|language, with your mood, with
your way of behaving to change the
destiny of the conversation with
that difficult person, and at that
moment possibly change the
relationship.”

Sandra Crowe

again and again. They put peoplein aroom and had them assess
their particular moods with an assessment tool they provided.
People who were in a negative mood were then put in with
people who were in a positive mood and for about five or ten
minutes they interacted. Then they were given another assess-
ment to see if the moods had shifted. In fact, they found
consistently that the moods did shift. Whose mood do you think
shifted more? Do you think the positive person went negative or
the negative person went positive? | would have thought that
the positive person might have gone negative because the
negative person was so strong. But in this case, what they found
was that the negative person actually did go positive.

This shows two things. First, the moods were not so far
apart that the negative person could not relate. But it also shows
that if you are with a negative person who hasthe desire to have
his or her mood elevated, you have the opportunity to do that.
They offer complete and total permission to manipulate them as
long as you do it positively. You have the power to bring
somebody up alittle bit using emotional energy!

So, here are a couple of things you can do to get emotion to
astronger place. Remembrance technique is based on the fact
that most of us lose everything we remember about love when
we face difficult people. When you meet with a difficult person,
you are not thinking about love. Here's an exercise to show how
thisworks. With afriend, turn to him and just say, “Good
afternoon” asif you're saying good afternoon to a difficult
person. Now think about someone you love. After you really
thought about that person, hopefully you're feeling a more
positive emotion. Now look back at your partner and say,
“Good afternoon” again. Now you’ re remembering someone
you love even though there’'s a difficult person in front of you.
One of the things that this exercise shows usis how our mood
affects our ability to deal with all kinds of relationships and
situations. Theidea of thinking about someone you love should
put you in apositive mood. In doing that, you are better
equipped to deal with the difficult person.

Another technique isto change your thinking. Now, thisis
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“What was the impact of remaining
neutral, strong and confident?
What happened to the conversation?
Wasn't it harder for the difficult
person to continue the negativity
because the person was not
winning? Once difficult people feel
that they're winning and they're
getting what they want, they will
come back and behave the same
way again and again and again.”

Sandra Crowe

easier said than done. What is the typical thought you have
when you're about to encounter a difficult person? You have to
watch your judgments. Our judgment really filters our ability to
see people aswho they are. Because of that, we get into those
habitsin our ongoing relationships. We seethem. They act a
certain way. We act acertain way. It's automatic. We think
about us a certain way; we think about them a certain way. To
shift that dynamic, something has to change in arelationship and
guess what? It's not going to be them. They’'re not going to
have any plans to do something different. So, in order to get
something different, we have to change. Change your body,
move it around, shift it.

The next technique is an ancient Chinese one that actually
comes from Tai Chi. Your “power place,” believeit or not, is
two fingers below your belly button. When you access this
place you actually access part of you that contains a center of
power. It'saplaceinside of you whereif you need that reserve,
you can actually shift toit.  Try thisout for yourselves to see
where the power is. We'll first establish a baseline, just to get a
sense of your normal average strength. Then, I'll have you think
about a situation you are in with a difficult person. Then we'll
see what happens with your strength.

So an ancient technique that has been used in the East for
yearsin martia arts can be applied to our emotional reaction with
difficult people. Let's see what happens. Face another person and
put your left arm out and hold it straight. The other person then
pushes down on your arm. You're going to push up. This gives
you asense of your strength. So, she's pushing down and you're
pushing up. Now you know where her general strength is. Next,
think about a difficult situation that you had or think about a
difficult person. You really have to know what it is, it's relevant.
When you have that thought, put it into context and just continue
to think about the technique we just talked about. Now have the
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person push on your left arm. You aren’t as strong, are you?

Whenever we encounter a difficult person or situation we
can get really angry and feel that surge. Thisis arepresentation
of what happens to your physiology when you' re dealing with
difficult situations again and again. We eventually will feel like
somebody has taken a vacuum cleaner and literally sucked all of
the energy out of us. So, one of the ways that you continue to
remain strong in the face of thisisto actually access this“power
place’ part of you that was built in.

Imagine that you are connected to the ground and your
energy is going down through your legs asif the ground is
caling you, gravity is pulling down. In doing that you can see
that strength in your body. Put your arm out again and continue
to focus. Think about the difficult situation you just had. Only
this time, focus on your power place, on your connection to the
ground, and say to yourself, “| am dealing with the situation
with strength.” Just say it to yourself. When you're ready, have
the other person push down again. It will be acompletely
different experience.

What happens is when you change your thoughts about
what you're focusing on in your body, the density of your body
changes. You weigh the same, but the experience in your body
iscompletely different.

Basically, the movement of shaking is good because
shaking gets that out of your body. Shaking is something
animals know. When you find yourself under stress, it'sfine to
shake and just | et the stress out that way. Let the frustration out.
And lastly, look on someone you like. If you don’t have
anybody you like at work , pick up the phone and call somebody
you like.

So, with all these principles and all these sayings, | hope
you're getting the sense that when we're dealing with difficult
people, we're not just dealing with something out there. We're
not just dealing with dysfunctional technique or dysfunctional
behavior pattern. We ourselves are part of the equation because
the reaction to difficult people liesin our physiology. What we
must realize is that dealing with difficult people lies within us as
much as it does within the interaction between us.

I’ll leave you with one last thought. What most of us want
to do is stuff our difficult relationships, make them go away, put
themin acloset and if we could, possibly even make them
disappear. Unfortunately, most of us have investments in those
relationships. So, I’'m hoping you have some techniques now to
make them at least go somewhere else for awhile, if not
permanently disappear. The key to dealing with difficult people
lies as much in your reaction to what's going on asit does in the
other person.

Sandra Crowe is a speaker, consultant and author in
Rockville, Maryland
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The Right Fit - Right
From the Start
By Houston Conley and Kenneth Underwood

When | see adistinguished group like this, | make an
assumption. One assumption isthat you know something that |
don’'t know. Another assumption | make isthat | may know
something that you don’t know. If we can create the right kind
of climate for the next few minutes, we both will leave richer
than when we came.

Understanding the board members and the system —keep in
mind that superintendent searches are like life itself. It's
cyclical and what may have been in vogue afew years ago may
no longer be. So one has to remain updated on terms and trends
in the profession. At one time a candidate could get ‘ brownie
points' by discussing the number of projects he or sheinitiated
in order to address certain problemsin the school district. Today
that raises more issues in the board members’ minds unless one
states the outcomes as a result of theinitiatives that you started.
The most effective leaders learn how to get to the top without
going over the cliff.

All of you have had psychology, sociology, or anthropol ogy.
All of the knowledge gained from those fieldsis used in
determining the right fit between you and the job that you are
seeking. | know that you think that you know how to do a
background check and you know what goesinto doing the
appropriate homework for checking on the job that you are
seeking, but I’'m going to suggest that we take a renewed look at
what “homework” is. When it comes down to it, we're talking
about the right fit. When it comes to negotiating a contract, itis
very important that you have done your homework in order to
ensure that you have the right fit. You were supposed to have
brought your contracts with you. Aswe visit together this
afternoon, | want you to refer to your contract and make notes
on them as appropriate. The contract and you must be congru-
ent. Otherwise, if you get the contract and you' re not happy
then you are going to be sad the whole time. Vice versa, if you
get a contract that allows the board to pay too much, then this
makes them unhappy. So, a contract to you and for you will be
pretty important.

Contract law can be described simply by stating that it isthe
law that governs contracts. A contract can take several forms: it
can be written or it can be just a verbal agreement. Today we'll
concentrate on the written contract. The idea of a contract has
three components: You have an offer, an acceptance and a
benefit or consideration.

Asyou well know, a contract is basically an agreement
between two or more people, which creates an obligation to do,
or not to do, something. The agreement creates alegal relation-
ship of rightsand duties. If the agreement is broken, then the
law provides certain remedies. There are three factors necessary
to create a contract: an offer, an acceptance and the consider-
ation or benefits. Thefirst two parts of a contract are very self-
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explanatory. One party makes an offer, the second party must
accept the offer and there must be consideration exchanged.
Consideration (benefit) has to be something of value. What
we' re going to concentrate on today is the third aspect of the
contract — consideration.

For a contract to be legally enforceable, not only do all the
parties to the contract have to get something in return, but they
must also suffer a detriment in case either party refusesto live
up to itsresponsibility. In other words, one cannot contract to
give someone €l se $50,000 unless the other person gives up
something in return (e.g. the superintendent gives up 3 years of
hisor her lifein return, the board gets three years of service
from the superintendent).

Aswe stated earlier the consideration or benefit hasto be
something of value. Let's address the valueissue. I’m going to
use the words “reward” and “value” and | may use them
interchangeably. So when you hear the word reward think of a
value you can place oniit. Picture a coach observing two
basketball players. Let’s call one boy number 9. The coach
observes a behavior and wants to reward the behavior. So, he
says, “Good!” Alright, he then observes the behavior for
another player, number 3. He says about his behavior, “that’s
good”, even though number 3 was hoping for “great!” Now let's
go back to value and reward. What do you think number 9 is
thinking? Isthat areward from the player’s perspective? What
about number 3? Isthat areward from the coach? Just like the
board wanted to give you $150,000 and you wanted $200,000.
In these examples there could be incongruence between the
reward and the value. Who determines what value is? Who
determines what reward is? In this case, does the coach deter-
mine that?

What the board may consider valuable, the candidate may not
and vice versa. How does one resolve thisdilemma? Itisthe
recipient that determines what the reward is—it is not the purview
of the giver. Only the recipient can determine what areward is.
For example: A $150,000 offer (salary) may be an insult to one
candidate, but $150,000 to another candidate may be just what he/
she has been looking for in terms of areward. However, if a
school board offers a$150,000 contract and the candidate wants a
$200,000 contract, therein lies a problem in contract negotiation.
Through negotiation, the board offers a $50,000 benefit package.
Will this solve the problem? Keep in mind as you talk about
contracts that the giver never determines what areward is. Only
the recipient determinesthat. At negotiations, you have to keep
that in mind. When you start pushing for more and more informa-
tion, agood leader knows how to get to the top without falling

“It isthe recipient that determines

what the reward is— it is not the
purview of the giver”

Houston Conley
Kenneth Underwood
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over the cliff. In other words, you don’t want to lose ajob
because you' re pushing too hard.

Let's say in the contract that we just described, $150,000
versus $200,000, that the board thinks of ways of coming up
with benefits valued at $50,000 which are not a part of the
salary. You go aong with the $150,000, but you wanted a salary
of $200,000. Does that solve the problem? It could. It depends
on what one perceives as areward. There are two types of
reward. There are socia and non-social rewards. Social
rewards are those which fall into the affective domain and non-
social rewards are those things that are tangible. If you think
about it — at some pointsin our lives the need for nonsocial
rewards is sometimes stronger than social rewards. At other
times, we want social rewards rather than nonsocial rewards.
Let’slook again at an example of asocia reward: “ You are
really at the top of your game today”. A nonsocia reward may
be, “You can have the office on the first floor rather than on the
third floor”. If you're set on attaining a salary of $200,000
(nonsocial reward) then it doesn’t matter what the board gives
you socially, it will not solve the dilemma between you and
board. Keep that in mind.

One of the issues facing boards today is turnover. There-
fore, one of the nonsocial rewards that is becoming popular isan
incentive to stay. For example, some boards are offering $5,000
extrafor each year you stay. Whether you're negotiating social
or nonsocial rewards, however, we suggest you don't involve an
attorney directly unless the board has done so.

One of the things we talked about was the conflict between
what value is and what is not of value to the recipient. 1t's going
to play abig part in how you market yourself and what home-
work you're going to haveto do. If you know agreat deal about
the board members, then you should be able to package your
resume and present yourself in such a manner that you will be
perceived by the board to be very positive. However, you need
to know more and more about the people who will be making
the decisions involving you. Not only do you have to do that,
but you' ve got to work very diligently at it.

Let'slook at some homework that you should conduct about
board members and that may be helpful in negotiations. Back-
ground work about the board is very important. It is more than
finding out the number of board members and the length of time
they have served on the board. It's more than knowing the
number of African Americans, Hispanics, Asians or Caucasian
members on the board. Asimportant as that information may
be, you need to gather as much information as you can about the
platform on which each board member ran. You then need to
ascertain whether or not their decisions on issues since being on
the board are congruent with the platform issues on which they
ran. Other important data about the members may be the type
of issues they champion, how hard they push, the type of
experiences they bring to the board, etc. Sometimes one’s major
in college will provide cluesinto his’her thought process. This
is by no means a conclusive list but let these few examples serve
as astarting point before you interview for ajob. Certainly this
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type of information will be of help when you start negotiating
your contract.

It's al'so important to consider mindset. Some board
members may come out of what we call an industrial society
mindset where the emphasisis on stability. There are some
board members who may come out of what we describe as the
post industrial society mindset, the technological society. You
may have some board members who state, “ The curriculum was
good enough for my grandmother, it was good enough for me,
so it will be good enough for my grandchildren”. On the other
end of the continuum, you may have board members who state
that “1 want my children and my grandchildren to be prepared
for the 21% Century. | want more technology in the curriculum
and | want those things that will facilitate teaching and learning
for a changing society”.

Whereis stability? If every one of your board membersis
one side, you have stability. However, on most boards of
education one or two members are on one side or the other.
Thus, the system that you will be seeking to lead is likely to be
one that istrying to adjust to the needs of a society in transition.
You don't have stability because everybody is not on the same
side of the curve. So, how does one run a system in transition?
If you talk with board members, try to find out which side of the
curvethey areon. It's nice to know the gender, the number of
males and females on the board, the race and cultural back-
ground, but that's just a start. None of it by itself means much,
but put together, it is the kind of homework that you need to do.
Think carefully about what questions you ask them and think
carefully of what they ask of you. You'retrying to learn as
much as you can about the situation in which you’ re going to
find yourself.

This leads us into how one should package oneself. The
objective is to connect with the board members. Once you learn
about the board and you have packaged yourself a certain way,
then you need to say, “What isit that | need to know that will
lead me to believe that | want to work with this school system?’
You should already have something in mind. You also need to
know if the board of education wants you. Then you need to
also decideif thisis the place where you want your family to
live during the duration of this contract. Once you have made
that decision be sure that you put your best foot forward. In
putting your best foot forward, keep in mind three types of skills
that should be reflected in your resume or in your interview:
human skills, perception skills and technical skills.

Human skills are those skills that you have in getting along
with people, how you act in relationships, networking and other
actions that we describe as our positive people skills. Now you
want to be sure that in your resume and in your interview that
you have identified some information and experiences that
reflect that you have knowledge and sensitivity that you will be
effective with human skills.

You also want to deal with perception. You want to have an
awareness of understanding things through the senses. Thus,
perception is to be able to see, to hear, or observe without



necessarily being told. The third type of skill that should be
reflected in your resume and in your interview istechnical skill.
Technical skills are the knowledge base, theory and experiences
that provide the know-how for you to perform the job.

Think about your own resume. Inyour resume, do you
highlight the human skills? Would a person readily pick that out
if they were looking at your resume? What about perception
skills? Could they identify clearly your technical skills? | think
that every skill that you possess could go under one of those
three categories. What you want to do is be sure that you have
talked about the successes in your career that reflect each one of
those areas. Keep in mind that in the interview process you are
trying to connect with people. If you cannot talk about that
readily, then you are going to miss out in that process. If you get
interviews and don’t get that job, what might have happened? It
may be an indication that your resume and you are not congru-
ent. On the other hand, if you send out alot of resumes and you
do not get any interviews, you may have put your resume
together not reflecting the qualities and skills that you possess.
Therefore, you don’t get the interview. You want to be sure that
your resume reflects adequately the skills and experiences that
you have.

| would suggest that you make a resume that may include
15 — 20 pages of information. | would then narrow that down,
but never get rid of the database. Then when you eventually
apply for ajob, look at the job description and see what the
school district wants. Go back to your database and pick out the
information that reflects what they highlight in the job descrip-
tion. Remember, don’t send the same resumesto all the jobs
because all jobs are not looking for the same thing. If you take
the time and document your knowledge, skills and experiences
appropriately, then all you have to do when aresume isrequired
isto go back and check off those skills requested in the vacancy
announcement. Thisincreases the possibility of matching your
resume with requirements in the job description. So, when we
talk about the right person at the right time for the right job,
keep in mind your resumeis standing in for you. It's holding
your place until you get there.

When you get there, your resume is going to fade, because
you're going to take over. That's where you want to be sure that
you shine. And if you keep coming up short by not getting the
job, you might ask yourself, “What isin my resume that got me
the interview that was important but that | did or did not say in
my interview that did not get methe job”. Sometimesthe
competition is strong and it's not your fault. But sometimes you
should revisit the process and ask yourself that question.

Many times in an interview, the candidate is so happy to
give higher perspective or vision for education without having
done homework, that the vision may be in conflict with the
school system. What you may wish to do before an interview is
to lay the groundwork for securing information so that eventu-
ally that datawill lead to a shared vision and not just avision
from the interviewee.

Many board members will say, “ Tell uswhat you would do
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“ At one time a candidate could get
good brownie points by simply
listing the number of programs that
they started. Now, that may raise
more questions in a board
member’s mind, unless you talk
about the outcome, the result of the
Initiative that was started.”

Houston Conley
Kenneth Underwood

for us and how would you go about solving our problems?” It
really makes the interviewer feel some weaknessesin your
process when you begin to give solutions when you haven't
been there and you’ ve only talked to them for about thirty
minutes. So be very careful about portraying yourself as having
all the answers. Sometimes we refer to that as unintended
consequences. We do not talk about a shared vision until we
have developed one. Another thing you have to watch are the
things in your background that served you well in some stage in
your life but may no longer be valuable. At one time a candidate
could get good brownie points by simply listing the number of
programs that they started. Now, that may raise more questions
in a board member’s mind, unless you talk about the outcome as
the result of the initiative that was started.

Many timesin the interview process, a candidate raises the
issue of money before getting to the idea of contract. We do not
give the board members enough information about ourselves.
That’s where packaging or marketing oneself comesinto play.
Many times on a board, you will have one or two members who
want to hire you, but because of the way you package yourself,
you didn’t give them enough information or content so that they
can convince the other members of the board that, “Thisisthe
person we should hire because he/she would be of valueto us’.

The other thing candidates often do is raise the issue about
salary too soon. You give the board members who do not wish to
hire you ammunition to reject you. They’ll never talk about your
qualities. They will think that al you want istoo much money.
So be careful about the timing. Once they offer you a contract,
listen carefully to how they word the sentences. If they ask you,
“What would it take for you to come and work for us?’, that is
very different from, “What is the minimum salary it will take for
you to comewith us’. Theway they phrase the question should
provide a clue asto how much of avalue you are to the board.
You should be able to analyze what your valueisto them.

Finally, I would like to share some sense of security as you
work through this process. According to Tim Sandersin his
book titled Love isthe Killer App: How to Win Business and
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Influence Friends, he states that the cutthroat approach to
business has become outdated or over emphasized by some
leaders. He suggests that a more benevolent approach is
warranted. Of course my theory isthat one should have a
balance of the two approaches. In redlity this creates athird
approach. Thereal value of aleader is when he/she can deter-
mine which of these approaches should be used. The effective
leader comes not from knowing the approaches but from when,
how, and to what degree to apply knowledge gained from these
approaches.

| am going to take the liberty to modify three basic intan-
gibles that Sanders discusses. | think these will come in handy
when oneis packaging or presenting oneself by resume or even
when oneisbeing interviewed. Be sureto come over as (1)
being knowledgeable, (2) being effective, and (3) having
compassion. Thisincludes talking about personal anecdotes
and/or stories to demonstrate your value as a professional. If |
wereyou, | would concentrate on at least one good story, one
good professional experience that will exhibit your knowledge,
your effectiveness and your compassion as a professional. |
propose that by sharing these stories with the right tone of voice,
the right gesture, and without being too boastful, you'll go a
long way in getting the attention of the school board members
and in establishing yourself as avaluable colleague in their eyes.
After one secures the attention of the board members, this give
greater validity to what you say or do in the remainder of the
interview session.

Dr. Houston Conley is a Senior Partner at Harold Webb
Associates Ltd. in Austin, Texas

Dr. Kenneth Underwood is a Senior Partner at Harold
Webb Associates Ltd. in Austin, Texas

28




L eader ship on the
L ine—For Women

The American Association of
School Administrators’ National
Study of Women Superintendents
and Central Office Administrators:
Early Findings
Remarks from a Keynote Presentation
By C. Cryss Brunner, Margaret Grogan and Cynthia Prince

Cynthia Prince

Thisisastudy that we have wanted to do for along time. It
took alot of effort on the part of many. AASA has recognized
that thisisimportant research. | also would like to note that we
are not finished analyzing the data. While we know what we are
presenting hereisreal and true, we are going to be correlating it
with other information to bring greater depth and understanding
to the findings. So stayed tuned as we do that.

Here'swhat it took to collect thisinformation. Last August,
we mailed 5,500 surveys to every femal e superintendent, deputy
assistant and associate superintendent in the United States. We
combined the AASA database with a database of those who were
not AASA membersto give us acomplete list of superintendents
and central office administrators. We didn’'t get it to every
central office administrator due to budget. For example,
Directors of Curriculum and Instruction or Directors of Special
Education were not included but we did advertise the survey in
the School Administrator and we posted it on the AASA website.
We sent noticesto al of the state executives asking them to let
all the women in the state know about the survey and encourage
them to respond. So by these means we did pick up some
Directors of Curriculum and Instruction and other central office
administrators who didn’t actually get the mailing. Our intent
was to capture the input of as many female central office
administrators as possible.

About 2,500 of those surveys went to superintendents and
about 3,000 went to central office administrators. The instru-
ment itself was based on a survey of superintendents that AASA
has been conducting since the 1920s. The last one had been
administered in 2000. It was modified to specifically include
central office administrator titles not just superintendents. There
were several other important changes. We added several new
questions addressing specifics like choices, career paths and past
employment. We included questions such as “How old were the
children you were raising when you first became a superinten-
dent?” New open-ended questions were added, too.

The instrument was reviewed by practicing superintendents
and central office administrators. Women in crucial positions
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within AASA gave us feedback. Some outside researchers who
are known for their work on female leadership and some of the
members of the AASA staff reviewed it, too. Revisionswere
made.

We worried whether we would get many responses because
the survey itself was pretty long. There were 111 multiple-
choice questions and eight open-ended questions. We grouped
questions into 11 categories such as personal demographics,
district demographics, career path and professional develop-
ment. We also were mailing it right at the beginning of the
school year when superintendents and central office administra-
tors have lots to do. When responses started coming in we
started to feel alot better. 1n 2000, when AASA did the superin-
tendents survey, what we knew about women superintendents
was based on 294 responses. We thought we could get more
than 294. We got 1,301 so obviously there were strong feelings
about this survey. Even though it was very long, women took
the time to complete it because the issue mattersto you.

C. CryssBrunner

By funding this research, AASA has done the right thing.
Unfortunately, studying only women often raises questions. So
why did AASA take arisk, take the time, and spend the money
to fund a study of only women superintendents and central
office administrators? Why wasn’t the 2000 general study of
school superintendents—that included women as well as men—
enough? Even women ask questions like: Do | need a special
study just about women because I'm female? Do | need extra
care because I'm a person of color? Somehow am | inadequate
and needing extrainstruction? Do | need a special conference
for women only?

Asaprofessor, | run into these questions al the timein my
superintendency class and other places. For example, one
semester | required the students to read a book, The \ices of
Wbmen Aspiring to the Superintendency—a book written by
Margaret Grogan—and this requirement created a scene. At the
beginning of class, one man walked in and threw the book on
the table and strongly stated, “They hated it!” Naturally, | asked
what he meant. He continued by saying that the insightful,
dynamic, powerful women administratorsin his district hated the
title because the word ‘women’ was there and that this type of
specificity made them look like they needed extra help, that they
weren't as capable asmen.” | gently countered, “That's odd,

I’ ve never seen men upset because the word ‘men’ wasin the
title of abook.” A woman in the class, softly added, “\We women
have been reading books about men all of our lives and have
never complained about it!” No, men aren’t concerned when
books are written about only men, nor have been most women.
But write a book or do a study of only women and everyone is
concerned.

So back to the origina question: Why do a study of only
women superintendents and central office administrators? We
have established that, it isfair to create some balance in the
literature—and it is especially fair when studying superinten-
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dents. You may ask “Why?’ It isespecially fair because across
history almost all superintendency books have been only about
white men, even while the numbers of women in the superinten-
dency over a century have stayed basically the same. Yes,
around 1930, 11% of all superintendents were women—today
14% are women. Thisisnot atremendous increase! Even
recent books include very few women. How does this happen?
Even though there have always been superintendents who are
not white men, men have dominated the role so strongly they
have become the standard for the position. Evenin alarge
sample like the 2000 Study of the Superintendency, which used
arepresentative sample of al superintendentsin the US, the
number of white men surveyed far, far outnumbered any other
group sampled. Thisisto be expected when around 86% of al
superintendents are white men. Yes, to be expected, but what
happens to the responses of women and people of color in such a
study? If you were one of the 294 women or person of color to fill
out the 2000 survey, your opinions were woefully lost in the
aggregate data set. That is, because in many instances, as
disaggregated groups, your answers to the survey were not the
same as those of white men. It wouldn’t matter if all superinten-
dents —whatever color, whatever gender —sounded, responded
with the same answers, if their practices and lives were largely the
same. But there are significant differences. Often women’s career
looks different than men’s. For example, there's quite a bit of
differencein terms of experience and educationa background.
Women superintendents in the 2000 study majored in education
twice as often asmen did. Twice as many considered themselves
conservatives. A greater percentage of women than men held
doctoral degrees. We know 48% of women'’s first teaching
positions were in elementary schools, while alarge percentage of
men (23.2) were socia studies teachersin their first positions.
When differences of this type occur and the differences show up
only in the smaller sample groups, the differences are lost when
the aggregate data is published. These smaller groups responses
are so few in number that the aggregate data, with or without the
responses of women and persons of color, basically doesn't
change. Cultural norms are formed by the aggregate data, and in
the case of the superintendency, the cultural norms of therole are
established by the data of white men.

Taking this concern to another level, consider a seemingly
benign question on the 2000 survey—a question that asked the
respondents to indicate how many years they did classroom
teaching. This doesn’'t seem like a very important question. It's
just fact. Simple: How long did you teach? Well, 20.2% of the
women taught for 0-5 years, while 40.5% of the men taught for
0-5years. Itisclear that most women spend much moretimein
the classroom than do most men before eventually becoming
superintendents. What does this matter? Actually it matters
quitealot. Infact, it can determine whether awoman gets a
superintendency position. How isthat possible. Well, consider
that the normative standard for superintendents—remember,
normative standards come from data gathered from all superin-
tendents and is dominated by the responses of white men—is
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“ They understand that power is not
about how much control you have
over others, but rather it'sa
collective synergy, and that their
roles as superintendents provide
them the opportunity to serve and
support others working toward a
common good. This‘power with
others model of leadershipis
authentic.”

Cryss Brunner

that superintendents don’t teach very long. Thisfact, length of
teaching experience, shows up during the job search, and there's
an expectation that a superintendent candidate should not have
taught too long. Infact, at the AASA convention one year, in
one session on “getting the job” conducted by a headhunter, it
was announced that the ideal superintendency candidate should
not spend too many years teaching because “you might begin to
think like ateacher” ! This particular norm, al by itself, can
create a barrier for women seeking positions. When any norm is
this strong, the public begins to believein it as the “way things
should be".

When | first started studying superintendents, | was advised
not to study women. The rationale | heard was practical: “Who
will read your stuff? Who will even publish your stuff? You
won't get published because the journals don’t want most of that
stuff. It’'stoo small asample. Nobody isinterested in that
stuff.” Despite that we just kept going because, frankly, we're
just interested in the remarkable nature of people who make it
through these really tiny crevices to get into these impossible
roles. But, if we don’t do women'’s conferences and studies of
both persons of color and women, we will continue to lack
appropriate, acceptable role models. We will missthe lives and
practices of women and people of color completely, and the
profession as published will not reflect the innovative and caring
models that are often part of superintendents’ work and lives.

Infact, it isclear that studies and published works over the
years have not advanced the innovative and caring models that
women often practice. And again, this omission undercuts
aspiring women. For example, arecent study that asked what
makes women choose to pursue administration, found that
women who did aspire did so for several reasons. One of the
most interesting ones, that is relevant here, is that women who
aspire to administration have had the opportunity to watch a
leader who provided an alterative model. That’s one of the
things we' re doing in our study—providing an alternative



model. An aternative model does make a difference for people
who want to be superintendents. People on search committees
need to be exposed to aternative models—I would rather just
say that the variety of models needs to be visible. Women need
to know that the way they practiceis acceptable, especially
when they find themselves practicing in ways not mentioned in
books on the superintendency. Otherwise, they will feel alone
and experience limited support because board and search criteria
are based on white male norms.

There have been timesin our recent history when women
were told to model themselves after white males. In my work, |
have found quite the opposite. | found that women who are
extraordinarily successful don't act like men. I've also found
that men, who practice in the way successful women do, also
succeed. Women tend to have an understanding of power that is
important for all superintendents. They understand that power is
not about how much control you have over others, but rather it's
a collective synergy, and that their roles as superintendents
provide them the opportunity to serve and support others
working toward a common good. This*“power with others”
model of leadership is authentic.

Margaret Grogan

With this new study, we are seeing afew things that are
encouraging. | don’t think we need to see the superintendency
as amale-defined position. | think there are ways that we can
seeit as afemale-defined position aswell. In our next project
we're going to put this al together in areport so that school
board members can see that there's more than one way to think
about the superintendency. And women do fit.

In the first work that | did with women aspiring for superin-
tendency, people asked what barriers | was finding. | was
bothered by the notion that there were barriers. Instead of
thinking of barriers, | liketo think in terms of people who run
hurdles. You see them jumping over the hurdles to get to where
they want to go. So I’'m showing there’s more than one way to
get there and women do measure up.

So, what did we find in this preliminary look? We've had a
very good return rate, alot more surveys than before, and that’s
very exciting. First, let's see who these respondents are, where
they are and what they doing. We have 723 superintendents and
more than 400 women who are in the central office. 1t won't
surprise you to see that the majority isin Curriculum and
Instruction. That'sabig plus. Here'swhy. Consider No Child
Left Behind. At the moment, in every state that has accountabil-
ity and high stakes missions, most of the attention is being given
to curriculum and instruction. |f you look at what’s happening
in the districts today, that's where you'd better keep people. So,
| think it's a big plus to have as many women aswe do in those
positions. It isgood for the kids and also it is better to advance
to the superintendency from there.

Theracia and ethnic group, as expected, was largely white
—92%. We have 5.2% black, which isthe largest percentage
we've ever had. The other minority groups are very small. But
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“It isa challenge, not just for
women, but men too. How are you
going to do this? It'svery
Important for those who have been
there to offer help: ‘Thisis how
you do this. Thisishow I did it.
Thisishow you candoit.””

Margaret Grogan

that picture tells you everything in terms of what isgoing onin
the United States today. We till have a very large dominant
group of white individualsin schools and it's something that we
need to change.

Now let’s review the district profiles. It's always interesting
to try to understand where people are coming from when they
give their opinions because it's the district context that generally
shapes that opinion. For many years, Tom Glass has been
trying to help us understand that the superintendency is not one
position. Thetitle“ superintendent” sounds like thereisajob
that anyone who is trained can do. But you all know that the
context of the district, the size, the number of students, whether
it'srural, urban, suburban, or an amazing mix of all three, realy
makes the superintendency a different position. So, again, we
have to stop using asingle definition of superintendent and
recognize that it looks somewhat different depending on where
you are and who you are. We might find that women naturally
do very well in various kinds of superintendencies, but we have
to be careful because often that centers around the smallest
districts. That may be aplusif that's where women like to be.
They still have a hands-on approach in the schools. However,
on the downside that will be where the lowest salaries are.

Like nursing, the more ajob becomes feminized, the lower
salariesgo. That's something we need to make the public aware
of. Most peoplein our survey who were superintendents, 28%
werein districts of up to 3,000 students. There were 10% in
districts of 300 students. The central office picture looks alittle
different. The central office respondents were in larger districts,
20% in districts of 10,000 to 30,000. Interms of salary, there-
fore, the central office respondents often have a very different
picture of the world than the superintendents. Think about what
going from a central office position to superintendent position is
going to mean. Aside from salary, it could also mean loss of
support or awhole different set of circumstances that make it
difficult just to move simply from one position to the other.

Ageis something we all like to know about. Sometimesthe
consultants do us harm by talking about how young superinten-
dents should be. You'reonly asold asyou fed, right? Thisis
encouraging. First-time superintendents represented 34% of the
46- to 50-year-old category. Smaller percentages became
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superintendents at younger ages: 41-45, 23%; 36-40, 9%; 31-35,
2.8%; and 30 or younger, .5%. There are someinteresting
studies around the country about very young women who are
moving into the superintendency. | don’'t know whether thisisa
trend or an anomaly. We can’t know until we do a follow-up
study, so we're hoping in five years' time we' |l be able to do
that. However, our current findings are encouraging. They
show that you don’'t necessarily have to be 50 or older to be a
superintendent. There are opportunities earlier, depending on
where you are and what you would like to do.

In the earlier stages of my research, | often was told women
could be superintendents if they weren’t raising children or
intending to raise children. Some said it would probably be best
if they were single. Now single doesn’t necessarily mean
aways single. Single means single at the moment. Single,
having been married before perhaps. Singleis often associated
with the superintendency. In our research we found that 38.3%
of the women had raised two children, 15% had raised one child,
and only 22.8% had never raised children. That's an important
little piece. It demonstrates to women in principal ships and
assistant principalships that it's not an insurmountable barrier.
When I'min districts, women will often come up to me and say,
“I’ve got a choice to make here. 1'd like to be aprincipal, but
it'stime for my husband and | to have children. What do you
advise? And if | go ahead and do it now, then how much longer
do | have to wait if | want to become superintendent?’ There
are ways — perhaps not easy ones — that women can have their
children, get the care and do the superintendency. It depends on
the context of the particular superintendency: whereit is, how
much support is available, etc.

Here's another interesting tidbit — the age of women’s
children when they first became superintendent. Not surprising,
27.8% of those who had children, had children ages 16-20. But
look at these younger children, ages 11-15, 16%,; 6-10, 9%; and
5 or younger, 7.2%. It isachallenge, not just for women, but
men too. How are you going to do this? It's very important for
those who have been there to offer help: “Thisis how you do
this. Thisishow | did it. Thisishow you can doit.”

Now, on to salaries. The 2000 study, unfortunately, does not
give acomparison of salaries. So, we're not able to show how
women'’s salaries compare to men's. Apparently, that wasn’t
considered important to gather or it wasn't published. Our study
found that 33.5% of superintendents are paid $75,000-$100,000
and 27.2% earn $100,000-$125,000. The central office salaries
look alittle different. Thisreinforces apoint | made earlier, that
sometimes it’s very hard to go from awell-paid central office
position to afirst superintendency. It's very important to
understand that either you take that cut or you find the district
where you don't have to take the cut. That’s all about choosing
fit, finding where it is best for you.

We wanted to know what changes women made in their
lives to accommodate the demands of the superintendency. (We
didn’'t ask men this, but 1'd certainly be fascinated to know the
answer for men aswell.) Asyou would expect, 29-30% said
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delay in having children, 18% said their spouse took a more
accommodating job, 20% said a commuter marriage. Unfortu-
nately alot of these women (21%) just marked “ other” without
explaining it. Thiswas very disappointing.

There's another good study to be done: What kind of
stresses have women had to endure? In the very first study that |
did, | learned clearly that when you were in that central office
position — the assistant superintendent just getting ready to go
to the superintendency — you needed all the support you could
get. Just imagine that choice if the husband says, “No, thanks. |
think I’ve had enough.” Now you have the superintendency and
no support. That's avery difficult situation.

We also asked, “Did a practicing or aretired superintendent
help you?" Central office administration responses were 60%
yesand 37% no. Compare that with the superintendent picture,
72% saying “yes,” 27% saying “no.” What that tells usis good.
Women are being mentored but much more is necessary to get to
the superintendency. Sometimes someone will say, “But we
need to do things on our own. Why are you suggesting that we
can't get there by ourselves? Thisisdetrimental to us” 1I've
often thought about that. In fact, | had awoman in an earlier
study who said, “The last thing | want to do is go out there and
ask for help. | cando it on my own and I'm very proud that |
candoit on my own. | don’t want to be thankful or grateful to
anyone else.” | thought about this and thought about my own
lifefor alittle bit. It never stopped me if there wasn't someone
around to say, “You can do this” | just told people what | was
going to do next. | didn’t wait for someone to encourage me to
do something.

However, that’s not necessarily al mentoring is. That is
just part of mentoring. Yes, the tap on the shoulder is very
helpful, but you can create another kind of mentoring on your

“Yes, the tap on the shoulder is
very helpful, but you can create
another kind of mentoring on your
own. You go to someone and say,
‘I’d like to do that job, how do | do
1t?" or ‘I’mnot sure exactly what |
want to do, have you got some
Ideas?” \Women are good at putting
together their own mentors. Sylvia
Mendez Moorse has a term for it.
Shecallsit ‘constructing a

mentor.
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own. You go to someone and say, “1'd like to do that job, how
dol doit? or “I'm not sure exactly what | want to do, have you
got someideas?” Women are good at putting together their own
mentors. SylviaMendez Morse has aterm for it. Shecallsit
“constructing a mentor.” We need to help others. We need to
say to our assistant principals and teachers, “Don’'t wait for
somebody to come along and encourage you. You come and ask
and we'll sit down with you.”

A very important fact is that the literature says that more
women seem to go into aparticular position once they’ ve seen
women in those positions. So, we asked how many have served
in adistrict with afemale superintendent: 76.5% said “no,” a
very small group said “yes.” When that “yes’ number increases,
we are going to see avery different picture. And we have every
reason to believe that that number isincreasing, athough we're
not surethat it is being maintained. We see an increase, but we
see alot of women leaving aswell. So, the maintenance of
women in the position is more of the challenge.

The answer to the next question was really quite surprising.
The question is, “How long did it take to obtain afirst superinten-
dency after you were certified and sought the position?’ Earlier
in the literature we had read of multiple attempts during at least
fiveyears. Our study says 50.3% of women got the position in
less than one year. Whenever | have presented this women have
saidit'strue. | think thisisredly encouraging. We wanted to
know whether women had better chancesinside or outside.
Again, the literature saysit’s basically the same for men and
women. There'sdightly more outside, 54-55%, but not a big
difference. Often we hear, “If women really aspire to the superin-
tendency, then there would be more init. So, probably what
you're going to find is that women don’'t want that job.” We
certainly did ask, “Did you want thejob? Would you like the job?
If you don't, what isit about the job that you would like to
change?’ We haven't disaggregated all of those data yet, but we
have found that at least 30% do see themselves in superinten-
dency for thefirst timein the next five years. That's very
encouraging. At least 30% of women out there who are poised at
the assistant deputy superintendent level do aspire to the superin-
tendency. It was quite encouraging to see that most wanted to
stay in education. There are very few early retirements. Of the
whole sample, 39.3% aspired to the superintendency.

We asked, “How much self-fulfillment does your position
provide?’ We wanted to be sure that this was something that
people felt good about. And 71.9% said “A great deal.” | find
this awonderful endorsement for others who are thinking about
it. That's amessage that you women superintendents need to get
out there to those who wonder, “Would | like to do that job? Am
| going to do that kind of job?’ When they see you superinten-
dents — their role models miserable and having one of those bad
days, if it'sonly occasionaly, that won't put them off. But, if
they see you every single day moaning about what aterrible
position it is, then you couldn’t possibly expect them to follow
in your footsteps. So, please celebrate the joys of being in that
very special position.
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She Wins. We Win

Remarks from a Keynote Presentation
By Gail Evans

Aswomen we haveto learn to start sharing information
about what's possible — what’s possible in terms of my job, in
terms of what | can make of thisjob.

I’m getting a promotion and how do | know what salary to
ask for? How long have | had these questions about what the job
pays? Many arelooking at gender pay inequities when it may
not only be about gender inequity. It may be about negotiations.
Most women report that they don’t do alot of negotiation. They
aretold what the salary is and they ask for alittle tiny adjust-
ment. But, by and large, they are not prepared to negotiate.
They don't know what the salary rangeis. They don’t feel
comfortable. They don’t know what the predecessor got paid.

So one of the thingsthat | really do suggest to women isto
start talking to each other. We need to start asking those tough
questions. If you begin to ask questions, we are going to get a
better idea of what's possible, what people ask for. We need to
begin to trust each other. When one of us succeeds, then it
becomes better for the next one, too.

We need to share other kinds of information, too. We really
have very isolated pictures of how our world operates. Women
spend their own money to take courses to make themselves great
expertsin their fields. Guys spend the company’'s money to take
courses in management and leadership. Women are becoming
isolated experts and what is the world to do with isolated
experts? Well, what it doesis pick their brains and the leader-
ship utilizes that information to see the big picture. Thereisno
reason why women shouldn’t have the big picture, too.

Start talking to each other. Start going out to lunch together.
Lunch isabusiness activity. Sitting at your desk in isolation is
not achieving what must be accomplished at lunch hour. A lot of
action happens at lunch, which makes you smart. 1t will make
you more powerful in your role. To perform your role asa
superintendent, you need to be out in the community at lunch
time. We somehow think thereis great value in sitting at our
desks and grabbing a sandwich. There is more value in getting
out. You work smarter, faster and better if you get out of the
office and you learn more, too.

It's really important to begin finding like-minded women
whether or not they are in your specific area, age or industry.
Once amonth or so, four or five of you have lunch together and
talk about the state of the industry, about the state of the school
system. You can still have a casual conversation about life,
women and the pursuit of happiness, but you need to talk about
what’s going on because you're going to get good ideas from
that. You're going to get an even deeper understanding and
you're going to get a bigger picture. Get out of your small world
and get into a bigger picture.

We also have to start mentoring each other in new kinds of
ways. We need to consider that part of our job isto ensure that
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the younger women coming along are being mentored and we're
making sure that the pipelineisfull. For alot of us, all of a
sudden you've “made it” and there's never been awomen there
before and you' re doing that job and all therest. But the next
person/woman to get to that level hasto start all over again from
ground zero. We need to ensure that there's actually another
woman in contention for the position. Make sure there are
women coming along behind you who can really adequately
compete. That's going to make you smarter, it's going to keep
you more aert.

So everybody begin to say to yourselves that part of the
obligation of reaching middle management isto really mentor
another woman — not just a system in place where someone
assigns someone to you but you actively looking for someone
you'd like to mentor. Mentoring is about helping. A mentor
isn't just about sitting and talking to a person. Mentoringis
about sending an e-mail with an interesting article you read. It's
not about knocking a group of guys. It’s about doing good for
women.

None of thisis about us versusthem, in alot of casesit’'s
about us versus us. It’s about asking, “Women, are we helping
each other to get dlong?’ It's fundamental that every woman
succeeds because we are viewed as agroup. One of us does
something dramatically wrong and it isn’t just about that person,
it's about how “women couldn’t handle it.”

Ask, “Am | playing on the women's team?’ My first book
should have been called Fourteen Men and Me. That's great but
I’m only making a partia contribution that way. Thetruthis, |
am making a much bigger contribution when it's 11 men and
three women or 10 men and four women. We need to start
looking out for each other. We need to be there for each other on
every level, no matter how high we go. You can aways use a
woman mentor. 1t's something that we should see as our job
description.

Then we need to start networking. Women so often see
networking as hard work, a pain in the neck: “I don’t want to go
to that dinner.” Or, “I don’t want to attend that meeting.” The
truth is, that’'s where you make contacts, get your name out there
and where you see the action. We need to start making network-
ing work for us. It's not just about handing out 50 business

“Lunch is a business activity.
Stting at your desk inisolationis
not achieving what must be
accomplished at lunch hour. A lot
of action happens at lunch, which
makes you smart. It will make you
more powerful in your role”

Gail Evans



cards. It'sabout getting to know other professionals so they can
identify your face or know your name or you can identify them.
Be out there networking in the school world, in the community,
every place you go, so that people will know and understand
who we are and what we are about.

Networking helps us to be the kind of people who put
people together. Most successful business people are the kind
who hear there is an opening here, they have afriend there, and
they put the two together. Half of the country isin the positions
they’re in because they knew somebody who knew somebody
25 years ago. That'sreal power.

Why does it matter? Because it’'s necessary for change. |
was reading the Newsweek story about the AASA report (Na-
tional Study of Women Superintendents and Central Office
Administrators) being presented at this meeting. The world of
education is still different and old fashioned. So the system that
keeps you from reaching some of the positions you want is the
system that you've got to get into to change. You don’t change it
one woman at atime. You don’'t change it by having one woman
in the room. You change it by having all women committed to
making real change. These positions are so difficult for us
because women have this huge workload to balance with our
children or our parents or all of it together.

What we need to do is become power players at the table
and come up with creative ideas together to make change
happen. | think most of us grew up with the mantra | can do
anything and can have anything and astough asit is, | can do it.
Asmuch as we are individual achievers, we need to begin to say,
“It'sagreat victory for me, but isit avictory for al women?’ If
we cling only to our individual isolated victories, we can't really
achieve al the change we want.

| hear from young women the line they get from the older
generation, “1 gave up whatever, | didn’'t get married, or | didn’t
have children.” or, “I had to work morning, noon and night to
get this job and its going to be really tough for you.” You know
what? That's not balance. We work the balance to make it
easier for the mothers and grandmothers and we need to
remember that when we get there. One of the things people say
about this generation is“ Gail, they think just because they got
educated, they walk in here and want everything overnight.”

But it's what we taught them. As| said earlier, we taught this
generation to think “1 can do it and can have anything,” even
more than what our generation had. Then all of a sudden we
turn around and say they can’t haveit all at once. That'sareally
confusing message.

| don't actually think it's wonderful that we have to wait
until we reach 50 to be able to go for some of thesejobs. | look
at my grandchild and don’t want her to have the same struggles.
We don't need to keep trying to change ourselves. We need to
reach a point of critical mass and make the system better.

Often, we finally get the position, and then somehow forget
what the struggle was to get there. We're so busy holding on and
wanting to make it work that we forget that part of our job isto
make it easier for the next person. Not to be angry at the next
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“We don't need to keep trying to
change ourselves. We need to
reach a point of critical mass and
make the system better. Often, we
finally get the position, and then
somehow forget what the struggle
was to get there. WE're so busy
holding on and wanting to make it
work that we forget that part of our
job isto make it easier for the next
person.”

Gail Evans

person who got it faster than we got it, not to say “You know
what? Nobody gave me flex-time or maternity benefits or
vacation.”, but to say “My contribution here isto make it
simpler.” We shouldn't still have to be trailblazers in 2003 but
we are. There may be sometimes when some people have to
step back and say, “Okay, thisis for the good of everybody.”

One of themain points | want to leave with you is that we
need to always remember we're women. Now don’t confuse
this with afeminist speech. | don’t want to be known asa
woman who favors women, but | think we need to understand
that our economic power is great and we need to be using it to
help ourselves. Get persona about it. A lot of women have
female doctors. In our personal lives when we're getting ready
to add an addition to our house, we are getting ready to hire a
photographer for our daughter’s wedding or whatever it is, go
down thelist. Do you hirewomen? |I’m not suggesting you
hire anyone but the best or have exactly what you want. | just
want you to always do your homework to make sure thereisa
woman on the list for consideration. When you're getting ready
to have your administrator place the order for the books, or the
notepads, the desk and chairs, is afemale vendor on the list?
You're not always going to choose them, but if you put awoman
on the list, she will be more closely tied into the system than she
was before.

You're not just going to be helping her, you're going to be
helping yourself. If you always have women on the list, then
maybe 20 or 30 percent of the time they’ Il get the jobs. We
represent close to 50 percent of the workforce. We need to start
representing 25 percent of the jobs we want. I’'m not going for
50. I'd say 25 would be an interesting change. | think in some
instances we have been lazy. We've grown with the system as
we were trying to make it through the system, so we've sort of
gone along with the system. “Thisiswho we aways used, this
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is how we always did it.” You don’t want to do business like
that or run your personal life like that.

In response everybody developed a diversity plan. That
doesn’'t work well all the time because even with agreat plan,
you need the people to put in the spaces. So the boss says, “|
agree we should have this person here (or this race, ethnicity or
gender) but | don’'t have an appropriate candidate.” Affirmative
action has done what it could do. It's not going to do awhole lot
more for most of us. Now it'sup to us. We need to make part of
our obligation finding the qualified people for those positions.
Otherwise, history is going to be repeating itself.

We also have to understand that every time we sink a nail
into somebody’s coffin, it's like sticking one in our own. 1’1l
illustrate this point with an e-mail | received from awoman who
isasenior vice president in one of the large New York invest-
ment banking houses. She said that her company finally had a
second femal e executive vice president. She was happy about
that but the truth was the woman wasn't her choice. The next
day four guys asked her, "What do you think about ...” She said
she was dying to say how shereally felt about her but she heard
me in the back of her mind saying “ Shut up.” She said as much
as she didn’t want to shut up, she smiled and said, “It’s about
time a corporation this size has a second femal e executive vice
president.” There was dead silence. She said it was clear that
she either had the opportunity to undercut that woman who
started off on a bad foot with al the subordinates or she had a
chanceto let her get started on the right foot.

We have to understand the power of our words. When
somebody says, “I’'m really worried about Janet in this new
position. | thought she’ d be a good assistant, but I'm not sure
how she'sdoing. . .” and you turn around and let him know
your concerns too, you have just ignited afire. Hewalksinto
the next meeting and says, “You know, | thought Janet was okay,
but | had a discussion with Carol and, | don’t know, we've got a
problem here” So you doubled the power of someone’s
negative words. Remember, al these little things matter. Most
of you do but we need to set a standard for those who report to
us. We need to make it fashionable to be good to each other, to
make it the norm for women to be good to each other. That's
what we owe to each other.

| had avery smart public relations person tell me recently
that for everything she did on contract, of the four or five people
bidding, there was at least one other woman bidding, too. It's not
about moving the other women out of your way. It's about
including them.

There are other subtle things. My research showed that
women get promoted based on their performance, while men
might get promoted on their potential. Women are doing ajob
for 10 years before we get promoted because we must prove we
know how to do it. When the challenge isthere, instead of
worrying about everything you don't have, focus on what you
can do. None of this stuff is so complicated that we can’t do it,
but we worry so much about getting it just right.

| was hired by the post office to come talk to the women
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employees, because women weren't going for promotions. A lot
of women weren't applying for the next level of promotions
because they felt they couldn’t work in the department, they
could do the work but they didn’t have enough time, so how
could they take a position at the next level. | told them it’s not
really complicated once you let go of the last rung and move
into the next level. A lot of us get stuck. We got promoted but
we still have to do the old job better than anybody ever did it.
It's why we are overwhelmed with the new job — we're actually
doing two jobs. The woman who cameinto our old job is
miserable because we're micro-managing her. So, we need to
look at ourselves and how we promote women. We need to stop
having to be perfect and acknowledge that other women are
smart and good and can achieve, too.

Another thing | have noticed is we anguish too much. If we
make a mistake, we can spend the next six months anguishing
over it. Every meeting we arein, every place we go, we are
aware we made that mistake. I1t's not productive. Men keep on
going and six months later I'm still trying to figure out why it
happened. Being smart is about making strategic decisions, not
perfect decisions. It's not about never making a mistake. It's
about making mistakes, cutting your losses and moving on. It's
not about not moving until you are sure you areright. It's about
learning the lesson that had to be learned in that particular
moment and to be who you are. Being paralyzed, unable to
move the next time because you made the mistake last time, is
not learning. We have to lighten up and encourage those who
work with us. We need to reward intelligent risk-taking. The
only way we are going to get into the big pictureisto takerisks.

We aso need to talk to ourselves about it. We need to
replace the thought process where we come up to the moment,
take therisk, are not sureif things are going to work out
perfectly, and then go from not perfectly to disaster instanta-

“ My research showed that women
get promoted based on their
performance, while men might get
promoted on their potential.
Wbmen are doing a job for 10 years
before we get promoted because we
must prove we know how to do it.
When the challenge is there,
Instead of worrying about
everything you don’t have, focus on
what you can do.”

Gail Evans



neously. We have thought of every single thing that could go
wrong at the same time in this universe! We have already
figured out what the repercussions will be. Theredlity isit's not
huge. It'slittletiny increments. So if you're smart enough to
take the risk, you don't get in big trouble. It's when you pause
forever because you think that everything is disastrous at work
that you' re never going to get ahead.

Don't be afraid to speak up for each other. We need to
know when to speak up for change. We shouldn’t wait until we
are so pressed and so angry that we are ready to walk out the
door. We need to make requests to see what's possible and be
prepared that sometimes the answer is going to be “no.” “No”
is about the information or the request that is being made. It's
not about us. It's not about our personal being. Successful
women dispel the notion that if it doesn’'t go their way, it's not a
personal judgment. It'sthe projection of theidea or circum-
stance. Inthe businessworld, | aways marvel that men can
carry on and then slap each other on the back and shoot baskets
or have adrink. Women languish in theissue. It's not produc-
tive, ladies. We have to lighten up. We are all in this together
and while every woman in thisroom is an individual, sheis part
of the team, making it together, ensuring that your successisin
giving more women the chance to succeed, too.

Related Discussion from the
Question/Answer Session

Can you share your thoughts on the recent New York Times
article about the “ Opt-out Generation”?

The New York Times recently ran an article about the “Opt-
out Generation,” which is the generation of women who've
decided that the working world is al too much for them and they
are going to have a baby and stay home. | understand that but |
think what is frightening about the article is that every time
women make alittle progress, we revisit reasons why women
aren’t really going to make it. And guess who leads the move-
ment? It'sagroup of women. | goto my grandchildren’s
soccer and baseball games and | listen to the guys. They are
talking to each other. But on the other side are two groups of
women, the stay-at-home moms and the working women and it’s
like they are two different species. There are going to be times
where you are in the workforce full tilt and then times when you
back away, but we need to be there hel ping and supporting each
other’s choices. Women are amagjority of the population. We
could have afemale president if we decide we want one.
However, there are these generations of women who aren’t
comfortable with awoman being president and that’s why we
don't have one. We have this generation of new, smart, well-
educated women who know that being in the workplace the way
itis now isnot what they want. | think they need to begin to
fight to changeit, not drop out. Fifty percent of the freshmen at
Yale are women. Why are we educating all these women who
are not going to be in the marketplace? We need to harness that
power to make the marketplace better for all of us at any stage
of our lives that we want to have a career.
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In this room are female educators. We haven’t made a
dent in terms of the daycareissue. That would help women.
Other countries have done a much better job of it. We need
to take responsibility for that. If we don’t, we're never going
to make progress.

We do need to take responsibility for it. Maybe the school
board won't be thrilled about it but if we don’t begin sticking
our necks out, it's not going to change for the next generation or
the generation after that. In apreviousjob, we didn’'t have
daycare and a group of women came to me and said “It'stimeto
get daycare for the company. Will you help us?’ The head of
Human Resources wondered what | was doing at the daycare
meeting since my kids were older. | said, “We have employees
who are at work at 4 am. They need daycare for their children
and we need to figure out what to do about it.” Hewasirritated
that | was butting in but people with character appreciated me
taking up the slack. We sent the message. Remember that
women take care of themselves. Guys respect us when we speak
up appropriately. The problem iswe tend to only speak up when
we are backed into a corner. We need to speak up earlier at a
time when we can be heard. We need to take these issues on as
our issues or it's not going to change for the next generation.

Gail Evansisaretired vice president of CNN and best
selling author
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The More Things Change
By Helen C. Sobehart
(with extraordinary insight from Wbmen's Caucus founding
members Joan Kowal, Jane McDonald and Sue Shephard)

While we are not sure who coined the phrase, “the more
things change the more they stay the same,” it might well have
been someone associated with the issue of women in educational
leadership. Asthisarticle will convey, things have paradoxically
both changed and stayed the samein our field as the final
decades of the twentieth century passed.

In 1980, a group of pioneering women came together for
one of thefirst national conferences on women in educational
leadership. The conference was sponsored by the American
Association of School Administrators (AASA) and, fortunately,
was transcribed. For the next two decades no one recorded the
proceedings of subsequent conferences. However, in 2002
AASA formed a partnership with the Leadership Institute at the

Duquesne University School of Education in Pittsburgh,
Pennsylvania through a grant from the Wallace Foundation and
we were able to synthesize and edit the first of what is intended
to be an annual publication of conference proceedings. | had the
great honor of editing those proceedings which were distributed
nationwide to AASA membersin both paper and electronic
forms.

Just after the first monograph was published in 2002,
Sharon Adams Taylor, Associate Executive Director of the
American Association of School Administrators, shared the 1980
conference transcript with me. | wasimmediately struck by the
strong comparisons and contrasts among issues cited in the early
conference and those contained in our recent monograph. So
set about doing a more formal comparison of those issues,
grouping them into categories, then citing specific quotes which
illustrate the essence of an issue at the given time. That side by
side comparison appears below.

1980

Accoointabiliny/Data

“It seems o me what we are really wlking abowt
might be strategic thinking.”

“1 diy think that we ane threst towerd accountability
where we did nol have that i the past.”

Accoumabiling

“The bag shift that we have got to make of we are
[_-,nmg [4] fl.:u.:m T ;.||.'|..‘1||.I|'|I!:|.|'|j]i|i'_i.- is 1] ﬂhlk'l: SUPe
that there is evidence that the changes we are
muking are actually producing the advances m
achievement we hope for,”

"The challenges facing public cducation topday call
for leadership that strives for constant evidence of
improvement and that asks itsell over and over
again, *Are we making a difference and if so,
how'?™™

Leadersfyip Sodes

“T think women are much more thoroaegh in
annlyzing the avalable data and secking the
aviilable duta before they even come to the
interview,”

It wonld seem we are much more team oriented
with the people that we work with, people omented,
rather than working from an authoritanan mode,”
“There was much more paricipaiory managemeni
in decision-making ten years ngo.”

“It is like the wnigue differences that you allow
children. You allow those unigue differences with
subordinates. Waomen are very adaptable and very
Mexible 1o handle thar kind of thing.”

; rAfn Sivies

"We have to be willing 1o allow surselves to

cxpericnoes our own power and be comfontable with
in"

“How do vou use data o make decisions instead of
using stories ar anecdotes? | think women are very
aooed at that.”
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Accesy o Weilnes Infornngiio

“What I am saving is that I think that this group
ought to put something together that would deal
with the issues for other women, Mavbe instead of
just telling, we should write it all down.”

“There are a fantustic number of books that are
being written that are dealing with these problems.”

Access o Written Teforimicrion

“It is impoartant to note that most of the literatore
thut forms the knowledge base for educutional
administration fails (o encompass the expenences
of women.”

“We could write 4 book a day and still not have
enough literature w Gl the need.”

“We are pleased 1o share with you the first ever
monograph in the 20 vear history of the Women
Administrators Conference.”

Gengler Bigs

“There scems 1o be this sense that women who at
this point have made it are all overachievers of one
sort or another.”

“When the 18 rames came before the full board,
thire wirs mod & wiomen' s name among the 18, One
wiman, bless her heam, who was employed by
Western Electric as a middle management person
sadd, 1 will not look at any of the 13 unil you go
back aind scan that pile for o gualified woman, "™
“If you were not one of their bays, then you were
going to have a tough time breaking in”

il r il
“The presenters at this conference place the current
percentage of female supenintendents in this
country b about thireen, Why the long delay
when over T percent of the field of education is
mecde wp of women?
“While gender may nod show up as a slient factor
influencing how women lead, it certainly shows up
as i factor influencing whether or not they will be
chosen to lead.”
“The same behaviar that came from a man wis
seen very differently when it came from a woman.
Whereas o man would be prmsed for being iough,
decizive, able to make the strong decisions, a
womman would be criticized as shrill, difTicolt oo
wiork with, und too pushy.”
“As mentors we miust belp sort theough the facts
which might indicate whether indeed there was
gender biss involved in a situation or whether it
was simply lack of skill or knowledge.”
"We should advise protégés to go into cach
situetion not locking for gender to be o barrier or
even an issue ot all.”

Al i
“Simply being a visible role model is probably one
of the best contributions that we can make.”
“Perhaps each one of us has o adopt somebody,”
“I would venture to guess that all women
participating in this conference are very tuned into
the necessity of networking and helping others who
aren’t.”
“The ohject of our continuing and existing is to be
of service 1o those of vou who are oul There

plugging away,”

edraring Modeli
“This is a new world in which 1 firmly belicve that
for every woman that sucoseds, | succesd, and for
every woman oul there that fails, T fail.”
“Muodel the kegacy that you wish to beave behind,
especially the legacy of a focus on children.”
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Personal Well Being/Self Efficacy

“Somelimes we are so concemed aboul succeeding,
getting the job done, or Failing that we tend (o
downplay our own particular needs physically,
mentully, and emotionally and set them oside.”
“IF 1 fail, people will think it is becase | am o
wiman that 1 failed.”

"The guestion that | am inferested in purswing a
lintle bat is: What's “up’ for vou? You ure
suceessful women, How do you wani (o go in vour
professional life from here? Which way is up?”
“In think we peed w look at that sof only for
women bt for the rest of the profession as well,
This movement every [Wo Years or 0 15 md very
healiby. 1t really wreaks havioc with your
retirement.”

Personal Well Being!Self Efficacy
“¥aour employment contract and where you work is
within your control, Happiness is not what is in
vour paycheck — it is what is in you,”

“Thee lesson ©learmed s that if vou really wont w
dis something, vou can find 2 way 1o do "

Environmental/ Social Faciors
“The wlephone is a great instrument, particulary if
you have o WATS ling,”

Envirernentali Social Factors

“Bocial, polincal, economic and even
environmental forces constantly impact the world
of student leaming.”

“It is importunt that school policies relating o the
care of students with asthma apply 10 all school
persennel, nod only to medical personnel.”

“The mupority of the bond money went (or
technalogy, We have broaghi teachers 1o the poim
where they want mare,”

“Generally, | find that the people who wre furthest
remnovied from these educational issues are the only
ones whio think that the problems should be easy to
solve”

Bogrd lssees

g of the real problems with the board is tha
they do not clearly understand what their role is
andd what their mission is.”

Bogrd Lispes

“Puiting technology on annual levy basis means o
stcady, gradual replacement schedule to keep us up
to chate.”

T most boards, o dollar spent is a dollar spent,”
“No matter how large the voting population, school
board members feel compelled 1w represent that
group, versus representing all chibdren and all
peaple in the community.”

“Education leaders who attempd o redistribuie
tedchers and principals or remove angualified ones
often meet sGif opposition from feacher amd
principal unions, parents, and school board
members.”
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Tiderpersoal Gendee Doy

“I think we have to work sctively to scoure
positions on commitiees which are male
dominated.”

"It is very healihy to understand that vour hushand
really feels uncomfortable when you go e an
administrators” meeting and he will beg of f.”
“From my background, it is not very effective to
have a women administrators” coucus. 1tis like
being a wile.”

“In the men’s groap vou are alwavs the only
woman there: nght? Men in the group say, "Let’s
o o dimper.” We want always o remain women,
but we don’t want 1o he '||'||h|l.gh'| of as Ay =

“As long a5 you are with more than one at a time.
However, if vou get vourself seen with the same
person three tmes, they e going o assume
something marvelows is happening.”

“I am the only black woman there,”

“You dont get vour hooey where vou gel Yol
money.,”

Confract fsues

“Oipe of the things 1 feel a need 1o look o
specifically is o develop my particular skills in the
supenintcndent’s contract.”

“AASA hos been working for years frving (o get
transferal for pension,”

ITterpersonel! Gewdler fssues
"You don’t have to play by the male rules but you
have oy know what they are because they matter.”

Coniract [asies

“The search committee has many fesumes o
consider and you want yours o rise fo the top of
the pile.”

“Your first interview 1s the most important
impression that you will make with prospective
employers.,”

“I'he meesat of the agreement 1s the compensation
and benefis,”

As we began the 2003 session at AASA, | placed these
guotes onto large charts. When participantsin the session
arrived, | asked them to form small groups. | gave each group
about 10 cards. The cards had no indication as to whether they
were quotes from the 1980 conference or 2002. | asked them to
discuss the quotes as a group and make adecision as to which
erathey thought each quote belonged. They then taped quotes
that they thought were from 1980 onto one wall and from 2002
on another.

It was very surprising to everyone present that each wall
provided a mixture of old and new quotes, as a flap on each card
reveaed the era from whence it came. In our audience we were
fortunate to have three pioneering AASA women superinten-
dents who were at the 1980 conference: Joan Kowal, Jane
McDonald, and Sue Shephard. Strikingly, even they judged
some quotes from one erato be from another.

Thisinteresting finding led to an outstanding discussion
about the similarities and differences within the various topics.

“ Just after the first monograph was
published in 2002, Sharon Adams
Taylor, Associate Executive
Director of AASA, shared the 1980
conference transcript with me. |
was immediately struck by the
strong comparisons and contrasts
among issues cited in the early
conference and those contained in

our recent monograph.”
Helen Sobehart
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What has changed? Why? What hasn't? Why? It also led to
discussions about what we might do to change the things that
have remained unchanged. Highlights of that discussion appear
below.

Data

NCLB requires data driven decisions, yet the old quote
suggests that was important in 1980. Why are we still talking
about it and not doing it?

Over the past thirty years, there have been fewer dollars and
more accountability.

There’s an increasingly strong strand of talking about what's
good for kids. That's an important trend.

Women continue to have more teaching experience, and
therefore tend to focus more on instructional data.

L eadership Styles

In 1980s, the discourse was whether to be like aman vs. not,
with recognition that they were pioneers in making that
decision.

We're more comfortable being ourselves now.

Then we were more process driven, we are now more
relationship driven.

There was less mass affirmation in the 80s about transforma-
tional leadership, and now we hear men talking about this type
of leadership, even though some still cling to old style.
Mistakes made by women are perceived more negatively and
affect creditability of their own future decisions and those
made by other women. Thisis much more the case for
women than for men.

Accessto Written I nformation

Written information is showing how slowly some things have
changed.
More written information (“voice”) is needed.

Gender Bias

Thereis till agender biastension, e.g. should there be both a
female superintendent and assistant superintendent?

Now, we should advise them it is still an issue but not to focus
on it so much that it creates a barrier that’s not really there.
Subtle stereotypic perceptions still exist.

It's cultural and we're hard wired for it — culture perpetuates
views.

I nter per sonal

Women feel more comfortable in their role/their skin.
Women no longer feel aneed to represent all women in the
world — because there are now often more than 1 or 2 women
in agiven situation.

Mentoring/M odeling
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We reach back to people who modeled for us.
This conference is about much more than technical issues

such as how to deal with NCLB.

» There must be an acknowledgment that we must bring others
with us.

« It would be very helpful to collect bios of people who were
pioneers and to describe the struggles of founding the Caucus.

What Can We Do to Change?

« Awareness activities like this.

* Inspiration isimportant.

« Video dialogue of what people have to say — excerpted
versions available for mentoring and presentations.

» Celebrate resilience.

» Bookswritten by female authors.

 Provide more opportunities to share the “voice” of women.

* Model and mentor more.

So these are the insights of women leaders in 2003 as they
considered the experience of their predecessors. What will you
do the stand up for women in educational leadership? What will
you do so that the more things change — they change!

Dr. Helen C. Sobehart is Director of the Leadership
Institute and the Interdisciplinary Doctoral Program for
Educational Leaders at Duquesne University's School of
Education in Pittsburgh, Pennsylvania
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C. CryssBrunner is an associate professor in the depart-
ment of educational policy and administration at the University
of Minnesota and joint director of the UCEA Joint Program
Center for the Study of the Superintendency. Her research on
women, power, the superintendency and the gap between public
schools and their communities has appeared in various journals
and national publications. In addition to one sole authored book,
Principles of Power: Wbmen Superintendents and the Riddle of
the Heart (2000), Brunner is aso one of the co-authors of the
American Association of School Administrators' The Sudy of
the American School Superintendency (2000). Brunner isa
recipient of the National Academy of Education’s Spencer
Fellowship for her work on the relationship between superinten-
dents’ conceptions of power and decision-making processes.

Meria Carstar phen is executive director for comprehen-
sive school improvement of the Kingsport City Schoals,
Kingsport, Tenn. She holds a doctorate in administration/
planning/social policy from the Harvard Graduate School of
Education. Carstarphen earned aB.A. from Tulane University
and an M.A.. in education administration from Auburn Univer-
sity. She aso studied at the University of Seville, Spain, and
University of Innsbruck, Austria. She then returned to her
hometown of Selma, Ala, to address student achievement,
systemic reform and racial polarization in the local school
system. These concerns won her funding from Southern
Community Partners for “individual s who have the courage to
act on their idealism.” Shereinforces students’ skillsin science,
math, and writing. Experienced as a documentary photographer,
she received afellowship from National Geographic to develop
community and educational projects. Improving outcomes for
all children is at the heart of her documentary and education
work.

Houston Conley is a senior partner at Harold Webb
Associates Ltd. Conley has served as deputy superintendent of
Dayton, Ohio, Public Schools, executive assistant to the superin-
tendent of District of Columbia Public Schools and principal and
classroom teacher in Chattanooga, Tenn., and recently retired as
professor of education from Virginia Tech. Conley isawell-
known consultant to special projects and superintendent
searches. He holdsaB.S. from AlabamaA&M University and a
M.A. and Ed.D. from the University of Tennessee.

Sandra Crowe is a speaker, consultant and author. Since
1986, she has been using her people, public speaking and
communications skills to present training programs to numerous
federal, corporate and association based organizations on topics
such as dealing with difficult people, stress, leadership, team and
coaching issues. Crowe holds aB.A. degree with honors from
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the University of North Carolina at Chapel Hill in international
studies and an M.A. in applied psychology from the University
of SantaMonica.

Gail Evansisthe best-selling author of Play Like a Man,
Win Like a Woman, an informative business book listed for
several months on The New York Times, Business Week, and Wall
Street Journal’s bestseller lists. Her most recent book, She Wins,
You Wn, is currently climbing the charts. She has appeared in
the past year commenting on the phenomenal success of her
books in such outlets as NBC's Today show, USA Today, Larry
King Live Show, and The New York Times. Evans served in the
Office of the Special Counsel to the President during the Lydon
B. Johnson administration and was instrumental in the creation
of the president’s Committee on Equal Employment Opportu-
nity. Her career culminated as the executive vice president of
CNN. Though sheretired from CNN in 2001, Evans continues
as a consultant to the company.

Margaret Grogan is professor and chair, department of
educational leadership and policy analysis at the University of
Missouri-Columbia. Originally from Australia, she received a
bachelor’s degree in ancient history and Japanese language.
Grogan taught high school in Australia and was a teacher and an
administrator at an international school in Japan where she lived
for 17 years. During that time she received her master’s degree
in curriculum and instruction from Michigan State University.
After graduating from Washington State University with a Ph.D.
in educational administration, Grogan spent eight years prepar-
ing principals and superintendents at the University of Virginia
Her current research focuses on the superintendency, the moral
and ethical dimensions of leadership and women in leadership.

Beverly Hall has been superintendent of the Atlanta Public
Schools since 1999. Previously, she held position of state
district superintendent of the Newark Public Schools and served
as deputy chancellor for instruction for the New York City
Public Schools. Hall isamember of the advisory board of the
Harvard Urban Superintendents Program and serves as a mentor
superintendent to participants in the doctoral program. She was
the recipient of Atlanta's Business to Business Magazine Year
2000 Diva Award, which recognizes Atlanta’'s most dynamic
women in business and public affairs. She was also designated a
“Woman of Courage” by the Nestle Corporation amongst many
other lifetime awards. Hall received her B.A. and M.S. from
Brooklyn College of the City University of New York and her
doctorate of education from Fordham University.

Melody Johnson is superintendent of the Providence, R.I.,
Public Schools. Prior to this appointment, she served as deputy
superintendent for teaching and learning in Providence and prior
to that was associate superintendent in the San Antonio, Texas,
Independent School District. Johnson iswidely recognized for
her success in furthering systemic reform initiatives that
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prioritize increased student achievement, primarily through
improved instructional practice in the classroom. Johnson holds
aB.S. from Phillips University in Oklahoma, aM.A. in educa
tion from Texas Woman's University, Denton, Texas, and a
doctorate of educational administration, with afocus on leader-
ship and the superintendency, from the University of Texas at
Austin.

Sabrina Hope King spent the first nine years of her career
in the field of urban education as ateacher of ESL and high
school equivalency (GED) and as a high school history teacher
and dean in the New York City Public School System. For the
next nine years she was on the faculty at University of Illinois at
Chicago and Hofstra University speciaizing in urban school
improvement and multicultural education. Prior to joining the
Wallace Foundation, King worked as a principal and an assistant
superintendent of curriculum and instruction. She has published
widely and consults with numerous districts on improving urban
schools and is committed to issues of equity, diversity and
improving the educational experiences and outcomes of our
nation’s highest needs students.

Cindy Princeisaformer issues analysis director for the
American Association of School Administrators. Before joining
AASA, she worked as a researcher, evaluator and policy analyst
for avariety of state and federal education policymakers,
including governors, state legislators, members of Congress and
chief state school officers. She most recently served asthe
associate director of analysis and reporting for the National
Education Goals Panel. Prior to that, Prince was chief of
research, evaluation and statistical services for the Maryland
State Department of Education and coordinator of program
evaluation for the Connecticut State Department of Education.
Prince holds a master’s degree and a Ph.D. in education and a
master’s degree in linguistics from Stanford University.

Rosa Smith has dedicated her entire life to ensuring the
same quality education for other peopl€’s children that she
demanded-without apology or tolerance for excuses-for her own
two sons; that being respect, fairness, being heard and opportu-
nities for high levels of learning. In spite of Smith’straining and
professional experiences as aformer teacher, principal, district
office administrator and superintendent, she experienced first
hand the difficulty of getting her own children successfully
through public schools. This parenting experience framed her
fierce commitment to equity in outcomes as well as with inputs.
Smith’s current role as president of the Schott Foundation and
Schott Center for Public and Early Education is to create and
support a movement for equity in education for America’'s most
vulnerable children.
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Helen C. Sobehart directs the Duquesne University School
of Education Leadership Institute and Interdisciplinary Doctoral
Program for Educational Leaders. Sheretired from the superin-
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Vaxjo, Sweden, and received the Pittsburgh Council on Public
Education Gold Star Award for Mentoring Educational Leaders.
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preparing a monograph on AASA’s 2003 Women’s Conference.
Sobehart’s doctorate is from Carnegie-Mellon University.

Kenneth Underwood isasenior partner at Harold Webb
AssociatesLtd. He has been director of contract research and
educationa servicesat Virginia Tech and has served as superinten-
dent of schoolsin Charleston, W. Va,; Fargo, N.D.; Schaumburg,
I11.; and Lebanon, Ind., aswell as a classroom teacher and principal.
Underwood has worked extensively with school administrators and
school boards in carrying out district administrative reorganization,
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annua nationwide study in which the demographics of significant
matters relating to school board concerns are reported. Underwood
holdsaB.S. and M.S. from Northern Illinois University and an
Ed.D. from Indiana University.
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Leadership on the Line: Sanding Up for Public Education
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Feedback Form

Please give us feedback on this collection of presentations from the AASA Women Administrators Conference on Oct. 31—
Nov. 2, 2003 in Arlington, VA. You may respond by mail, fax or e-mail. Information appears at the bottom of this form. Please
feel free to duplicate this form if you share the monograph with others. Thank you for your help!

Major Role Responsibility

010

OoOogodgouog

K-12 Superintendent/Assistant Superintendent
K-12 Administrator other than Superintendent
K-12 Teacher/Counsel or/Other Professional
College/University Administrator
College/University Faculty
College/University Student

Work Inside the Home/Self Employed
State/Federal Education Agency
State/National Professional Organization
Other (specify)

Resident Outside USA (specify country)

Gender Member AASA?

[ |Femade []Male []Yes [ ]No

| Have/Will Use All or Part of this Monograph in These Ways (check as many as apply).

Ooodogo

Self Interest

Share with a Colleague in Education Profession [ ]Femae [ ]Male
Share with a Superior in Education Profession [ ]Femae [ ]Male
Share with a Subordinate in Education Profession [ ]Femae [ IMade
Use for Mentoring [ ]Femae [ Mae
Usein College/University Preparation Programs

Share with a Colleague Outside Education Profession [ ] Female [ ] Mae

| Will Likely Shareit

[]
[]

In paper form (original or duplicate)
In electronic form

(over)
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The most valuable aspect of thismonograph is. (please limit to 25 wor ds)

An aspect | would liketo see changed, added or deleted is. (please limit to 25 wor ds)

Any other comments? (please limit to 25 wor ds)

Mail or Fax Form to:

Dr. Helen C. Sobehart
Duquesne University
School of Education

405 Canevin Hall

Pittsburgh, PA 15282

Fax: 412-396-6100

or you may respond electronically at this\Web site address:
www.education.duq.edu/leaders
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