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Purpose: In this article, the authors highlight three constraints-structural time crisis 
(Schor. 1991) ideal worker norms (Williams, 2000), and labor and occupational 
queues (Re.,kin & Roos, 1990; Strobe,; 1992)-on the decisions and choices of women 
seeking to advance to and hold positions in the superintendency. 
Proposed ConceptualArgument: The authors contribute to and extend the extant body 
of work by integrating a conceptual framework that emerges from feminist economics 
theory and feminist organizational theory. The authors u,re this framework to analyze 
the current access and representation of women in the superintendency. 
Conclusions: What exists today is an institutionalized, systemic pattern in the market 
that is robust and resistant to change. However; this discussion contributes to our 
understanding of women's experiences in advancing to administrative positions gen
erally, and the superintendency particularly, and advances the way we organize 
administration and administrative work to be more representative of women and elim
inate constraints on women's choices. 

Keywords: women in educational administration; gender barriers; feminist economics; 
feminist organizational theory 

1 this article, we use feminist economics and feminist organizational theories, 
which specifically address the "persistence of male advant.age in organiza
tions" (Acker, 1992, p. 248), to argue that demand-side labor market con
ditions and structures-conditions and structures that generally privilege 
Whit.e males-<:onstrain the decisions and choices of women in public school 
adrrrin.istration.1 Specifically, these adaptive and constrained decisions restrict 
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advancement to and tenure in the superintendency for women-and 
ultimately economic rewards. Here, we highlight three of the conslraints on 
the decisions and choices of women seeking to advance and hold positions 
in public school administration. First, we address the "structural time crisis" _3_A~~S 
(Schor, 1991) and the dominant time structure that endorses "face time" and 1,41"''. 
management by instant availability (Bailyn. 2000). Next, we consider the 
"ideal worker" norm (a term coined by Williams, 2000), which traditionally 
reflects the characteristics of a married male worker who remains rather 
immune from many of the family care responsibilities/ Finally, we focus on 
the labor queue (Reskin & Roos, 1990) in which "ideal workers" (J. 
Williams, 2000) occupy the front end and occupation queues in which occu 
pations are ordered in terms of their relative job attractiveness (Strober, 1992) 

As we discuss here, these constraints pose a double bind for women 
because these same market features ultimately influence scholll boards, 
particularly with regard to their decisions to hire individuals who fit what 
is considered market ideals. ln fact, the observed outcome of these labor 
market influences is frequently sex-segregating patterns or "sexual divi
sions of labor" (Tallerico & Blount, 2004) across and within occupations, 
including within the superintendency. Pounder and Merrill (2001) noted 
this phenommon with women in secondary principalship positions as well. 
They concluded that sex-segregating pattern, "may be due to the popular 
perception that the high school principalship is a masculine role, creating 
the perception of sex-role incongruence for female applicants" (Pounder & 
Merrill, 2001, p. 49). Generally, these patterns represent structural discrim- , 
ination. As Cleveland, Stockdale, and Murphy (2000) explained, structural ~. 
discrimination e. xists because of "persistent patterns of discrimination thatl ~ • ~-''°'r 
are the result of broad societal values, role definition, and socialization P, 
practices" (p. 183). As will be discussed here, women in education face this 
discrimination in the form of glass ceilings in contrast to glass escalators 
(C. Williams, 1992), shorter job ladders, and stunted career tracks. 

Research that addresses the androcentric bias, gender barriers, and mascu
line values, expectations, and culture that dominate the superintendency :1s 
well as educational administration in general hw; been profound (Bji::irk, 2000: 
Blount, 1998; Brunner, 2000a; Chase & Bell, 1994; Grogan, 2000; Marshall, 
1986; Shakeshaft, 1989; Skrla, Reyes & Scbeurich, 2000; Tallerico, 2000a; 
Young & Skrla, 2003). In this article, we contribute to and extend the preced
ing body of work by integrating a conceptual framework that emerges from 
feminist economics theory and feminist organizational theory. We use this 
framework to analyze the current representation of women in the superinten
dency and consider implications for practice, policy, and research. 3 Ferguson 
(1984) lends the following support for this framework: 
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Feminism and organizational theory need each other. In order for feminists 
to construct an adequate theory of domination and liberation, we must deal 
with bureaucratic modes of power: in order for analysts of modem organi,.3-
tions to develop an adequate critique of bureaucracy, they need lo consider a 
feminist perspective. (p. 5) 

Frequently, organizations, organizational theory, and economic theory ,tp' 
are cited as gender neutral. Respectfully, we disagree and follow in the~ 
footsteps o~ other_ feminist_ scholars and argue that gender neutrality in (~. l'a-
mzauons, mcludm(1 mbhc schoolmg, docs not exist (sec Acker, 1992). 

um ar to others (Grogan & Brunner, 2005), we refute the proposition that 
women are not interested in the superintendency (Glass, Bjork, & Brunner, 
2000) and that the pathway to the superintendency is open to all qualifiecl/ 
certified applicants alike. Instead, as we illustrate here, although women are 
interested and qualified, they encounter constraints that limit their choices 
and decisions to enter and remain in the superintendency. 

SEX SEGREGATION IN EDUCATIONAL LEADERSHIP 

Public school teaching, which is considered by many to be accommo
dating of family needs and responsibilities that are generally assumed hy 
women, remains predominantly female in the wake of the twenty-first 
century.4 According to Glass (2000), for instance, women represented 
approximately 72% of all K-12 teachers. Despite the overwhelming per
centage of women in the teaching ranks, representation of women in admin
istrative positions. particularly secondary principalships and superintendency 
positions, remains dismal, whereas men continue to ride a "glass escalHt,H" 
(C. Williams, 1992). lliat is, although women dominate in number, men are 
courted and enter the higher administrative ranks that are deemed to have 
higher degrees of responsibility more quickly and more often. For example, 
57% of central-office administration are women (American Educational 
Research Association [AERAJ, 1999), and 41 % of those in the principal
ship arc women (/\ERA, 1999). Yet nationally, women reportedly hold 
approximately 18% (Grogan & Brunner, 2005) of all superintendents' posi
tions. It is imperative to note that the issue of access to administrative posi
tions is even starker for persons of color .. Furthermore, when we consider 
the intersection of race and gender in the superintendency, the insufficient 
representation of women of color is even more disturbing. Approximately 
10% of the superintendent positions in Hess's (2002) sample (n :;::; 795) of 
districts nationwide are held by persons of color. Grogan and Brunner 
(2005) reported that 8% of women superintendents identified as persons of. 
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color, with only 1 % identifying as Latina. The alarming differences between 
the representation of women generally, and women of color particularly, 
in the teaching and administrative ranks of public schools mirrors the rep
resentation of women in senior management and leadership positions in 
more male-dominated fields such as law, business, or academia.5 However, 
a~ lljork and Keedy (2001) noted, "the superintendency (the chief execu
tive officer of our over 14,000 local school districts) [isl the most male
duminated executive position of any profession" (p. 406). The absence of 
women at senior levels of administration, particularly the superintendency, in 
K-12 education means that women's influence on policy changes, decisions, 
and practice in the field is limited.6 

Many contend that the lack of representation of women and women of 
color in the superintendency and secondary administrative positions reflects 
those interested. We have contrary evidence, however. That is, the repre
sentation of women and women of color in the superintendency and sec
ondary administrative positions is grossly disproportional to those who are 
certified (Shakeshaft, 1998). In fact, women's representation in graduate 
programs in public school leadership has increased over Lime (Hodgkinson 
& Montenegro, 1999).7 For example, in l 998, women made up 63% of 
doctoral-degree recipients in the field of education (Diversity Web, 2000). 
However, in spite of this progress, the proportion of women in the superin
tendency remains low, as reported earlier. Similar comparisons can be made 
with other occupations. For instance, in the legal profession, women cur
rently make up 49%, of JD-degree recipients, but they account for only 17% 
of partners at law firms (Sahadi, 2004). In the business sector, women 
account f<)r about 51% of managerial positions but only 16'7,: of corporate 
officers (Sahadi, 2004). In academia, women made up 46% of postsec
ondary instructors in 2000 (U.S. Census Bureau, 2004) but only 15% of 
chief academic officers in institutions of higher education (Berryman-Fink, 
LeMaster, & Nelson, 2003; GlaLer-Raymo, 1999). Again, when we com
pare these statistics with the statistics in public school administration, we 
observe a similar phenomenon. Although \Vomen represent at least half or 
more of the work force in public school teaching, law, business, and acad
emia, the proportions of women who occupy top leadership positions 
appear almost identical (i.e., 14% to 17%). Thus, women's leadership and 
advancement in public schools, a predominantly and typically considered 
"family-friendly" field,s looks similar to male-dominated fields such as 
business and law. That is, access within the occupation does not lead to pro
portional advancement. This is further evidence of occupational and job sex 
segregation (Reskin, 1993), which constrains the choices of women in 
public schools to ascend to leadership positions. 
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With respect to earnings, a teacher whose experience falls within the 
middle range in a large unified school di~trict in California, for example, 
made an average annual salary of $56,244 in 2000-2001 (California 
Department of Education [CDEJ, 2004). ln comparison, the average annual 
earnings for superintendents in similar districts in California was $160,607. 
In considering the earnings ratio, it thus appears that superintendents make, 
on average, about 3 times more than teachers in California do. The earnings 
ratio between teachers and superintendents across the nation emulates this 
figure. Generally, superintendents make 2 times or more the annual earn
ings of teachers, although the earnings ratio between superintendents and 
preschool teachers is even larger. Preschool teaching contains the highest 
concentration of v,omen relative to all other areas in the field of education. 
In fact, according to statistics published by the U.S. Census Bureau (20041, 
women made up 98% of preschool and kindergarten teachers nationwide in 
2000. Again, because pay is associated with other types of rewards (e.g .. 
promotions), power, and prestige, the fact that women make up 98% of 
those working in the lowest-paying positions and merely 18% of those 
workiug in the highest-paying positions illustrates that ~omen have not 
made much progress in crossing the economic divide. 

In the legal profession, comparatively, women are found in higher con
centration in nonprofit and government work, whereas men are found in 
higher concentration in the private sector. In 2001, the earnings ratio 
between the private and the public/nonprofit sector is about 2.25, b:sed on 
the median salaries of lawyers 6 months after graduation (U.S. Department 
of Labor, 2004). The point here is that the situation for women with regard 
LO advancement and access to economic rewards (e.g., advancement, income), 
relative to that of men in the respective fields, is comparable between public 
sd1ool administration and traditionally male-dominated occupations. This 
illustrates that, despite improved access generally to diverse profes
sional arenas, women continue to be limited in their access to positions of 
authority. · 

Human capital theorists haw suggested that the concentration of women 
in the superintendency, as compared to teaching, and the female-male earn
ing differentials result from women's educational attainment, labor force 
experiences, and women wanting to or devoting more time and energy to 

i, family care (Becker, 1985; Mincer & Polachek, 1974; Polachek, 1981, 1995). 
\"!\.iCJlAs we_contin_ue to argue in this article, a systemic structure, which includes 
S~~;..,,,_. a donunant time structure around which all workers are expected to orga
¥l""'- 1 nize_ their lives and a market structure that demands workers to be free of 

S fanuly a~d non-work responsibilities, permeates the labor market (Acker, 
1990; Bailyn, 2000; Schor, 1991; l Williams, 2000). These structures are 



488 EDUCATIONAL ADMINISTRATION QUARTERLY 

discriminatory against women, particularly women who want to participate 
in family care. As Acker (1992) explained, 

The gendered substructure [ of organizations J lies in the spatial and temporal 
arrangements of work, in the rules prescribing workplace behavior, and in the 
relations linking workplaces to living places. These practices and relations, 
encoded in arrangements and rules, are supported by assumptions that work 
is separate from the rest of life and that it has first claim on the worker. Many 
people, particularly women, have difficulty making their daily lives fit these 
expectations and assumptions. As a consequence, today, there are two types 
of workers, those mostly men, who, it is assumed, can adhere to organiza
tional rules, arrangements, and assumptions, and those, mostly women, who, 
it is assumed, cannot because of other obligations to family and reproduction. 
(p. 255) 

In the end, this structure constrains the choices of women to access the 
superintendency because they are not perceived to match the ascribed "ideal 
worker" norm. It also has led to a crisis of care--a contrary notion for many 
(Noddings, 1984)--in this country, as women who want to advance to a 
high-paying position of authority, prestige, influence, and power must sub
scribe to the dominant time structure and perceived market ideals that puts 
family care and career at odds, as illustrated in the following discussion. 

MARKET CONSTRAINTS INFLUENCING 
WOMEN'S CHOICES 

The Dominant Time Structure 

In the national bestseller The Overworked American, Schor (1991) 
expounded the "structural time crisis" that has become prominent in the ~ 

American workplace. According to Schor, not only are men and women , tfi tM.c., 
working longer hours relative to 40 years ago, but also the number of workj ,,,;N-. 
hours is steadily rising. Although employers in many cases have responded •,KfJM'l"o 
to work-family demands by providing child care, stress seminars, and time
management workshops, these remedies inadequately address the root issues. 
Instead, these remedies merely provide employers a way to make longer 
work hours tolerable for workers. As a result, we are living in a society that 
is "demanding too much from people" (Schor, 1991, p. xv). This demand 
on our time has varied effects. For instance, Schor quoted a 41-year-old 
public relations worker in a major corporation, as follows: "I can't imagine 
having a baby, which I want to do, and still keeping this job" (p. 69). This 
message resonates with women serving as public school superintendents 

Mahitivanichcha, Rorrer/ WOMEN'S ACCESS TO SUPERINTENDENCY 489 

and principals (Brunner, 2000a; Grogan, 1996; Marshall, 1986), who also 
experience extreme demands on their time.9 

As Marshall (1986) indicated, female superintendents are keenly aware 
of the time demands of work and family as well as the constraints associ
ated with these responsibilities. For instance, 12- to 15-hour workdays, 
which leave time for little else, have been noted as typical (Brunner, 2000a; 
Marshall, 1986). The experience of a participant from Grogan's (1996) 
study of women aspirants to the superintendency illustrated the deleterious 
conflicts and impact of juggling family and work. The participant com
mented on her experience in educational administration as a principal and 
a mother with young children, 

It was terrible, and my advice now to principal trainers ... and to adminis
trative interns who are in the principal program, if they have young children, 
is to wait. Because I think it just tears you apart in terms of trying to commit 
to both, and I think something suffers; either the job suffers, or the family 
suffers, so I found that to be extremely challenging, and if I was to do it 
again, I wouldn't do it. (Grogan, 1996, p. I 13) 

According to the 2000 Study of the American School Superintendency 
conducted by the American Association of School Administrators (AASA), • ~., 
294 women in their representative sample of 2,232 superintendents ,• ~ 
reported that caregiving roles conflict with ~e restr~ints impos~d by~V"~..; 
extreme time demands and work pressures associated with the su ennten- '.:/' ~ 1 

dency (Glass et al., 2000). This con ict continues to be a source of forced •'=~ 
choice between family responsibilities and career advancement for many ~ 
women regardless of the workforce sector. 

This conflict between commitment to job demands and commitment to 
family demands is problematic, particularly given the value placed on expe
riences of women rooted in an ethic of care (Noddings, 1984). Brunner 
(2000a) contributed to this line of reasoning, painting the metaphor of a 
warrior. She depicted superintendents as warriors who assume the feminine 
role of caring for and, as Noddings (2002) would add, caring about staff 
and students. She further illustrated that female superintendents maintain 
their position by meeting masculine expectations and going beyond such 
expectations in displaying a sense of ethics-namely, a caring image. Yet, 
in their jobs as warriors whose role is to care for and care about the school 
community, they find themselves struggling to balance the demands of the 
job with caring for their own families. Blount (1998) perhaps best high
lighted the irony of contemporary structures that govern who gets advanced 
to administrative positions. In her historical account of the superintendency, 
she explained that administration continues to be a male profession, 
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removed from the female domain of teaching and care. As a result, these 
structures maintain the "tradition of gender-segregated spaces and gender
specific control" (Blount, 1998, p. 159). 

As Bailyn (2000) suggested, one of the primary issues surrounding the 
"structural time crisis" extends beyond the fact that jobs in the market 
demand longer hours, which may deter from the balance of work and fam
ily. One of the larger consequences is that this demand is rigid and struc-
tured around "face time" (Bailyn, 2000). More specifically, it requires that !,t~ 
workers be present during the "normal" hours of the workday regardless of ·1 • 

the nature of work or workflow or in as long as they may be needed if some-
thing unexpected were to arise. 

Superintendents encounter diverse publics and conflicting forces. As a 
result, this job demands that they attend a multitude of events and meetings, 
all of which situate them as engaged in activities well beyond the typical 
workday or the day-to-day management and operational, fiscal, and instruc
tional responsibilities typified in job descriptions. For instance, their visi
bility and attendance is often expected at ceremonial events, community 
luncheons, and district-wide extracurricular activities. They are also expected 
to meet personally with interest groups, including parent groups and other 
stakeholders, and to network with key community figures (Grogan, 2000). 
In these multiple venues, superintendents experience enormous pressure 
from various constituent groups, each with its own agenda, to frequently 
address issues and render decisions spontaneously. Consequently, they 
must process a breadth and depth of information to address various contexts 
of district operation, ranging from such topics as test scores and account
ability measures to other topics including school violence (Grogan, 2000). 
Moreover, and perhaps most relevant to this discussion, superintendents are 
expected to be "expert [educators]" and "politically astute [entrepreneurs]" 
and are responsible for reassuring the public of their ability, commitment, 
knowledge, and skills (Grogan, 2000, p. 117). 

Again, today's work culture, which endorses face time, expects workers to 
be present during workday hours as well as available and accessible beyond 
the regular work hours, particularly so if they hold high-paying positions and 
top executive jobs. This expectation extends to the superintendent whose effi-
ciency, ability, capability, and commitment is gauged often by their visibility, ~..,_!/) 

accessibility, engagement, and responsiveness. Thus, regardless of the nature ~,r.. ~-,,.Y 
of the changing forces and demands on a superintendent's time, compressed• k!u---.l"~ 
work schedules, flex-time, and telecoriferencmg from home are currently notX? ;;_]'( 
Ql)tions for a supermtendent-if they are going to be deemed successful. ~ 

According to Bailyn (2000), the face-time norm contributes to the work
family crisis we currently observe because the dominant time structure is 
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founded on temporal norms that impede the integration of work and personal 
lives. Face-time norms include the "presumed linear relation between time 
put in and output" as well as the tendency to coordinate via instant accessi
bility (Bailyn, 2000, p. 6). This linear logic argument implies a predictable 
association between an additional hour devoted to a task and the amount of 
output one can expect from that time increment. Such a view of work time ,fiWI"" II' 
as "homogenous, linear and divisible" (Hassard, 1991, p. 116) is based on l~v 
the industrial, machine-based function (Bailyn, 2000). Und_er the co~ditions 
imposed by this linear logic, time generally, and face tnne particularly, 
becomes a measure of performance. Interestingly, as Bailyn observed, how-
ever, face time may have little relevance to workers' actual occupational 
efficiency. Historically, the superintendency has been influenced heavily by 
scientific management ideologies and principles that were taken from the 
military, government, and business sectors-all of which adhere to norms 
of face time (Blount, 1998; Grogan, 2000; Tyack & Hansot, 1982). As illus-
trated above, given the current expectations and endorsement of face time, 
these historical influences continue to exert control and exist as pervading 
norms in organizing the work of superintendents today. 

The linear logic addressed here and the resulting time structure also ~-'> ~, 
feeds the "structural time crisis" that Schor (1991) described. The structural r/' · ~ 
~e crisis exists when the conflict between long working ~our~ and_ family. Jt _.,.a• 
commitments is considered normal. Acker (1992) descnbed 1t this way: YI" ~ 
,rThe concept of the abstract worker, completely devoted to the job, also ~vi" · 
supports the idea that strong commitment to the organization over and C.\\\ 
above commitment to family and community are necessary and normal" Uo~ 
(p. 258). Because of the structural time crisis, a culture has emerged in l ~ J 
which the expectation is conflict rather than integration or balance. Again, ~r 
such face-dependent time adds stress and interferes with work efficiency as 
it offers few incentives for a redesign of work to fit into a shorter and more ~ 
flexible time block (Bailyn, 2000). Organizational tendencies to coordinate, !jlt
communicate, and be accessible insta~tly-even in de?vative fo~s such as IW\ vA,,., 
e-mail and cell phones-feed the notion of the necessity of face time to get 6> 
work done. These norms also perpetuate the idea that it is important to have 
people around all the time just in case they are needed. Although some may 
argue that this condition is required for speed and efficiency, as Bailyn 
(2000) argued, it breeds a culture that perpetuates reaction versus planning, 
coordination, collaboration, shared decision making, and alignment. 10 

The labor market is governed persistently by rigid time control. The time 
structure and the systemic conditions (e.g., norms) that it produces detennine 
how individuals who desire market employment must organize their lives. 
Not only has this dominant conception of market time and the corresponding 
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way of organizing paid work proven difficult for women (Bailyn, 2000; 
Kanter, 1977; J. Williams, 2000), it may not fit all men either (Bailyn, 
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current decade (Acker, 1990; Hochschild, 1975; Papanek, 1973; Sirianni & 
Negrey, 2000; J. Williams, 2000). A persistent theme within this research is 
that such ideal workers can compete, survive, and thrive in the market, 2000). Yet, although the time pressure of the superintendency affects male 

superintendents, the time pressure experienced by female superintendents 
is more extreme given the demand of their personal roles and responsibili
ties (Brunner, 2000a). To date, women have coped with market time 
demands in several ways. They have engaged in what is commonly referred 
to as the "second shift" (Hochschild, 1989).11 Next, women have exercised 
"compressing" time (Brunner, 2000a) to survive the time crisis of balanc-

~ where the system is built for the traditional married male workers who ha_ve 

?'\'~ l the full-~~~ _domestic sup?ort such that 1?e~ can be free of home and farmly 
• "\>V'I' respons1b1ht1es (Hochschild, 1975; I. Williams, 2000). _ 

fuV' ~ Toe separation of market and household labor is thus gender based despite 

ing job and family needs and responsibilities. Compressing time-juggling 
different thoughts, decisions, and tasks simultaneously, or multitasking-
permits women to accomplish more than one task at a time, including bal-
ancing job and family responsibilities. Admittedly, multitasking allows 
both women and men superintendents to respond to various demands and 
requests instantaneously. Again, these skills are necessary within the cur-
rent structural time constraints. These skills are also consistent with current 
job expectations. 

In addition to creating high levels of stress and burnout (as described by 
Schor, 1991), these norms and structures contribute to our current crisis of ~{S 
care, particularly the care of our children and elders. As many women strive fi~ fllrl'.P,l V' 
to satisfy family demands, the constraints imposed by this dominant time pt#j • 
structure may explain some of the occupational decisions that women make, ~1::s 
including whether to pursue and/or remain in the superintendency. 

The Influence of the "Ideal" Worker and "Ideal" Career Norm 

The dominant structure of industrial time unsurprisingly feeds the 
observed market ideals that guide employers' perception of an individual's _ ~\
attractiveness as an employee. At a micro level, an "ideal" worker is one\~ 
whose uninterrupted presence can be guaranteed on a daily basis and one\v3~ 
who is immune from family responsibilities (Bailyn, 2000; J. Williams, 
2000). At a macro level, an ideal employee is one whose career progress in 
the market is linear and uninterrupted by family or personal circumstances 
(Hochschild, 1975; Sirianni & Negrey, 2000). The structural separation of 
market work and private lives in and of itself disadvantages women and 
may not fit with all men (Acker, 1990; Bailyn, 2000; Sirianni & Negrey, 
2000; Tallerico & Blount, 2004; J. Williams, 2000). The linear, uninter-
rupted work ideals assume the two-person career relationship (i.e., one in 
which efforts are drawn from both the worker and her partner; Papanek, 
1973; Sirianni & Negrey, 2000). The persistence of such market "ideals" is 
documented in the work of authors in the 1970s as well as those in the 

the theoretical domain that presents organizational structures as abstract and 
gender neutral. Acker (1990) explained this succinctly, as follows: 

In organizational logic, filling the abstract job is a disembodied worker who 
exists only for the work. Such a hypothetical worker cannot have other 
imperatives of existence that impinge upon the job. At the ver~ least, outside 
imperatives cannot be included within the definition of the Job. Too m~y 
obligations outside the boundaries of the job would make a worker unsm!ed 
for the position. The closest the disembodied wo:ker doing the ~bstrac~ Job 
comes to a real worker is the male worker whose life centers on his full-time, 
life-long job, while his wife or another woman takes care of his personal 
needs and his children. (p. 149) 

In line with this logic, we see that throughout history as well as in the 
present, researchers have documented that school boards and society as a 
whole expect the superintendent's position to be filled by men generally, 
and married men in particular (Bjork & Keedy, 1991; Blount, 1998; Chase 
& Bell, 1994; Marshall, 1986; Tyack, 1976). In reference to the superin
tendency, Tyack and Hansot (1982), who depicted public school leadership 

between 1820 and 1980, commented, 

In the cultural beliefs of [the] larger society, marriage operated with an oppo
site valence for men and women. For men, marriage was normally an asset if 
not a tacit requirement in upward mobility, whereas for wome~ it was often 
a liability if not an actual barrier. Surveys of male school supennte~dents, as 
we have seen, have shown consistently that they were almost all mamed. There 
were numerous articles and books of advice telling "Mrs. Administrator" 
how to help her husband in his two-person career. (p. 191) 

Although this observation was made in the context of the superinten
dency historically, more recent work shows that the situation has not 
changed dramatically. Research (Maienza, 1986; Riehl & Byrd, 199!) sug
gests that family responsibilities are among the factors that exert_ different 
degrees of influence on men and women's career development m educa
tional administration. In their study examining a nationally representative 
sample of public school teachers on factors affecting career move from 
classroom teaching to school administration, Riehl and Byrd found that 
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~~~ married, as well as having young children, wa<; closely associated with 
limitmg the chances of women moving from teaching to administration. A 
consultant in Chase and Bell's (1994) study on gatekeepers clearly illus
trated the implications of limited at-home support for women by stating, 

In a lot of instances, if [women] have children, they have a husband who has 
been the major breadwinner. Those kinds of historic reasons. So, therefore, 
th~ take themselves out of the running, whereas a male who is the bread
wmner, whose wife is at home doing housewife work and [tending] two little 
kids, they're in the business to move up and up. (p. 37) 

As implied in the above quote, the superintendent's position continues to 
be a two-person career and one that fits the traditional married male worker. 
In_ additi~n, i~ implies that women would be expected to reorganize their 
private hves if they were to take on the superintendency (Chase & Bell, 
1994). In fact, a recent survey by Grogan and Brunner (2005) indicated that 
many sui::erintendent respondents who were divorced cited lack of support 
from their partner as reason for their marital breakup. When the job 
demands that women rearrange their lives, it hides the organizational struc-
tures and market barriers that women encounter (Chase & Bell, 1994) .. ~ 
Furthennore, as Ac~er (1990) asserted, "the concept of the universal NP.\~ 
worker, so common m talk about work organizations excludes and mar- ~ 
ginalizes women who cannot, almost by definition, achieve the qualities of i 9~ 
a re~ ~orker because to do so is to become like a man" (p. 150). tJ , 

Sunilar to ~ abstract concept of an ideal worker and ideal job, the con
cept of a c:ir~r 1s ~ely androcentric and requires linear progress and long-
range _contmu1ty (Smanni & Negrey, 2000). These conditions are still seen as rfll'~ 
the pnmary path to career opportunities and occupational success. Under the • ~...,.~ 1 
as~umptions of the career ideal, those who disrupt the linear structure for~~ 
~fol~ or dependent care pu92oses-orimarily women pay significant penal~~ .. f""" 
ties 10_ the labor market (Sirianni & Negrey, 2000; J. Williams, 2000). The""" 
penalties associated with these disruptions may be short and/or long term 
(Ferber & Waldfogel, 2000; Schor, 1991; J. Williams, 2000). 

Key promotion stages in the labor market generally occur early in the 
~ar~er ,path_ and _at a ti~~ ,~hen many people may plan to have, or are ~ Ji>': 
already havmg, c.:hlldren.· Io the e:~ent t~at women encounter career lad- v.,~~.},.~~ 
ders that are structured around the ideal career norm, the stages toward ;'ti ~IJJ 
pos1trnns of fiigh pay, authority, and prestige then may coincide w.i.tb.. a i.rl\ t 
woman's typical childbearing and child-rearing year..s. Because women are 
~xpe~t~d to and tend to take on a greater share of caretaking responsibili-
t:1~s, It rs n_ot surpri~~ng that we tend to experience more work-family con-
t hcts, particularly if we attempt to advance. Prominent examples include 
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the tenure track in academia, the partner track in corporate law, and residency 
training in some medical specialties. The route for women toward the 
superintendency looks similar. For example, the typical route to the super
intendency for women starts at the classroom, after which she moves from 
the teaching role into the assistant principalship, to the principalship, then 
to district administration (e.g., coordinator's position, director, assistant 
superintendent for curriculum and instruction) and finally, the superinten
dency (Bj5rk & Keedy, 2001; Bronner, 2000; Glass, 2000). On average, 
women administrators spend 7 to 10 years in the classroom, whereas their 
male counterparts spend 5 to 6 years in the classroom (Glass, 2000). 
Consequently, the ladder toward the superintendency for women from point 
of entry takes longer and requires more detours to the superintendency than 
it does for their male counterparts. This situation in the superintendency is 
particularly telling because women make up more than 70% of all teachers, 
which is the pool from which superintendents are derived generally (Chase 
& Bell, 1994). This reality runs against the assumption that public school 
teaching is more family-friendly relative to the rest of the industries in the 
labor market. Instead, it illustrates how labor market demands, such as the 
ideal-career and ideal-worker norms, permeate education. 

When we compare statistics on the marriage and family status of senior 
corporate managers with those of superintendents, we see that the figures 
do not look very different In their study of superintendents in New York .li,r.k \1' 
State, Tallerico and O'Connell (2001) found that among a sample of 416 ~~~ 
male superintendents and 62 female superintendents, about 33% of the p•"' 

female superintendents were single compared to 4% of their male counter- t -t 4f""" 
parts. The authors also found that about half of the male superintendents t),&l 
had young children relative to, again, about 33% of women superinten-
dents. Comparatively, according to J. Williams (2000), about 90% of men 
in upper-level corporate management jobs have children and work-at-home 
partners, whereas about 33% of women in senior management positions are 
single and/or have children. 

Beyond demographics, there are other differences in the experiences of 
men and women in educational administration. These differences, however, 
mirror the eXperiences of women in professions and or job queues occupied 
predominantly by men. One commonality is that positions that are presti
gious and have a degree of power and authority are designed currently for 
individuals with pmtners who are able to attend to areas such as family and 
household care as well as provide support. Consider the description of 
a woman surgical resident (Cassell, 1998) compared to that of a woman 
superintendent (Grogan, 1996). Cassell (1998) quoted her surgical resident 
participant as follows: 
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Female trainees often put their social life on hold for the duration .... 
Married men have the same punishing schedule, but it is l~iken for granted 
that a resident's wife will be patient and understanding, care for the children, 
send his clothes to the cleaners, see that the house is clean, ancl have dinner 
wailing when he comes home ready to crash .... In other words, male resi
dents frequently have someone to take up the slack; female residents rarely 
have such a person. (p. 111) 

Comparatively, Grogan provided the following quote from a woman in 
educational adrninistration: 

I remember for years I just longed to have a wife--I would be here on 
Monday nights, and I would have my children taken care of, and I would call 
my children to see how they were-had they done their homework. I'd prob
ably call them twice, but I would work straight through the board meetings, 
and I would just be here all by myself. The men would go home-their wives 
would have fixed dinner. Tliey would shower and shave and come back fresh, 
and l would have been up since four-thirty. (p. 118) • 

Th~ 1_11essage is_ similar: The e~periences of men and women who fill these 'l~>--~ 
pos1t10ns are different In particular, women tend to go without the same ~VIT'
kind of domestic support that married men have. 

Women sometimes pause their lahor-rnarket participation as a result of 
their demands at home, including chikl rearing or dependent care ( Glass et al., 
2000). This too has implications for their career path. Because of current 
structures and norms, this pause in their labor-market participation deviates 
them, in part, from the direct path toward the superintendency. In addition, 
this pause in market participation compounds the already extended amount 
of time currently necessary for women to advance through the administra
tive ranks toward the superintendency. Thus, within the current structure, a 
woman with young children who wants to have the option of working part
time is unlikely still to be on the track toward the superintendency until 
her children are grown. Yet based on the current promotion patterns to 
the superintendency, approaching retirements may dissuade some women 
from considering the superintendency, according to Glass ct al. (2000). 
MorcoYer. if a woman suspends her participation in the labor market for 
dependent care with a return on a part-time basis, supervisors (e.g., school 
boards, superintendents) may perceive her as not as committed. In these 
instances, a woman is unlikely to be considered for promotion to a depart
ment head or assistant principal-again, part of the long pathway to the 
superintendency for women. 

In an environment that separates market and family work, women, 
according to J. Williams (2000), have to organize themselves around two 
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alternatives: "They can perform as ideal workers without the flow of family 1~~~ 
work and other. privileges male ideal workers enjoy ... · or they can take 11 
dead-end mommy-track jobs or 'women's work"' (p. 39 ): Many w,01:1en m 

education opt for the teacher's job rather than the supe:mtendent ~ Job or 
even the principal's (Glass et aL, 2000) because ~f th'.s torced c~o1ce. The 
discriminatory nature of the market system, which 1s steeped m _values, 
strnctures, and "ideals" that primarily benefit men generally and Whit~ men ~ 

particularly, requires women ro participate in the market based on cx1st1 ~g •. it,. 'JI" \IA 
constraints. As such. women's choices arc o_nly cl~OI~CS lI1 t~IC. sense !h,n :>"'"-.u1. . 
they are pathways through which women adJUSt w1thm the hm1ts that are\).~~ .. ,. 
set bv the market structure and adapt tQ the larger roorket system. For \J..tl'~~ 
choi;es to be truly free and independent of constraints set _by th~ ~arket, "'6-1r 
women would be able to choose from among multiple optmns, similar to 
J. Williams's (2000) analogy of people choosing Mars Bars over Baby Ruths. 

Labor Queues and Occupation Queues 

In the previous sections, we examined how the do1_11i_na~t time s~~l:1re 
and market "ideals" constrain women's market part1c1pat1on by hmitmg 
decisions and career choices. In this section, we explore how these factors 
interplay with other market conditions to in11uence ~mploycrs' decisions on 
who t0 hire. We examine this in the context of relational norms that ~an be 
understood through the labor queuing metaphor developed by Reskin and 
Roos (1990) and Strober's (1992) relative job attract~venes~ theory. More 
specifically, relative job attractiveness is conceptualized via the quemng , [.o.l,IIY
metaphor. Herc, the lahor market consists of tw? q~eues, th,e ,!ahor que,ue I r~ 
and the occupalion queue. The labor queue contams prefem:d employees I 1· 
who occupy the front end. Preferred workers can be defined as th~se that fit _.,At, 
within the "ideal" worker norm, as described earlier. The occupation queue D~ 
orders occupations in terms of their relative jo? attractiveness_ (Strober, r 
1992). Attractive occupations include those that yield high financial returns 
to workers' human capital investment and those that offer autonomy, power, 
prestige, status, and opportunities for promotion. 

In the presence of such market queues and relational n~rms, empl~yers ~\~ 
more likely hire men than women to fill relatively at_tr~t1ve ?ccupat1ons. ~ 
As such, men, and in particular married men who fit within ~e ideal wor~erl tell 
norm maximize their utility by having the first pick of relatively attractive P lJ 
occu~ations (Strober, 1?92). ~nd_ jobs_ "'.ithin occupa.~ions. Women may •~a11t:l<1 
attempt to maximize their utility ma similar way, but they make occupa- Olr"I 
tional choices subject to the constraint that [married men] have been p~-
mitted to choose first" (Strober, 1992, p. 44). As a result, women with 
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comparable skills and certification still experience differential occupational 
decisions and career outcomes because they encounter separate relational 
conditions under which they organize their market choices. Consequently, 
as Tallerico m1<l Blount (2004) concluded by drawing on tl1e 1990 work of 
Reskin and Roos, "labor queues operate fundamentally as gender queues, 
with males at the highest end of the hierarchical ordering and women at the 
lowest" (p. 635). For instance, in her investigation of the superintendent 
search process, Tallerico (2000a) found evidence of such gender biases in 
consultants' search practice. The strong prefere11L:e for married male candi
dates, who can perform as ideal workers, is clearly conveyed by a consul
tant who participated in her study. 

Normally, when I sit down with a board, if the board has anything to say about 
gcmler, it comes across as if it's almost axiomatic that we're going to hire a 
male, wl10 is going to be married, and who is going to have kids .... So they 
have this stereotypic notion about what Lhe candiJate will look like. (p. 33) 

The AASA survey results indicated that women superintendents are 
more ~ware than their male peers of the forces working against their being 

,,;-0-'fi ~ed by s~ho~l, boards. Again, marriage a~d famj!y appear ~o- make_ men 
1f' C...· 1:ven more ,ttt1 active to scho~l boards, ~llowm_g them to be pos1t1_oned 111 the 
~(.'I f~ont of the h~bor queue. In tact, rnarnage, with the accornpanymg domes
~) tic ~upport, g1v~s male _c~d1da~es ~dditional leverage a~ boards associate 
\t,o;t mantal st~tus with stability, which 1s a "preferred" quality for superinten
\j.~t'-1 dent cand1d_ates (Blount, _1998; Tallerico & O'Connell, 2001). On the other 
~ hand, mamage and family for female candidates becomes a liability as 
~ boards associate this marital status with domestic responsibilities and 

dependent-care roles, and as previously discussed, these are qualitis:s that 
make women less prderred candidates to school boards. As scholars have 
documented, school boards asswne that these responsibilities create con
flicts that \Vill interfere with the time demands of the superintendents' role 
(Chase & Bell, 1994; Tallerico & O'Connell, 2001). As Sheppard (1992) 
related. "Thus the asymmetrical character of women's and men's work
family boundaries ... is carried over from the family to the work world 
as well, with assumptions of separation for men and of permeability for 
women" (p. 165). 

F. Schwartz (1989) referred to "career•primary" women and "career and 
family" women.13 Although F. Schwartz captured a common characteriza
tion and stereotype-the mommy track-this binary view evades the issue 
of how do organizations, such as school districts, advance women who 
would be identified as, or identify with, the career and family woman into 
administrative positions such as the principalship and the superintendency. 

I 
t' 
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As D. Schwartz (1994) highlighted, F. Schwartz "casts the issue in a polarized 
manner that seems to imply making it to the top and using family-friendly 
polices arc mutually exclusive choices for women'' (p. 24). Furthermore, 
F. Schwartz's categorization, which applauds companies who are able to 
accommodate women who would be described as "career-familv'* accents 
the detrimental effect of this two-tiered assessment of women i~ the labor 
force: that is, the frequency of women in the career-family category to not 
ascend beyond middle-management positions. 

'Jl1e labor queue and relative job attractiveness theories provide insight 
into how institutionaJized practices benefit men. In particular, these theories 
illustrate the tendency for men to be employed in positions in the labor 
market in which formal bidding arrangements exist, whereas women tend 
to be found in positions that have shorter career ladders, with promotion 
opportunities that seldom ex.tend more than a step or two beyond entry level 
(Bielby & Baron, 198(1). In public school administration, this can be seen 
when we compare access to the superintendency via the route of preschool, 
elementary, and secondary teaching. For instance, 25% of superintendents 
in a nationwide sample came from an elementary education background 
(Glass et al., 2000), which is the segment of public education with the 
largest proportion of women and generally the least-paid positions. Given 
current queues in administration, those who enter the field as preschool and 
elementary school teachers have fewer opportunities to enter more presti
gious administrative positions. Secondary school teaching, a common back
ground among male superintendents, contains a larger share of men relative 
to elementary school teaching. 

A similar phenomenon exists when considering candidates from elc-
1nentary and secondary principalship. The labor and occupation queuing 
theory is related to Lewin's ( 1947) gatckecping theory that 'fallcrico (2000a) 
used in explaining women's access to the superintendency. Tallerico stated 
that at each point in the superintendent search process, there are gates that 
filter the candidate in or out. These gates are often controlled by rules that 
are perceived impartially and by decision makers who are constrained bv 
forces sud1 as norms attached to educational administration positions. id;
ologies and sociocultural values, and the application of such forces in the 
analysis of the candidates' qualifications. As described by Tallerico, gates 
to the superintendency are likely to be closed or only partially open to can
didates whose experience consists primarily of elementary principalships. 
The gates are open wide, however, to candidates who had prior experience as 
high school principals or who have been formerly hired as superintendents
again, primarily males. As a result, women tend to not have access to the 
superintendency by way of their initial position in the queue, and men move 
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further and further ahead in the queue once they get on the high-school
principal track, a step that opens the door to the superintendency (Shakeshaft, 
1989). Thus, within public school teaching and administration, we see 
that men are concentrated in positions that put them on "glass escalators" 
(1. Williams, 1992) that ride to the superintendency more often than women 
are. That is, C. Williams (1995) contended, "Often, despite their intentions, 
(men] face invisible pressures to move up in their professions. Like being 
on a moving escalator, they have to work to stay in place" (p. 87). This is 
in opposition to women who, despite their efforts to ascend to the adminis
trative positions, particularly the superintendency, continue to have con
strained choices. 

As discussed here, those workers that best fit the ideal-worker norm-White, 
male, married, and heterosexual-are perceived as the more attractive worker 
and are positioned higher in the labor queue. In addition, the preferred worker 
is more highly priced in the labor market. Consequently, workers who, 
according to current conceptions of the ideal, do not fit the norm, including 
women and persons of color, tend to be priced lower in the labor market. This 
market condition is evident in the pay of positions with larger clusters of 
women, such as elementary school teaching and administration. 

IMPLICATIONS FOR FUTURE PRACTICE, 
POLICY, AND RESEARCH 

An analysis of women's participation in the superintendency given dom
inant time structures, ideal worker norms, and labor queues indicates that 
current practices to recruit, advance, and sustain women in the superinten
dency are inadequate. Yet, as this analysis illustrates, neither recognition of 
the impact of the dominant time structure and ideal-worker norms on 
women in educational administration nor, as Blount (l 998) stated, hiring 
more women superintendents is sufficient to abolish the sex segregation in 
public school administration that results from market-force, institutional
ized constraints.15 Change to the current system will only be possible if, as 
Blount further argued, we alter the structures that are deeply rooted in the 
school system, including the social construct and the structure behind the 
power and control. To that end, here we heed Revere's (1987) recommen
dation, "Even though sex and race discrimination exist, alternatives to 
counteract the negative impact they could have to thwart progress should be 
developed" (p. 520). Therefore, we offer a few recommendations for prac
tice, policy, and future research that are informed by the previous discus
sion and a feminist economics and feminist organizational perspective. The 
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following discussion contributes to our understanding of women's experiences 
in advancing to administrative positions generally, and the superintendency 
particularly, while advancing the way we organize administration and 
administrative work to be more representative of women and eliminating 
constraints on women's choices. The fact that some of these recommenda
tions reverberate earlier conclusions drawn in research with women in the 
superintendency only affirms that, despite efforts to date, insufficient progress 
has been made.16 Thus, although many scholars (see Ortiz, 2001 for overview) 
have addressed ways to increase access and advancement to the superin
tendency for women and persons of color generally, the recommenda
tions made here focus on how to achieve this goal in light of dominant time 
structures, ideal worker norms, and labor queues. 

Practice Implications 

lf the superintendent's job demands that the person who fills it conform 
to the dominant time structure, perhaps a clear implication is that the super
intendency needs to be restructured and reorganized such that those who 
desire a balanced life can participate in the position, men included. Perhaps, 
the redesign of educational leadership positions to rely more heavily on col
laborative effort and collaborative leadership is one such way for women and 
men to attain a balance between work and family lives (see Brunner, 2000b; 
Grogan, 1996, 2000; Pounder & Merrill, 2001). We cautiously proceeded 
with this recommendation, particularly because it is sometimes framed from 
a deficit perspective. That is, consideration of this suggestion is_ accompa
nied by a belief that the individual participating or hired under such condi
tions is less qualified, less committed, and/or less able to perform the range 
of duties and responsibilities associated with the superintendency. 

As Bailyn (2000) suggested, the ideal situation would be a job design 
that pennits an integration of work and family lives. A relational style of/ r,,'f~tA~\lv 
leadership, which is consistent with the collaborative style mentioned here, ;vJt,,' L,,;_

1
J 

is advantageous for a number of reasons, including eliminating isolation Ltl\ ... 
1 

:, ; . 
and increasing efficiency, time flexibility, innovativeness in planning, and v,Hi:,I,~ ,,J ' 

opportunity for increased coordination and alignment. For example, ere- I 
ative coordination within the superintendency team provides options for · 
compressed work schedules, paid maternity leaves, alternate attendance at 
meetings, or telecommuting during certain times. This design relies more 
on collaborative effort rather than on the instant and continuous availability 
of the individual filling the superintendent's position, on whom generally 
major decisions hinge. Moreover, as Quilantan and Menchaca-Ochoa (2004) 
concluded in their study of Latina superintendents, the collaboration alleviates 
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both the isolation of the job, and "foster(s] a sense of trust and confidence 
in these superintendents" (p. 127). As previously noted in the framing of the 
advancement of women to the superintendency, trust and confidence in 
superintendents is imperative to their legitimacy. 

A collaborative type of leadership approach would include partnerships 
among administrators that would enable the workload to be distributed 
through shared decision making, shared power, shared management, and 
shared availability.17 This suggestion seemingly echoes the recommenda
tion of Glass (2000), who proposed that the workload of the superintendent 
be distributed among a team of high-caliber central-office administrators, 
each team member assuming some of the responsibilities generally vested 
in the individual formally holding the superintendent's position. In this 
model, some individuals could participate in the leadership of districts on a 
part-time basis while developing and maintaining their status as viable can
didates for future advancement. Moreover, this redesign may also provide 
opportunities for experientially based training and paid internships (Bjork 
& Keedy, 2001; Revere, 1987) that could provide women with access to 
the experiences and training valued by hiring boards seeking to fulfill the 
superintendent's position. 

Again, a collaborative model of leadership may be appealing in address
ing the needs of individuals who want or need to address family care issues 
or who choose to partake in training, pursue advanced degrees and certifica
tions or even sabbaticals, which we will return to briefly. However, we rec
ognize some of the barriers and concerns associated with implementing such 
a model. It is legitimate to ask whether such a model could continue to limit 
the advancement of women to leadership positions by the existence of a par
ticipatory bureaucracy in which some division of labor exists along with 
structured input from larger staff but with ultimate authority resting with a 
few who generally hold formal positions (Thomas, 1999). If so, could this 
compound existing deficit views of women and further relegate women to 
"worker'' positions without leadership or advancement opportunities? 

Obviously, an effective collaborative arrangement requires a high degree 
of coordination with overlapping membership to facilitate communication, 
coherence, and alignment among the leadership team. Moreover, a collab
orative, shared model of leadership that leads to the advancement of women 
and persons of color demands a reconceptualization of how power, author
ity, and influence are distributed and used. By its very nature, this model of 
leadership disrupts the sole-authority-mythical, if not ideal-depiction 
we have of individuals in the superintendency. Thus, for women to not be 
marginalized or incur further career status and career advancement penal
ties because of this arrangement, beliefs about and norms governing who 

! 
f 

t 
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holds leadership positions, what qualities they are expected to have, and how 
they will "lead" need further consideration. In part, these changes require the 
reframing of leadership to include conversations about the ''value-added" 
nature of women and persons of color in leadership generally (Ortiz, 2004) 
and the nature of a varied leadership arrangement more specifically. In fact, 
this would also be an area worthy of continued research. 

From the collection of recommendations available from previous 
research on women in the superintendency, we are reminded that isolated 
efforts may have minimal effect on eliminating the segregation in leader
ship positions between women and people of color and their White, male 
peers. Thus, our second recommendation, which substantiates our previous 
practice recommendation and our upcoming policy recommendations, 
focuses on an organizational-level response. For instance, the U.S. Glass 
Ceiling Commission, following their 1991 report on the persistence of 
the glass ceiling, published A Solid Investment: Making Full Use of the 
Nation's Human Capital. In this report, the commission made the follow
ing 12 recommendations to eliminate the glass ceiling: demonstrate CEO 
commibnent; include diversity in all strategic business plans and hold line 
managers accountable for progress; use affirmative action as a tool; select, 
promote and retain qualified individuals; prepare persons of color and women 
for senior positions; educate corporate ranks; initiate work-/life- and family• 
friendly policies; adopt high-perf onnance workplace practices; lead by example; 
strengthen enforcement of antidiscrimination laws; improve data collec
tion; increase disclosure of diversity data (U.S. Glass Ceiling Commission, 
1995, pp. 13-15). From this array of recommendations, we glean that an 
integrated, comprehensive, and systemic approach is necessary to alter the 
status and career advancement of women and persons of color in executive
level positions.18 We contend that a similar approach is needed to create the 
infrastructure in public education to increase the representation of women 
in the superintendency. 

Thus, we suggest that additional changes in practice relative to recruiting, 
advancing, and sustaining women in the superintendency should be con
sidered. For instance, stronger collaboration and partnerships between uni
versities and districts (Alston, 2000; Bjork & Keedy, 2001; Revere, 1987) 
is needed. A collaboration of this type should serve as a formal mechanism 
for ensuring that women are identified, recruited, and supported through 
graduate work, certification, and induction (Revere, 1987). Many educational 
leadership/administration and policy programs have liaisons or outreach 
components that connect the program to the districts by way of internships 
and field experiences. However, we are struck by the continued absence of 
women in the superintendency, particularly given their representation in the 
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teaching ranks and graduate and certification programs. Given labor-queue 
selection, particularly around what is perceived as ideal-worker nonns 
within a dominant time structure, supports for women would include a closely 
integrated system of mentoring (Alston, 2000; Mendez-Morse, 2004; 
Revere, 1987) and an alternative form of "sponsored mobility" (Moody, 1983; 
Turner, 1960).19 

The rationale for an alternative form of sponsored mobility, one in which 
women and persons of color are the beneficiaries, springs from a closer 
examination of the nature of how this practice has been executed to date. 
For instance, as Ortiz (2001) noted, sponsored mobility has been a "prac
tice [that] serves to effectively exclude others when most senior adminis
trators are male and European American, and are likely to sponsor those 
most like themselves" (Glass, 1992; Valverde, 1974) (p. 67). Another rec
ommendation is for the district, state, and university programs to provide 
organized group support for women and persons of color. Bailey, Wolfe, 
and Wolfe (1996), who studied the psychosocial support available for 
African American women, advocated group support for individuals who 
shared similar experiences and backgrounds. Group support, they noted, 
provides "both affective and instrumental support in the workplace. Group 
meetings may also focus on ways to better acquaint and educate home sup
ports about the challenges of the workplace" (Bailey et al., 1996, p. 304). 

1\,f:J\J..,'( 1 As t~ey emphasized, group support provided benefits consistent with over-
0_%,,)\?ti~tr commg the constraints that influence the choices available to. women cur
~~\l'fi)fv" rently seeking or serving in the superintendency. This further expands the 
" scope and purpose of professional networks (Grogan & Brunner, 2005) and 

currently existing informal networks (Tallerico, 2000b) to increase repre
sentation of women on school boards and current administrative positions. 
These recommendations are aligned with our policy recommendations, 
which are outlined further below. A necessary component of these recom
mendations will be the guarantee of time and fiscal resources to support 
their implementation. 

Policy Implications 

Sufficient evidence indicates that despite the protections ostensibly 
afforded by antidiscrimination policies, including the 1978 Pregnancy 
Discrimination Act-an amendment to Title VII of the Civil Rights Act
and the Family and Medical Leave Act of 1993, women continue to have 
constrained choices in labor-market participation and career advancement. 
Current perceptions, norms, and institutionalized practices and policies ren
der women as less attractive candidates for promotion and truncate their 
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advancement possibilities. It is here that we tum our attention toward 
policies that may contribute to unlocking the constraints currently imposed 
on women's choices and possibilities to enter the superintendency. 

It is easily observable that school boards tend to be male-dominant, as 
well as often dominated by males, and are more reluctant to hire women and 
persons of color for the superintendency (Bjork & Keedy, 2001; Glass et al., 1". 

2000; Hess, 2002).20 Evidence supports that more diverse boards are likely Jt- ~-b~l' 
to hire diverse candidates (Grogan & Brunner, 2005). Thus, serious attention lfoJr~:·~. r:,~' 
needs to be given to the representation on school boards (Falk & Grizard, s c,'i':-'t· 
2003; Kalbus, 2000; Ortiz, 2004) to be more inclusive of women and r:.J 

persons of color. The same proposition holds for the hiring of administrators 
for higher-level leadership positions, particularly because these individuals 
serve in roles that tap others for future formal leadership positions, which are 
pathways to the superintendency. Furthermore, the reported superintendency 
crisis (Cooper, Fusarelli, & Carella, 2000) provides another opportunity for 
the advancement of women into higher levels of the organizational hierar-
chy. Although a "crisis" exists, it is not in the available reserve of candidates 
for future superintendent positions. The current construction of the "crisis" 
is dependent on the faulty perception that insufficient qualified candidates 
exist Yet, as we and others have illustrated, sufficient numbers of women 
and persons of color already have the knowledge, skills, and credentials for 
the superintendency, although they have to date been limited in their access 
to the role. Instead, it appears that the real crisis is comprised of ideal-worker 
norms, labor queues, and dominant time structures as well as the underlying 
assumptions of who should hold positions of authority. 

In her book, Schor (1991) noted that full-time workers, especially cor
porate employees, are most often rewarded by pay raises rather than time 
off in the form of extended vacations or longer parental leave. Similarly, 
many superintendents now negotiate for rewards such as bonuses or other 
forms of additional pay as the availability of extended leave is limited. 
Thus, our next policy recommendation pertains to compensation and bene
fits. Considerations of alternative pay structures and comparable-worth 
pay (Rothschild, 2000) are needed, including scholarships and stipends for 
women seeking advanced degrees/certification, additional pay and/or sign
ing bonuses for women interested in the superintendency but unable to eas
ily relocate because of family responsibilities, and significant pay increases 
relative to current job responsibilities. Such considerations are necessary, 
for example, because reportedly two thirds of superintendents are chosen 
from outside of the district (Hess, 2002). Yet, as Grogan and Brunner (2005) 
found, 88% of the women in their survey cited relocation as a reason not to 
pursue the superintendency. 
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Although the significance of salary compensation and benefits for women 
aspiring to and serving in the superintendency is undeniable (Grogan & 
Brunner, 2005), additional attention needs to be given to other factors that 
will complement the previous recommendations and contribute to alleviat
ing current constraints on women's choices. Therefore, next, we suggest 
that policy makers at the local, state, and federal level consciously and 
deliberately redesign work-family policies in teaching and adro.inistration.21 

Schwartz (1994) revealed the importance of this recommendation: 
"Although work-family policies may be recognized conceptually as an 
important support for women's careers, the facilitation of career advance
ment is rarely a stated objective underlying the implementation of work
family policies" (p. 5). Generally speaking, these policies will either align 

~\J..i,, iin job-design-oriented or benefit-oriented policies. Work-family policies 
v'~ ~,.;•·\ ,that are job-design oriented include flextime, telecommuting, part-time, ~ar v!.P and job s~aring_ (Falk & Grizard, :003).22 Work-~amil~ policies that are 

• ,,!\'.-\ v benefit onented mclude early education centers on site; sick days to care for 
\" sick children or dependents; pre-tax account for early education; coverage 

for annual gynecology exams, mammograms, and infertility; paid mater
nity leave; and benefits for same-sex partners (Falk & Grizard, 2003, p. 21). 
These recommendations illustrate that future work-family policies need to 
be designed to specifically provide support in areas relative to dominant 
time structures, ideal-worker norms, and labor queue that to date have con
strained women's choices to advance to the superintendency. 

Based on our analysis, we further recommend that state- and local-level 
policy makers consider policies that 'hold school boards and districts 
responsible for ensuring access to women and persons of color in adminis
trative and school board positions to avoid either the glass-ceiling or 
plateau effect currently seen. That is, more concerted efforts are needed to 
ensure occupational- and job-level integration of women and persons of 
color, rather than segregation (Reskin, 1993), into administration generally 
and the superintendency specifically. This institutional-level accountabil
ity would require districts and school boards to recruit, place, advance, and 
retain more diverse administrators (and teachers). As Alston (2000) reminded 
us, "Many times, women are identified and trained for the principalship; 
however, encouragement toward the superintendency must be intentional 
and purposeful" (p. 530). 

Moreover, it is important that additional attention be given to the over
arching role of gatekeepers. We have·ample evidence that gatekeepers serve 
an influential role in determining who ascends to leadership positions, 
including the superintendency (Turner, 1960). As Chase and Bell (1994) 
concluded, 
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When gatekeepers hold positions of power, then they may be helpful to 
individual women and at the same time participate in process.es ~t repro
duce men's dominance ... gatekeepers' speech ab,?ut women_s act10_ns and 
situations is itself one of the processes that contnbutes to this dommance. 

(p. 174) 

Reskin (1993) further provides cautions associated with relying on gate
keepers, particularly in light of the existence of domina~t time structur7s, 
ideal worker norms, and labor queues. She affirmed, Gatekeepers dis
criminate when they treat people unequally based on an aversion toward 
one group or an affinity toward another that is unrelated to individual per
formance" (p. 248). To this end, we must be mindful and purposeful about 
how gatekeepers-consultants, boards, current administrators, consti11;te?1ts, 
and university program-based sponsors-impede or expand the participa
tion and power of women in the superintendency. Thus, we recommend that 
school boards use search finns and consultants that value, recruit, and place 
women and persons of color into the superintendency and other adminis

trative positions (Moody, 1983). 

Research Implications 

The discussion presented thus far illustrates how membership of the 
"ideal" worker club has parlayed into entry for some and denied access for 
others. Now we turn our attention to the need for further research on the 
restructuring of the superintendency. More specifically, furthei: res~h on 
the innovative redesign of work that allows flexible work options without 
career-status or advancement penalties is imperative to provide guidance 
for practice and policy that will advance women into the superintenden~y. 
A research agenda would include exploring what the restructured supenn
tendency looks like in practice. How power and authority are distributed, 
how it serves the organization, and who benefits remain largely unknown. 
Furthermore, we know very little about how the supposed "crisis" ~n super
intendency and secondary leadership results in school boards dra~mg from 
other segments of the labor queue, previously underrepresented m the t~p
tier, hierarchical jobs. Also, we suggest that future research on the supenn
tendency continue to focus on the intersectionality of gender and race 
(Alston, 2000; Ortiz, 2001; Revere, 1987) to better understand and work 
toward eradicating inequalities in advancement, hiring, and retainment. 
Reskin (1993) highlighted the importance of considering this intersec~on
ality through the feminist economics framework and the need to consider 
longer-term implications, as ignoring the issue of race "distorts our under
standing of sex segregation and its role in social inequality" (p. 245). 
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In ~d~i~on to ~iving voice to the experiences of women and people of 
c~lor: 1t 1s 1m~erat1ve th~t a primary focus of furure research be on the orga
mzation. For mstance, given the lack of research on work-family benefits and 
their influence on women (Schwartz, 1994), more information is needed on 
this topic. Further research on the experiences of women in the superinten
dency (and other positions such as the principalship) would benefit both 
practitioners and policy makers. As Skrla et al. (2000) suggested, 

:"hat is needed, ho':"ever, for the profession to move in [pro-equity] direction 
1s for the conversation among and about women superintendents to increase 
in numbers, to widen in scope, and to escalate in volume so that neither the 
women themselves nor the education profession in general continue to 
remain silent. (p. 71) 

Specifically, we suggest that future research within this dimension should 
explore the experiences of women who have used work-family policies and 
the effects of this use on their career advancement; how current policies 
address the needs of women in these positions; and what types of support 
are ~~essary, but missing, to maintain a career trajectory toward leadership 
pos1t10ns as well as to sustain these positions once attained. 

We realize that the practice and policy suggestions made here are likely 
to meet staunch resistance, particularly among those who wish to maintain 
the status quo of who has power, authority, and primary influence with 
regard to public schools. Kanter's (1985) explanation of the type of resis
tance associated with routine changes helps frame our discussion here. She 
emphasized that '"routine' changes can be accompanied by tensions, stress, 
squabbling, sabotage, turnover, subtle undermining, behind-the-scenes foot 
dragging, work slowdowns, needless political battles, and a drain on money 
and time--in short, symptoms of that ever-present bugaboo, resistance 
to change" (p. 52). And she adds, "If even small and expected changes can 
be the occasion for decrease in organizational effectiveness, imagine the 
potential for disaster when organizations try to make big changes" (Kanter, 
1985, p. 52). Changes of the nature and magnirude that we have suggested 
pose particular challenges for educational organizations. As Reskin (1993) 
noted, "[The fact that] most women work in jobs that pay less than men's 
jobs pay and do not lead to authority over men is fundamental for main
taining a system of sex inequality in which many men have a stake (Hartmann, 
1976, Reskin 1988, Cockburn, 1991)" (p. 265). The current system of 
career advancement to the superintendency has overwhelmingly benefited 
White, heterosexual men. This structure of inequity has evolved and has 
been endorsed as those maintaining the lion's share of the superintendency 
and school board continue to serve in roles that influence subsequent hiring. 
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For instance, Turner (1960) adequately described how this structure is 
maintained: "Ultimately the members grant or deny upward mobility on the 
basis of whether they judge the candidate to have those qualities they wish 
to see in fellow members" (p. 856). Thus, a critical aspect of increasing 
the scope of choices for women is determining strategies that help over
come active and passive resistance to their access and participation in the 

superintendency. 
To this end, we suggest that further feminist analyses on women's access 

to, and participation in, the superintendency and resistance to this access 
and participation is needed, particularly with women and persons of color 
and districts that have made progress in creating organizations that support 
their ascendancy to the superintendency.23 The following areas are of inter
est. First, further exploration is needed into how educational organizations 
(e.g., districts and higher-education training programs) strategically 
increase women and persons of color in leadership positions, such as the 
superintendency, and the resistance encountered to these efforts. In part, 
how do these organizations develop, communicate, and maintain clear 
expectations for their inclusion in the superintendency amid active and pas
sive opposition? Furthermore, how are allies (Tamm, 1994) encouraged and 
developed to support their ascent to and participation in the superinten
dency?24 Next, how do these organizations increase the awareness and 
knowledge of the importance and value-added nature of women and per
sons of color who ascend to leadership positions? Third, how is resistance 
and conflict addressed in ways that do not devalue the contributions of 
women and persons of color who ascend to or participate in the superinten
dency nor impose or privilege masculine norms of leadership?

25 
Assuredly, 

organizational effectiveness is at stake when the choices available to 
women and persons of color are constrained and resistance to changes in 
their access and participation is mounted. Understanding strategies that can 
overcome resistance provides a glimpse of the disruption of and liberation 
from current structures of power and control (Blount, 1998; Ferguson, 
1984; Revere, 1987) that maintain constraints on women's choices within 

the labor market. 

CONCLUSION 

From our analysis, it is apparent that all educational institutions, dis
tricts, school boards, states, and universities have a role in changing the cur
rent time strucrures, ideal worker norms, and discriminatory selection from 
the labor queue. Yet although the recommendations for practice, research, 
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and policy suggested here can make a difference in the representation of 
women and persons of color in the superintendency and other leadership 
positions within a district, we realize that this issue is not contained within 
educational institutions. Instead, there is a need to recognize and address 
this as a societal problem and not simply a problem within educational 
administration. For instance, as a society, we need to understand and sup
port care giving as a collective responsibility and a social duty, for which we 
all share the cost and reap the benefits. Furthermore, th0 standing regime 
must acknowledge and develop an appreciation for the valued attributes of 
women in society as well as in the superintendency. Grogan and Brunne(s 
(2005) description of what women in their study brought to the superinten
dency illustrates this point. They explained, 

Women superintendents in tr1is study emerge as community builders, 
grounded in knowledge of curriculum and instruction and prepared to stay 
the course of leading school districts across the collntry. There is no doubt 
they have the expertise to lead systems in challenging times. (Grogan & 
Rmnner, 2005, par. 44) 

Although the conclusion that women are underrepresented in the super
intendency is well known, consideration of why this underrepresentation 
occurs and what to do about it from a feminist economics and feminist 
organizational perspective is less prevalent. 'Iaken as a whole, the theories 
discussed in this article suggest that women's market decisions or choices 
are not independent of conditions, such as the dominant time structure and 
the ideal-worker and ideal-career norms that frame the market system. 
These structures and norms within the market environment int1uence where 
women are positioned in job queues and force women to adapt and exercise 
constrained choices and decisions. 

The control within the market environment is distributed suhtly over the 
entire integrated system of employers and employees, whereby the stabiliz
ing effects of the feedback loops between market structures and women's 
choices reinforces tl1e established order. What exists today is an institution
alized, systemic pattern in the market that is robust and resistant to change. 
As such, not only are sex-segregated patterns observed across fields, but 
such patterns are also observed within fields, including public school admin
istration. In part, as we have presented here, the proposed changes for prac
tice and policy will require alterations of conventional time structures, which 
are institutionalized in the control mechanisms of public schools, as well as 
the corresponding notions of and demand for an "ideal" worker, which is 
based on an obsolete conception of where our capacity for educational lead
ership is vested. 

I 
l 
i 
I 
l 
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NOTES 

l. Similar restraints exist for women in law, medicine, business. and academia. 
2. For the purpose of our discuss1on,family car2 refers to dependent <.:are, which should 

be considered inclusive of both child care and elder care (Schwartz, 1994). 
.l. Although we believe that simihr constraints l'{ist for women in the high school prin

cipalship, for the purpose of this discussion we primarily address women in the superinten
dency. Vlhen approprfate, references to the high school principal ship have been included. 

4. Here we concur with a reviewer for this article who noted, "Fem.ale., do not tend to 
dominate the decision making and control. They do predominate numerically, though. A sub

tle, but telling difference." 
5. The U.S. Glass Ceiling Commission (1995) wrote that 97% of senior management in 

Fortune 100 Industrial and Fortune 500 companies arr White and ahout 97% of those in senior 

management are male. 
6. Again, to the extent that women do not have access to such authority, public school admin

istration may not significantly differ from male-dominated industries such as business or l,1w. 
7. Although some may argue that participation in a graduate program is insufficient to 

gauge carc~cr aspirations, we believe that it serves as a proxy for interest in fonnal administra

tive and leadership positions. 
8. Here wr use the termfnmlly-friendly to indicarc those environments that are perceived 

generally to be supportive of both career and family. We agree with Schw.utz (1994) that 
family-friendly can be used interchangeably withfami/y supportive and work-family. 

9. ;\rrnenti (2003) has illustrated that a similar situation exists for women in academia 
10. Despite the c~rrent flexibility afforded by technological proYisions. tension remains 

about what is i,l!owed when workers telecommute from home (Railyn, 2000). Worker, are still 

expected to be accessible during the "normal" work hours, all of which seems to defeat the 
organizational and per<;onal advantages that can be gained from asynchronous communication. 

11. llochschild U 989) noted, 

"Mo,t women without ch1l<lren spend much more tiri1e than men on housework; with 
children, they devote more time to both housework and child care. Just as there is a wage 
gap between men and women in the workplace, there is a 'leisure gap' between them a1 
home. Most women work one shift al t11e office or factory :md a 'sccoml shift' al borne" 

(pp. 3-4). 

12. See Annenti (2003) for a feminist analysis of tenure-track policies and the implications 
of these policies on issues such as career paths and fertility. 

13. F Schwaitz (1989) recommended four strategies for companies Lo maintain women ,he 
categorized as "career-primary." Her recommendations included: 

Identify[ing] these women early in their careers; giv[ing] them the same opportunities 
as you give to talented men to grow and develop and contribute to the company prof
itability [which she included level of responsibility, travel, relocation]; accept them as 
valued members of your management team. Include them in every kind of communi
cation. Listen to them; and recognizre J that the business environment is more difficult 
and stressful for them than their male peers. (p. 70) 

14. In this case, F. Schwartz (1989) noted that companies that accommodate women in 
this category generally experience better retention rates, improved perfonnance, and increased 
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satisfaction, parricularlv among middle manarers, which is where women in rhis category tend 
10 accumulate. 

15. Yet consider, for example, Konrad and Pfeffer's (1991) finding that women and persons 
of color arc more likely to be hired for vacant positions when the incumbent was a feruale and/or 
person of color. 

16. Also worth considering is the parallel between Pounder and Merrill's (2001) recommenda
tions (professional development incentives, paid administrative internships and field experiences, 
workload management; p. 50) to improve the attr-activeness of the high school principal ship. 

17. fhis resembles the partnership arrangemem among 1m:dical professionals who sh"re 
patient-care duties through rotating their "on-call" schedules. 

18. See also Taylor Cox's (2001) change model in Creming a Multicultural Organizmion 

for a similar alternative that could be used to improve the status and representation of women 
in the superintendency. 

19. Although characterizarions of contest and sponsored mobility vary, Turner (1960) 
defined contesz mobility as "a system in which elite status is the prize in an open contest and 
is taken by the aspirams' own efforts" l.P· 856). He defined sponsored mohili,y as "elite recrnits 
are chosen by the established elite or their agents, and elite status is given on the basis of some 
criterion of supposed merit and cannot he taken hy any amount of effort or strategy" (p. 856). 

20. Hess (2002), who surveyed boards in 2000 districts with 795 responding, reported that 
61% of the board membership was male and 86% of the boards were White, 8% of board 
membt'rs were African American, anJ 4% were I lispanic .. \s size of the di,trict increases, 
diversity in gender and race increases. 

21. Eckman (2004) noted the need for family-oriented policies to "allow high school prin
cipals, regardless of gender, to balance their personal and professional roles" (p. 384). 

22. Falk and Grizard (2003), as part of their ongoing work at the Annenherg Puhlic Policy 
Ccnlcr, continued their study of women in executing positiuns and on boards of dircclors for 
the nation's largest telecommunications, publishing and printing, advertising and entertain
ment cornpanic,;. Tn 2003. thev added consideration or human resource policies in promoting 
women to leadership positions. 

23. As previously indicated. persons of color hold significantly fewer superintendent posi
tions nationwide. For this reason, we suggest thal the proposed lines of research on strategies 
to overcome resistance are needed with regard to their choice to access and participate in-the 
superintendency as we II. 

24. The intent of the use of the term allies here is infomred by the work of scholars who 
have con,idercd the role of allies in fighting oppression. For instance, in ad,iition to Tatum's 
work, see Love ( 1998), who discusses allies of lesbian, gay, and bisexual students on a college 
campus and Schniedewind and Cathers (2003), who consider me work of students and staff as 
a.Hies who confront heteros~xism in schools. 

25. Further consideration is also needed into how current market constraints privilege 
those who are White and/or heterosexual. 
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