JOSSEY-BASS LEADERSHIP LIBRARY IN EDUCATION







THE JOSSEY-BASS
Leadership Library in Education

Andy Hargreaves
Consulting Editor

THE JOSSEY-BASS LEADERSHIP LIBRARY IN EDUCATION
is a distinctive series of original, accessible, and
concise books designed to address some of the most
important challenges facing educational leaders.
The authors are respected thinkers in the field who
bring practical wisdom and fresh insight to emerg-
ing and enduring issues in educational leadership.
Packed with significant research, rich examples,
and cutting-edge ideas, these books will help both
novice and veteran leaders understand their prac-
tice more deeply and make schools better places to
learn and work.

ANDY HARGREAVES is the Thomas More Bren-
nan Chair in Education in the Lynch School of
Education at Boston College and the author of num-
erous books on culture, change, and leadership in
education.

For current titles in the series, please see the last
pages of this book.




Margaret Grogan
Charol Shakeshaft

Foreword by Beverly Hall



Women and
Educational Leadership

D JOSSEY-BASS

A Wiley Imprint
, www.josseybass.com



Copyright © 2011 by John Wiley & Sons, Inc. All rights reserved.

Published by Jossey-Bass
A Wiley Imprint
989 Market Street, San Francisco, CA 94103-1741—www.josseybass.com

No part of this publication may be reproduced, stored in a retrieval system, or transmitted
in any form or by any means, electronic, mechanical, photocopying, recording, scanning,
or otherwise, except as permitted under Section 107 or 108 of the 1976 United States
Copyright Act, without either the prior written permission of the publisher, or
authorization through payment of the appropriate per-copy fee to the Copyright Clearance
Center, Inc., 222 Rosewood Drive, Danvers, MA 01923, 978-750-8400, fax 978-646-8600,
or on the Web at www.copyright.com. Requests to the publisher for permission should be
addressed to the Permissions Department, John Wiley & Sons, Inc., 111 River Street,
Hoboken, NJ 07030, 201-748-6011, fax 201-748-6008, or online at
www.wiley.com/go/permissions.

Readers should be aware that Internet Web sites offered as citations and/or sources for
further information may have changed or disappeared between the time this was written
and when it is read.

Limit of Liability/Disclaimer of Warranty: While the publisher and author have used their
best efforts in preparing this book, they make no representations or warranties with respect
to the accuracy or completeness of the contents of this book and specifically disclaim any
implied warranties of merchantability or fitness for a particular purpose. No warranty may
be created or extended by sales representatives or written sales materials. The advice and
strategies contained herein may not be suitable for your situation. You should consult with
a professional where appropriate. Neither the publisher nor author shall be liable for any
loss of profit or any other commercial damages, including but not limited to special,
incidental, consequential, or other damages.

Jossey-Bass books and products are available through most bookstores. To contact
Jossey-Bass directly call our Customer Care Department within the U.S. at 800-956-7739,
outside the U.S. at 317-572-3986, or fax 317-572-4002.

Jossey-Bass also publishes its books in a variety of electronic formats. Some content that
appears in print may not be available in electronic books.

Library of Congress Cataloging-in-Publication Data

Grogan, Margaret, 1952—
Women and educational leadership / Margaret Grogan, Charol Shakeshaft.
p. cm.— (Jossey-bass leadership library in education; 10)
Includes bibliographical references and index.
ISBN 978-0-470-47043-5 (pbk.)
ISBN 978-0-470-93347-3 (ebk.)
ISBN 978-0-470-93348-0 (ebk.)
ISBN 978-0-470-93349-7 (ebk.)
1. Women school administrators— United States. 2. Educational leadership— United
States. I. Shakeshaft, Charol. II. Title.
LB2831.82.G76 2010
371.2011082 —dc22

Printed in the United States of America
FIRST EDITION
PB Printing 10987654321


http://www.josseybass.com
http://www.wiley.com/go/permissions
http://www.copyright.com

Contents

Foreword by Beverly Hall

Introduction: Women Leaders Redefine Leadership

I.

Five Ways Women Lead

Relational Leadership
Leadership for Social Justice
Spiritual Leadership
Leadership for Learning
Balanced Leadership

Our Status: Women School Administrators

History of Gender and School Leadership Research
Gender and Leading for Change

A New Way: Diverse Collective Leadership

Leading Collectively for Change
Relational Power

Social Network Theories and Change
Fluid Lines of Communication

The Power of Cognitive Shifts

Stages of Cognitive Shifts

A Closer Look at Collective Leadership in Practice

From Distributed Leadership to Diverse Collective
Leadership

ix

10
13
18
21

27

36

41
44
46
48
51
54
57

63

64



vi

CONTENTS

Three Ways to Support a Dynamic Culture
The Power of Integration: A Personal Skill
Working With and Through Others
School as Social Movement

5. Beyond Gender?
Leadership Shaped by Women
Making Meaning of Leadership
Embracing the Power of the Collective
Sustainable Leadership

Conclusion: Generating the Power
of a Diverse Collective

References

Index

66
69
72
75

83
84
89
92
96

101
107
123



For the next generation of women leaders,
we dedicate this book to our wonderful daughters,
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Foreword

am honored to have this opportunity to introduce Women and

Educational Leadership. Finally, a work that acknowledges what
I've known all along: when I think of myself and other women who
are leading districts and schools that are making dramatic gains, |
don’t see effective educational leaders who happen to be women;
[ see leaders who are effective in part because we are women.

For years, Margaret Grogan and Charol Shakeshaft have been
studying and documenting women’s ways of leading; how women’s
leadership styles tend to differ from the traditional “command
and control” paradigm; and how gender plays out in educational
leadership. In this important book, they team up to lay out
the lessons that all leaders should learn from women’s distinc-
tive leadership styles—mnot just how it is different to “lead like a
woman” but also how it is advantageous to do so.

Page after page of this book ring so true to my experience. |
have felt the impact of women’s historical status as “outsiders” in
leadership circles. When I delivered my first “vision for education”
speech before an audience of Atlanta’s CEO-level leaders, there
was only one other woman in the room. As a superintendent, I've
had to do without much peer-to-peer mentoring because not many
other female superintendents serving large urban districts have
existed— particularly women of color. I spend a great deal of my
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time mentoring new and aspiring superintendents now, in hopes
that I can make it a little easier for women who come after me.

My personal drive to do what is best for children and to prove
without a doubt that all children, regardless of who their parents
are or where they grow up, can achieve at high levels is absolutely
tied up with my history as a young girl in Jamaica. I grew up in a
time before, as then-Senator Hillary Clinton put it in 2008, the
glass ceiling “got about 18 million cracks in it.” But my personal
ambitions have also always been balanced, as they are for so many
women, by a deep commitment to my family. I chose not to step
into a superintendency until my son was in high school, and I did
not move to Atlanta until he was out of college.

Grogan and Shakeshaft capture not just these common expe-
riences of women leaders, which shape our worldview—growing
up female; motherhood; leaving our female peers behind as we
move up through the ranks—but also how women lead with new
methods and in new directions as a result.

The authors’ concept of collaborative leadership is not just what
comes naturally to me; collective decision making produces superior
results. It’s the only way to turn a large, dysfunctional bureaucracy
into one that works for our children. Top-down mandates will
move the organization only so far. We must get everyone “on the
bus” to transform a static institution into one that is more dynamic.

One of the qualities that drew me to Atlanta in the first
place was the public engagement of a coalition of corporate and
community leaders in creating a vision for public education in
Atlanta. Getting these leaders on the bus with total district reform
was simple compared with the monumental task of changing the
culture of the system, all the way down to the classroom teacher,
where the real power lies in the education system. [ knew [ couldn’t
accomplish this alone, so I focused on human capital, building
a highly competent team of individuals—some recruited from
outside and some developed from within. [ had confidence in my

own judgment, yes, but I also worked hard to empower my team
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members to have confidence in their own judgment and in their
abilities to be collaborative leaders as well.

I think the most important thing that Grogan and Shakeshaft’s
work can teach is that my own situation need not be seen as
unique. It doesn’t take magic, or some God-given birthright, to
be an effective leader in education. What it takes is a sense of
perspective, a belief that all children can achieve at high levels,
a focus on team building, dedicated hard work to follow through,
and a commitment to keeping oneself sane. These are lessons
drawn from women’s ways of leading, as presented in Women
and Educational Leadership, lessons that all leaders—male and
female—should take to heart in reaching toward our common goal
of providing an excellent education for every child.

Beverly Hall
Superintendent of Atlanta Public Schools
2009 National Superintendent of the Year
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Introduction

Women Leaders Redefine Leadership

Two years ago we accepted an invitation from Jossey-Bass to write a
new book about women’s leadership. We were asked to contribute
to the Leadership Library in Education series, so we challenged
ourselves to think about a new approach to leadership. The series
editor, Andy Hargreaves, wanted a work that would draw upon
our knowledge of the ways women lead and that would enrich
the general understanding of educational leadership. The series
takes a broad, eclectic view of leadership. Other titles in the
series have included Teacher Leadership, Sustainable Leadership,
Ethical Leadership, Inclusive Leadership, and Distributed Leadership.
We were very excited about this opportunity, believing
that we could offer something distinctive to the conversation
about leadership from ours and others’ considerable research on
women leaders over the past twenty years. We had already worked
together with several coauthors on a comprehensive review of the
literature on women principals and superintendents for the second
edition of the Handbook for Achieving Gender Equity Through
Education, edited by Sue Klein and colleagues (Shakeshaft et al.,
2007). The breadth and depth of research that we all collected for
that chapter made us realize how much U.S. women in educational
leadership have been studied—qualitatively and quantitatively.
We felt very strongly that Andy’s invitation was our opportunity
to move away from what had become the major focus of research



