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ABSTlWCT 

ri A Study into the Variables that Predict Power and Authority in a Child Welfare 

Agency" is a thesis examining the results of a survey completed by the management staff 

of Winnipeg Child and Family SeMces. The purpose of this study was to highlight the 

factors that contribute to individual sources of persona1 power as well as the authority 

managers perceived was thein as a result of their management positions. Since the 

literature suggests that power is demonstrated in the decision-making process, the study 

r.uamined the involvemrnt of managers in strategic and operational decision-making. 

The independent variables examined were gender, age, career intemptions, fmily 

statu, [evel of education and mentors. The dependent variables of the study were power, 

authority, involvement in a number of strategic and operational decision areas, 

involvernent in the stages of the decision-making process and level of involvement in the 

decision-making process. 

The results of the study were then discussed using Hasenfeld's (1983) theoc of 

politicai-economy as a frame of reference. 

The results of this study showed that male and fernale managers within Winnipeg 

Child and Family Services have similar levels of power, authority, involvement in the 

stages of the decision-making process and level of involvemenr in the decision-making 

process. 

A significant association was found between gender and involvement with the 

majority of the strategic decision areas. Significant associations were also found 

between gender and career interruptions, as well as gender and levet of education. Level 



of education was found to be significant in relation to four of the strategic decision areas. 

A g  and involvement in the development of the agency's volume management 

pro-ing were also found to be significant Career interruptions were also 

significantly associated with the start-up stage of decision-making and the development 

of volume management programming. Finaily, having a mentor was found to be 

associateci with one strategic decision area and with involvement in the restnicturing of 

an area's semice delivery system. 

Some suggestions are made on how to increase women's participation in the 

strategic decision areas. 
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STATEMENT OF THE PROISLEM 

I N T R O D U C m N  

Child welfare is a major employer of women. It is estimated that at least 70% of 

front line work is perfonned by women (Calluhan IY93r173). Women provide the 

foundation for the work of child welfare. ChiId welfare service delive- systems are 

organized as traditional bureaucraties. However, at the strate& apex or the executive 

core of most child welfare organizations. those with power and authon'p are most ofien 

male (Zwr- 19YSr-2)fOJewuhn & Ezell 1992.52). The primary purpose of this thesis was 

to develop a greater understanding of the variables that lead to the acquisition of power 

and authority within a child welfare agency's organizatioml structure. More specifically, 

the hope was that a set of guidelines could be identitird that will assist women to take a 

prominent role in the leadership of child welfare agencies in the coming years. I have 

spent more than 17 years in child welîàre. I am committrd to continuing to improve the 

quality of services in the community. Given my personal investment in this field of 

practice. I look f'onvard to a p a t e r  understanding of how at l e s t  one child welfare 

asencp operates. My persona1 Iearning goals as a MSW graduate student included: 

1 .  a desire to further rny direct cxperience in the development and irnplzmentation 

of a research project: 

3 -. to expand rny knowledge base in the areas of organizational behavior and 

structures and how they effect the individuals who labor within them; 

3 to undentand the impact of power and authority in our eveyday work lives; 



1. to enhance the profession's understanding of what child welfare can do to expand 

the potentiai of al1 of its human resources. 

Historically, the absence of women in positions of power and authority within 

social service organizations was not the nom. Chambers (1986) in her article "Women 

in the Creation of the Profession of Social Work" describes the period behveen 1890 and 

1930 as a t h e  when both men and women shared positions of influence and power in the 

developing field of social work. From the beginnin_rs of charity work in the rarly 19th 

centuq, women were seen as uniquely qualified to c a q  out the mission of attempting to 

alleviate the suffering of the poor and disadvantaged. The prevalent brlirf \vas that 

women were. by reason of their gender. ferninine nature, and inherent moral superiority. 

bener able to provide the numiring and care required by the poor Emotional labor which 

refers to the work of managing emotions in othen was seen as a particular talent found in 

rvomsn. This belief allowed womrn tiom privi leged families to leave the private domain 

of their homes and enter the public sphere of work. WhiIe this belief, labeled in the 

Iiterature as the cuit of dornesticity or materna1 kminism. was restrictive and narrow, it 

did offer opportunitirs not previously avai lable K'humbers 1 986) (Ruines 199 / j. The 

focus of the various organizations that women become involved with generally followed 

three streams. Evangelical enthusiasm motivated some women to organize services for 

the spintual and physical needs of the poor and disadvantaged. A combination of 

altruism and self-interest ied to the formation of organizations whose purpose was to 

rducate and train young women in the domestic skiils required to work in upper class 

homes. The senlement house movement developed in response to the needs of the 



massive waves of immi-gants arriving in North America. The work of the chan- 

organizations and the settiement house movement led to the development of the 

profession of social work. 

in L9 15, a survey conducted in New York City identifird that approximately 70°*o 

of the practitionen in the social service field were women. At this point, men 

outnumbered women in executive positions by a ratio of approximately six to four. while 

women in supervisory positions were found to ouînumber their male couriterparts three to 

one f(~~~umhrr.v 2986.-i. However. as time went on proportionately fewer and fewer 

women obtained positions of power and authority in the various arenas of social work 

practice. Chambers fl986, believes that a number of factors contributcd to the 

elhination of women from executive positions. As time passed7 the unmmied female 

pioneers of social work were replaced by women who chose to marry and who, v e n  the 

then prevalent belief that a woman's place was in the home, opted to leave paid 

cmployment. Even if a woman chose to continue working outside of the home, thrre 

were limited opportunities to attend any higher educational training and the interruptions 

in crnployment that child bearing and child raising caused. advenely etTected her 

seniority within the profession. The beIief that the status of the profession and the 

salaries it paid would increase in proponion to the number of men in the field resulted in 

proactive attempts to recruit men. The male business and professional elite's in charge 

of the various funding bodies looked with more favor upon requests for financial support 

fiom agencies with male executives. The 1930s brought the Depression and a 

strengthenin~ of the feeling that the limited ernplopent opportunities which were 



available should be bestowed upon men. The advent of World War II briefly increased 

the number of women in the general work force and did allow some women into the 

upper echelons of social work agencies. However, the increase in fernale participation in 

the work force had linle to do with the recognition of a woman's right to work. It was 

seen as sirnply the fuit-llment of an obligation to support the war et-on. The expectation 

was that at the end of the wu women would r e t m  to their subordinate roles within both 

the family and their employment fPirr.wn 1986). As the men renimed home f?om the 

war, they replaced women in positions of organizational potver. After the war years, the 

1950s again reinforced the belief that "sray a? home moms" wri: a requirernent of a 

happy Functioning family. Beginning in the 1960s, the number of women entering the 

workforcr continued to risr. Despite thrir increasing numbers. women were and 

continue to be largely excluded from positions of significant power and authority. Most 

of the gains that have occurred have been in the lower levrl management positions 

fC;arkifl 1991). In 1997, an examination of who sits at the tables where major decisions 

are made confirms that very liale has changed over the last four decades. The executive 

core or strategic apex of most social service agencies is primarily male CUIL' 1995). The 

purpose of this thesis is to examine the reasons why this continues to bc: mie. 

PURPOSE OF THIS STUDY 

The purpose of this study was to idenlie those variables that predict the 

possession of power and authority whhn a child welfare agency. The role of decision- 

making in the exercise of power and authority will be examined. Further, the results of 



this study will be anafyzed usine Hasenfelds 119831 politicai-economy theory in hopes of 

determining the factors that have kept women h m  assuming their righnul positions as 

leaders in child welfare. Findly, strategies will be identified for women to increase their 

access to power and authority in a child welfare agency. The agency that will be studied 

is Winnipeg Child and Farnily Services. It serves a prirnarily uban area but its 

catchment area does encompass some rurai communities. The clientele of moa child 

welfare agencies can best be descnbed as primarily Fint Nations and ethnic minority 

families living in poverty ICuliuhan 1993). Nevertheless, families from a wide range of 

cthnic communities and socio~conornic levels are recipients of the services of Winnipeg 

Child and Family Services. 

Appendix t provides a description of the structure of Winnipeg Child and Farnily 

Services. The organizational chart of the agency shows a traditional bureaucratie 

structure. The highest point in this chan represents the position of the Chief Executive 

Officer who 1s responsible to a govemment-appointed Board of Directon. The Chief 

Executive Ofticer of the agency is male. The next level of the agency hierarchy is the top 

management levrl which reports directly to the CEO. This small group of managers 

occupies the highrst levels in the hierarchy. Under the direction of the CEO, top 

management formulates policies and determines the overall direction of the agency. This 

top management level can be sub-divided into service and administrative functions. 

There are four Area Directon on the service side. They are responsible for the provision 

of services as mandated by the Child and Farnily Services Act Of the four top 

management positions on the s e ~ c e  side, one is occupied by a woman. The 



administrative side of the top level of management includes the Chief Financial Officer 

and the Direcîor of Rograms and Planning who are both men, and the Director of 

Management Services and the agency's in-house counsel, who are wornen. The 

responsibilities of the Director of Management Services seem to be fairiy wide ranging 

but the position lacks a clear job description. The agency's in-house counsel serves in an 

advisory capacity only. The duties of the Chief Financial Officer and the Director of 

Pro-gams and Planning appear to have greater clarity. To clari-, of the eight positions at 

the agency's top management level, three are held by women and five by men. 

The middle management level of Winnipeg Child and Family Semices is 

occupied by the Directors of Service. This siightly smaller group of managers links top 

management with lower level managers or supewison. Al1 of these managen supervise 

people who in tum supervise other people. The middle management managers are 

responsible for ensuring that the agency's policies, objectives and pro-prns are 

appropnately implemented by Iower level managers. There are six Directors of Service, 

three male and three female. At the nen level of the hierarchy are the Supervison. who 

make up the Iowest level of the management hierarchy. This is the largest goup of 

managers in the organization. Supervison manage individuals who are not part of the 

management structure and those who are responsible for the provision of services. ïhere 

are a total of -)O supemisory positions within the agency, of which 13 are filled by wornen 

and 18 are occupied by men. At the Front-line non-management level of the agency the 

ratio of men to women is startlingly unbalanced. Utilizing the September 1996 telephone 

lists fiom each of the four areas as the bais of the count, the total number of front-line 



worken equals 334 individuals. This count does not include clerical positions. midents 

or the South West area's night duty casual staffing. Of the 334 individuals employed by 

the agency at ths level, 175 are female and 55 are male. Because of their unisex m e s ,  

the gender of four workers was not known. A number of factors might be responsible for 

the ovenvhelrning numben of women at the front-line level. The majority of graduates 

fi-orn B.S.W. programs are women and child welfare agencies tend to employ r n q  new 

graduates. It is only logical that the majority of new ,mduates employed would be 

women. However, since the majority of the individuals currently occupying agency 

management positions were promoted fiom front-line positions corn within this same 

agency, it would seem reasonable to believe that the percentage of women in 

management positions should be greater than current numben reflect. And while it is 

tme that the majority of low level management positions are held by women, at this 

beginning level of analysis it crnainly would appear that wornen should be better 

represented within al1 levels of the agency's power structure. The results of this overview 

begin to lay the foundation for the belief that a gender bias exists within Winnipeg Child 

and Family SeMces. It is my belief that there are the forces that limit the ability of 

women to assume positions of power and authority within this agency. It is the goal of 

this thesis to identify to identify those forces. 

This study sought to examine a nurnber of research questions: 

1. Is gender significantly related to power within Winnipeg Child and Family Services? 

2. Is gender signiticantly related to authority within Winnipeg Child and Family 

Services? 



3 1s gender significantly related to type of decision within Winnipeg Child and Family 

Services? 

4. 1s gender significantly related to the stages of involvement in decision-making 

process within Winnipeg Child and Family Services? 

5 .  Is sender sigificantly related to level of involvement in the decision-making process 

within Winnipeg Child and Farnily Services? 

6. 1s age significantly related to power within Winnipeg Child and Farnily SrMces? 

7. Is age significantly reiated tu authority within Winnipeg Child and Family Services? 

S. Is age signiticantly related to type of decision within Winnipeg Child and Family 

Sewices? 

9. 1s age significantly related to stages of decision-making process within Winnipeg 

Child and Family Services? 

10. 1s age significantly related to level of involvernent in decision-making process within 

Winnipeg Child and Farnily Services? 

I l .  Are career interruptions signîticantly related to pocver within Winnipeg Child and 

Family Services? 

17. Are career intemptions significantly related to authority within Winnipeg Child and 

Farnily SeMces? 

13. Are career interruptions sigificantly relared to type of decision within Winnipeg 

Child and FamiIy Services? 

14. Are career interruptions significantly related to the stages of the decision-making 

process within Winnipeg Child and Farnily SeMces? 



15. Are career interruptions significantly related to level of involvernent in the decision- 

making process within Winnipeg Child and Family Senrices? 

16. Is fmily status significantly related to power within Winnipeg child and Family 

Services? 

17. 1s family staw significantly related to authority within Winnipeg Child and Family 

Services? 

18. 1s tàmily statu sigificantly related to tvpe of decision within Winnipeg Chiid and 

Family Services? 

19. 1s famil! status significantly related to the stases of the decision-making process 

within Winnipeg Child and Farnily Services*? 

10. 1s Famil'; status significantly related to level of involvement in the decision-making 

process within Winnipeg Child and Family Services? 

2 1. 1s level of rducation significantlg related to power within Winnipeg Child and Family 

Services? 

23. 1s lrvel of èducation significantly related ro authority within Winnipeg Child and 

Family Services? 

23. Is level of education sigiticantly related to tvpe of decision within Winnipeg Child 

and Farnily Services? 

24. 1s level of education significa?tly related to stages of decision-making process within 

Winnipeg ChiId and Farnily Servi-ces? 

75. 1s level of rducation significantly related to level of involvement in decision-making 

process within Winnipeg Child and Family Services? 



26.1s having had a mentor sipificantly related to power within Winnipq child and 

Family SeMces? 

27.1s having had a mentor significantly related to authonty within Winnipeg Chld and 

Family Services? 

28. Is having - had a mentor signiticantly related to -pe of decision within Winnipeg 

Child and Family Services? 

19. 1s havine - had a mentor signifmntly related to the stages of the decision-making 

process within Winnipeg ChiId and Family Services? 

30. 1s having had a mentor significantly related to level of involvement in the decision- 

making process within Winnipeg Child and Family Services? 

believed that this study would conRrm that the management positions that most 

women occupy have limited access to powver and authority. Further, 1 believed that the 

rnajority of women in management positions are allowed only limited participation in 

strategic decision-making. I expected that men and women would have similar sources 

of individual power but that forces exist. within and outside agency. that limit the impact 

of women's' power in agency and thereby suppon the continuation of a male domination 

at the highest IweIs of the organization. Given that these ecological factors and 

predispositions are al1 part of a patriarchal society that dominates and oppresses women, 

1 expected that an examination of the agency's decision-making process wouid confirm 

the relative powerIessness of female managen as compared to their male counteqarts. It 

was my expectation that fernale managen would have their greatest involvement in the 

implementation phase of decisioo-making and that male managen will have more 



significant involvement in the nart up or initiation phase. It was my belief that in the 

process of stratepic decision-making, female managers' level of involvement wouid be 

greatest at the fint ihree Ievel of the influence - power continuum, the levels where little 

real power is exercisea that is 1) no or minimal information, 2) provision of information, 

and 3 )  opportunity to gïve advice will define their involvement. Further, I beiieved that 

an examination of the phases of strategic decision-making Le., start up, development. 

finalization and implementation. would show the involvement of women managers to be 

concentrated in the implementation phase: making it happen afier the decision is made. 

it is my belief that there exists? superimposed over the organizational structure and 

decision-making process. a gender biased power structure that despite al1 things being 

equal puts women at a disadvanrage- It was the objective of this thesis to explore the 

exercise of power and authority rxpressed through the decision-making process. [t is my 

belief that the results of this study will supply a blueprint for the future, a future where 

women have a greater role in the direction and provision of child welfare services. It was 

suspected that this study will contirm the existence of a gender bias in the agency's power 

structure and provide guidelines for individuais and agencies to address this bias and 

allow women to assume their rightful positions in this field of practice. 

REVEW OF TEE LITERATURE 

THE CONCEPT OF POWER 

As previousiy outlined the objective of this study was to identify the variables that 

predict the possession of power and authority in a child welfare agency. Power is an 

ex-emely dificult variable to opentionalize. Most of us believe that we are able to 



recognize the more overt foms of the exercise of power but would agree that the subtle 

use of power may not be recognized, if at d l ,  until long after the fact. Power is genedly 

viewed as a most desirable commodity but no single definition of the concept exists. Part 

of the dificulty lies in the reality that the concept of power is used both to describe a 

relationship as well as a process which, depending on the context of the relationship, may 

have very different outcomes. Power cm be conceptuaiized as domination and control of 

one person or a group by another, or as power to; the concept of persona1 empowerment. 

Penonal empowerment is one of the key concepts of feminism. Empowerment has to do 

with having control over one's own thoughts. feelings, and khavior. in connast to 

individual power ove- which focuses on controlling others (Yuder & Kahn 1992:384/. 

Power can be general and pervasive across a number of areas or it can b r  specific to an 

individual in a specific situation. The sources of power can ffow to the individual from 

the organizational position in the hierarchy the- hold. Alternatively. power can be 

generated by a peson in and of themselves. 

In Lasswell and Kaplan's /1350/ analysis of intlurnce, power and authority the 

foundation for the work of many subsequent authors cm be found. For Lasswell and 

Kaplan, the study of influence, power and authority are the necessary building blocks 

required to understand any group of people; be it the society we Iive in or the functioning 

of an organization. Power and authon@ must be understood at both the rnacro and micro 

level. Power is both a process and a relationship based in a particular context. Power 

can be studied as a polaritv, such as power or no power, or seen as existing on a 

continuum, from powerless to powerful. Lasswell and Kaplan feel that conceptualizinç 



pwer along a continuum offen the potential for the clearest analysis. The prernise that 

will be explored in this thesis is that power exists along a continuum and that individual 

power cm be obtained from a variety of sources that c m  be combined in a power index. 

The greater the number of power resources available to an individual the higher their 

power rating in the index. 

The concept of influence provides the s w i n g  point for Lasswell and Kaplan. It 

can be thought of as both a noun and a verb. Influence is viewed as issuing corn the 

desire to affect a particular event. The exercise of influence, or the influence process 

consists of affecting the policies or the goals of othen. The motivation for the desire to 

influence is found in a certain value base. Other authors have viewed influence in a 

slightly different light. Bell 119-5) defined influence as a communication intended to 

affect action in the absence of sanctions. Lasswell and Kaplan would certainly agee that 

one of the major differences between influence and power would be the issue of 

sanctions. For them. only power cornes with the ability to sanction. Bell felt that 

influence could be based in organizational position , or as a reflection of the individual's 

persondip. He also felt that influence could also anse out of the perception of debt or 

obligation. Heller, Drenth, Koopman and Rus f19.98/ link influence to the decision- 

making process. Influence can be exercised through the simple act of giving advice. The 

advice may or may not be accepted but if it is, influence can merge into power. For 

Heller 1/9-11, a penon has influence if as a result of direct or indirect intervention. 

hif ier  preferences are considered in the decision-making process. Lasswell and Kaplan 



view influence differently. Unless the influence is reflected in results its effect is non- 

existent. 

For Lasswell and Kaplan, the two major sets of human values are welfare values 

and deference values. Weifare values are those required to maintain the physical activity 

of the individual. Well-being, which concems the heaith and safety of the individual: 

weaith which includes any source of income; skill. which is proficiency in any practice or 

profession: and enlightenrnent, which includes knowledge, insight and information makr 

up the welfare values. Deference values are those taken into consideration in the 

relationship of the individual to others. These include power, respect, rectitude, and 

affection. The relationship of values to the study of power has been highlighted by othrr 

authors. Dombusch and Scott W - j i  suggest that to obtain an understanding of how 

power works in an organization three factors must be identified: 

1. the nature of the goups or organizations goals: 

2. the values heid by the individual group members; and 

3. the distribution of the valurd characteristics riithin the group. 

Lasswell and Kaplan define power as the capacity of the individual to modi@ the 

conduct of other individuals in the manner he!she desires /I.mswell dI- Kup/un 19j0:75). 

Pfeffer (1992) defines power as  the ability to get things done, despite opposition. Kipnis 

/19:61 States that power is the attempt to influence others? to shape outcornes for others, 

wehile Kanter 119'9) identifies power as the ability to rnobilize resources to get things 

done, the access to resources. information and supports necessary to carry out a task, and 

the ability to gain cooperation in doing what is necessa-. Astin and Leland (19W) see 



power as energy, not control. By e.xample, a leader c m  engage in activihes which 

empower others, thus sharing power. 

For LassweiI and Kaplan the exercise of power cm be described as having three 

major propertres: 

1. The weight of power is the degree of participation in the making of decisions. 

7 . The scope of power consists of the goal or event whose shaping and enjoyment 

are conxro1led. 

3. The domain of power are the persons over whom power is exercised. 

(Lunwrll K- Kuplan (9j0)  

Effective power or effective control is the pattern of power pracrices available to 

an individual because of their paxticular qualities and circumstances. This dichotomy is 

sometimes aniculated as the difference between formal powrr and interpersonal p o w r  

/Dornhusch O; Scorr 1 9 3 - 3 7 .  The outcome of the exercise of power of either type is a 

decision. 

[t is apparent that power is denvrd from man! sources. French and Raven ( 1959) 

view power as  being vested in a social agent. A social agent can be either another 

person, a role, a nom or a group or part of a group. The authon identi- fivc bases of 

power: 

1. reward power, based on a person's perception that the social agent has the ability 

to mediate rewards. 

7 . coercive power, based on the perception that the social agent has the ability to 

mediate punis hrnents. 



3. kgtirnate power, baçed on the perception that the social agent has a legitimate 

nght to prescribe behavior. There are three foundations for legihmate power. 

cultural values, social structure, and designation by a legitimizing agent. 

1. referent power, bas& on identification with the social agent 

5. expert power, based on the perception that the social agent has some special 

knowledge or expertise. 

It is clear that French and Raven's work has incorporated rnuch of Lasswell and 

Kaplan's framework. The definition for legitimate power closely parallels Lasswvel l and 

Kaplan's definition of authori'y. Expert power fits with the welfare value of 

enlightenment Reward and coercive powen corn bine elements of both authority and 

effective power. FinaIl!., the deference values of respect and rectitude speak to the 

concept of referent power. 

Greiner and Schein 11 988) conceptuaiized a hmework for the study of power. 

The framework identifies three prirnary bases for power: 

1. Power can flow fiom the position within the organizational structure. This type 

of power allows an individual to hire, fire, evaiuate, reward and sanction othrn. 

This description of power matches the concept of forma1 power or authority as 

identified by Lasswell and Kaplan. 

3 - - Individual power bases. consisting of three sub-areas: 

a) knowledge, made up of expert knowledge, information and tradition. Tradition 

refen to being historically knowledgeable about the organization. This power 



base parallels Lasswell and Kaplan's welfare value of enlightenment as well as 

French and Raven's expert power. 

b) persondity, made up of charisma, reputation, and professional credibility. 

Lasswell and Kaplan's welfare value of ski11 and the deference value of respect 

are reflected in this power base. 

c )  support of othen, made up of political access which refen to the abi1it-y to cal1 

upon a network of relationships outside of the organization; and staff support. 

Lasswell and Kaplan's deference value of affection and French and Raven's 

referent powver are related to this power base. 

1 .  Departmental power bases. This basis consists of, 

c )  the ability to cope with unceriainty facing the total organization. 

d) low substitutability. 

r )  crntnlity in the work tlow of the organization. 

These power bases appear to have more to do with the authority structures of an 

organization. although the ability to cope with uncertainty may have more to do with the 

make-up of the individual in possession of effective power or control. However others 

have identified coping with uncertainty as one of the characteristics of a political power 

system (Huit & Walcot 1990:6). 

Some theorists contend that in order to assess the power available to an individual 

you must be able to estimate, 

a )  what would happen in the absence of the esercise of power. 

b) the intentions of the individual attempting to exercise power; and 



C) the effect of actions taken by that individual on the probability that what was 

desired would in fact be likeiy to occur (Pfeffer ,982)- 

Be that as it may, PfefFer 11981) has suggested a number of options to 

facilitate the study of power: 

1. to consider only those instances in which preferred actions or choices are in 

conflict for they are the only cases in which relative power can be observed. 

Lasswell and Kaplan would support this position. For them the outcome of the 

emrcise of power either forma1 or effective power is conflict which ultimately 

results in a decision. On the othrr hand, some feminist witers reject the concept 

of power being defined by conflict. For them, lirniting the definition of power in 

this fashion supports the patriarchal constmctions of power (:Lfi/l<?r & C'irmmins 

I992r-s 16). 

7 . to identif) how much of the various determinants of power the unit under study 

possesses. Exampies of determinants of power could include but are not 

restricted to levels of expen howledge. control over financial resources, ability 

to reward certain behaviors and sanction others, the ability to bestow prestige and 

legitimacy. Again, these deterrninants could be seen as a compilation of Lasswell 

and Kaplan's welfare and deference values; expert knowledge fiows from 

rnlightenrnznt a welfare value, prestige from respect a deference value. 

9 

3. to m e s s  powver by its consequences. Examples of the consequences of power 

incl ude budget distributions, the allocation of positions within the organizational 



structure, and the process of administrative succession. The ties to the decision- 

making process are c learly outlined Power is expressed through decisions. 

4. to assess power by its symbols. E-xamples of symbols that could be indicative of 

power include the size of an office, the quality of office fumishings, the amount 

of natural light in an office. and the ability to subrnit an expense account. This 

symbolic statu is reflected in the deference value of respect. 

5.  to sirnply ask people where the power lies in an organization. 

6 .  to identify representationd indicaton. Who sits on the cornmittees and who is 

absent. 

ORG~;YIZ,4TIONAL POWER STRUCTCRES 

Mary Guy 11994) describes organizational architecture as a term to refer '-to al1 

systems, structures, management processes, technologies and strategies that comprise the 

modus operandi of an organization. The architecture includes the formal structure, 

position classification system, design of work practices, effect of the informal 

organization on operating style, the processes for selection, socialization and 

development of personnel. Thus, the terni encompasses aspects as intangible as culture 

and as concrete as individual rnembers of the work force /Guy Z99-k78). 

Congruence is a key part of organizational architecture. The term relates to the 

degree to which the needs. demands, goals, and structures of one component are 

consistent with those of another. Guy suggests that it is often women who do not fit in to 

the male vision of a manager. A caveat to her assertion is that the greater the congruence 



between the conventional roles for women and the work of the organization, the greater 

the proportion of women in management. Guy suggests that women are most likely to 

achieve upper level positions in organizations such as human service agencia. 

House (1991) proposed a theory of power that varies power as a function of 

organizational characteristics. Power c m  be based in the position or in the person 

depending on the degee of: (1) formalization, (2) specialization, (3) standardization and 

(4) status stratification found within the organization's management structure. The 

greater the level of these four characteristics, the more power that will be based in the 

authority of the position. The less the impact of these elements in the organization's 

structure, the more power resides in the individual's abilities. This theory can be viewed 

as otfenng support to the belief that authonty cornes from hienrchical position and 

power fiom the individual 

House's ( I 9 Y  I )  theory articulates how power and the exercisr of power within 

complex organizations will v a s  as a function of the general and task environments. the 

organizational fonn and the personal characteristics of organizational memben. The 

general environment is made up of a number of conditions that by and large, are 

unaffected by the actions of a organization but which have major impact on the 

functioning of the organization. These would include the economic, socidemogaphic, 

cultural. political-legal and technological conditions of the society that the organization 

operates within. Depending on the organization's claim of domain, the task environment 

is made up of the providen of financial resources, the sources of legitimation and 

authoriy granted to the organization, the source of custornen or clients, the sources of 



comptementary and cornpeting organizations and the uitimate consumers and recipients 

of the organization7s products. 

Houe describes two basic types of organizations, the mechanistic and the 

organic. House believes that regardes of the organizationa1 fom, organizations must 

respond to the task environment around them. Orgnizations operating in a stable 

environment tend to become mechanistic with an emphasis on order, control, efficiencp 

and predictabilip of the behavior of organizational membew. Mechanistic organizations 

are bureaucratie and are characterized by policies, procedures, niles, and a clear 

hierarchy. In mechanistic organizations. higher level positions are usually tilled from 

within rather than through recruitment corn the outside. Strategic decisions are 

crntralized and almost al1 of thrm are made by the executive core. Operational decisions 

tend to be decentralized. However, the decentralization of operational decisions tend to 

be limited by policies, procedures and formal d e s .  

Organizations formed and openring in unstable environments tend to becorne 

organic in thrir organizational structure. Th. emphasize adaptation to the task and 

general environments and value flexibil ity and innovation. They are minimal Iy 

fonnalized more loosely coupled and their decision-making tends to be decentralized. 

House 11991) does ackmowledge that for large organizations with complex 

administrative structures. the mechanistic-organic distinction is not as easy to rnake. In a 

large cornplex organization you can have subunits of both types. 

House notes that when tasks are cornplex and task dernands are arnbigous or are not 

well understood mechanistic practices cannot effectively control their performance. 



This situation produces a Ioosely coupled organization. And loose coupling permit5 

multiple routes of resistance by lower level memben of the organization. 

Hasenfeld(l983) speaks of human service organizations as loosely coupled systems 

where work units maintain considerable autonomy and identity and respond to each other 

in a "circumscribed, infrequrnt, slow, or unimportant mannef' (Hrrsenfikl. I98.3: 139). 

He also believes that persona! sources of power are more important than the authority of 

position in loosely coupled organizations. 

House suggests that memben of an organization e.xhibit political behavior under 

conditions of uncertain- in the task or genenl environment. [n mechanistic 

organizations, political behavior cmerges in respect to those issues not reducible to 

quantitative or objective policies. 

Mechanistic organizations insulate management from changes in environmental 

demands and from the consequences of their own mistakes. Given the dominance of 

powerholders in such organizations_ re-organization can take place that does nothing to 

change the status of the powerholden. The power of position or authority is seen by 

House as more important than personal sources of power in a mechanistic organization. 

The more power is institutionalized within an organization the more likely that 

organization wil l  be out of phase with the realiv it faces. 

Pfeffer 11993 States that through the process of self-selection, the selection of 

othrrs. and social ization, individuals wi thin orsanizations becorne highl y homo, ueneous 

with respect to their attitudes, values and predispositions. The relatively long tenure of 



managers favon the maintenance of the statu quo. An argument c m  be made that the 

maintenance of the status quo ensures k i n g  out of touch with reality. 

Atwater's (1995) study looked at the relatxonship between types of power used by 

supewisors in mechanistic and organic type organizations. Atwater's findings supported 

the view that the legitimate reward aspects of position power were greater in more 

mechanistic organizations. Referent power was also more important in more fonnalized 

organizations. Ahvater also found that position and personal powers co-existed arnonpt 

the supervisors studied. 

Yukl and Falber's f199Ij study of three large companirs confirmrd the distinction 

between position power (authon-) and personal power. These findings suggest that 

professional effectiveness has related more saongly to personal power as opposed to 

position power. Yukl and Falber found that the respondents in their study rated 

legitimate power, expertise and persuasiveness as the most important sources of 

influence, referent power, control over information, and penonal chansma as being of 

intermediate importance: and viewed coercive and reward power as the l e m  importance 

sources of power. 

Kvandc: and Rasmussen 11993 suggest that as the smictures of organizations v a y  

and their environrnents Vary ,  the structure of oppominity in those organizations may Vary 

as well. It is their belief that women will tind greater opportunities in the bureaucraties 

of public organizations. In their study of male and female engineen. they found that men 

had higher management positions than women and that women appear to stagnate at the 



level of supervisor. Funher, they found that men had geater career opportunities than 

women in organizations characterized by hierarchicd structures. 

For Kvande and Rasmussen 1199jl ~r~anizational structures are not sender 

neutrai. The centralized pyramid structure of a staîic or mechanistic o rpza t i on  ensures 

the continual reproduction of the existing organizational culture. The authors view 

dehierarchization as an important measure in increasing women's career opportunities. 

TEE CONCEPT OF AUTEIORITY 

Weber 1194-) described three types of authonty on the basis of their legitimac';: 

( 1 ) legal-rarional authority, which is based on the legality of the commands: (2) 

traditional authority, which is aîtained through inhentance and is sanctified by tradition; 

and ( 3 )  chansmatic authon-, which is based on the persona! appeal and rxemplaq 

quaiities of the leader. Bureaucratie authority rests on a basis of accepted laws and social 

noms and is supponed and endoned by subordinates within the organization Weber  

1 94- c i rd  in Hasenfiid 1983: 160). 

Lasswell and Kaplan's deference value of power can be broken d o m  into ~ w o  

prirnary foms: formal power and effective power or control. Formal power is tied to 

position. It is power which has been legitimized and is viewed as having a symbolic 

statu. An example of formal power is the authority granted to an individual for no other 

reason than their occupation of a position within an organizational hierarchy. This would 

parallel Weber's legal-rational authority. Forma1 power or authority is the same no 

matter who occupies the position. Authority is attached to the position in the 



organimtional mucture and defined by the written d e s  of the organintion. Several 

authon have descnied four key aspects of the authority structure that should be 

examined in any analysis of power within an organization: 

1. differentiation, indicated by the number of hierarchical levels in an organization: 

7 . management overhead, measured by the proportions of managerial and staff 

personnel: 

3. span of control of managers: and 

4. decentratization of responsibilities as measured by the level at which a varies of 

decisions are made / R h  K. Schoenlterr 19-1). 

The concepts of centralization and configuration within the formal authonty 

structure are also highlighted as important variables to examine. Csntralization r e f e ~  to 

the points in the organizational structure where the authoriq exists to make particular 

decisions, while contiguration refers to the shape of the structure and includes variabla 

such as the height of the hierarchy and the span of control. 

Palmer /19831 defines aurhority as the sstabiisheci right to makc decisions on 

certain issues. Recognized authority includes the cornrnitted consent of the other penon 

fPufmc.r I%Y3:170). She goes on to describe five tvpes of authority: ( 1 )  legallv 

constituted authority, (7)  inshtutionally constituted authority, (3) authority inherent in a 

position, (4) authority of expertise. and (5) authority inherent in the penon. Most authors 

would view the last hvo to be more appropriately listed as sources of individual power. 

Johnson (1994) defines formal legitimate authority as a -pe of power associated with 

occupqing a format position in an organization and the resources and status that corne 



with it It is the right to dictate another's cornpliance within the scope of that authonty. 

It is the obligation of subordinates to obey. It includes the right to allocate tasks, direct 

performance, set criteria, inspect and evaluate performance, and allocate sanctions based 

on performance Uohrzson I99RZ23'. 

For other authon, the degree of authonty each position contains cm be 

differentiated from other positions within die hierarchy by the degree to which they 

reflect the following characteristics: 

the nurnber of staff they are directly or indirectly responsible for. 

the size of the budget the incumbent is responsible for and has decision-making 

authority over it. 

the handling of tasks in which mors have more senous consequences for the 

organization. 

the responsibility for making decisions for which there are fewer precedents and 

for which outcomes are harder to predict. 

the handling of trisks that require CO-ordination of more independent entities 

m e s  & Col 1991). 

Lasswell and Kaplan 1 l l ) j O j  would view this deiinearion of author@ as only 

being relevant for the fint two descripton. They would see the last three conditions as 

more appropriatel- describing an individual's effective power or control. If power is 

conceptualized as existing in the individual and authority as being attached to a position 

in the organizational hierarchy, I would agree with Lasswell and Kaplan. 



0RG;LYIZATIONS .hW AUTHORITk' 

Hasenfeld (1983) feels that the reiationship between the formal authority of 

position and the individual3 exercise of power is panid at best and should be e m i n e d  

against whether the organization is tightly or Iwsely coupled As previously identified a 

loosely coupled organization is one where "rules are often violated, decisions are often 

unimplernenteci, or if irnplernented have uncertain consequences, technologies are of 

problematic efficiency, and evaluation and inspection systerns are subverted or rendered 

so vague as to provide little information. The intemal structure of a loosrly coupled 

human service organization depicts a system in which work units presewe considerable 

autonomy and identity, and respond to each other in a circumscribeci, infrequent, slow. or 

unimportant manner /Hu.srcfc;ld 1993: M l )  ". Staff in a loosely coupled agency exercisr a 

considerable amount of desecration in their day to day activities, generally in situations 

that lac k effective monitoring or rval uation mec han isms. Gcnenl l y, there are weak or 

multiple systems of authonty within the orsanization. in response to the organization's 

inability to monitor the staffs work with clients, tightly coupled organizarions develop 

systems of authority and accountability around the tasks and activities that directly affect 

the procurement of resources. So while the organization may not be able to impact on 

the professional activities of staff the expenditure of the public's money is minutely 

recorded in order to satisfy the providers of fiscal resources. Hasenfeld recognizes that 

there are other sources of power available that are independent of the authority of a 

position and these sources acquire greater imponance in a loosely coupled organization. 



Studies of social stratification increasingly emphasize the role of organizational 

hierarchies and workplace social relations suc h as mec hanisms for producing and 

reproducing inequality. Jaffee (1 389) looks at three forms of workplace differentiation: 

( 1 )  concephial autonomy or the extent to w-hich employees exercise self-direction and 

discretion over the execution of their job tasks: (2) decision-making autonomy ; and ( 3 )  

supervisory authority . 

Iaffee believes that sex differences in power and resource control are examples of 

gender inequality in organizations. He further believes that males in femaledominated 

occupations experience more npid rates of advancement and are generally more 

influential than their female couterparts f(;cins. 1983. us cited in .Iuffee. 1989t3-8). 

Jaffee theorizes that while human capital theo- emphasizes the supply side of the 

labor market. demand-side explanations allow for a focus on the discriminatory actions 

of employers as the source of gender inequality. In this view, employers prefer to 

allocate males to positions of authorip and autonomy because of their o~vn biases, the 

biases of their employees. andor the assumed statistical association betwern sex and 

other job relevant behavîors. 

Jaffee's smdy found that men possess greater levels of autonorny and authority 

than women. The differences between the sexes are statistically significant in al! three 

areas, i-e. supervisoy authority decision-making, authority and conceptual autonomy. 

The largest gap was in supervisory authority and the srnallest in conceptual authority. He 

also found that women even after the powerful effects of education, occupational statu, 

and occupational sex composition were controlled for women were significantly less 



likely to possess decision-mahg authority. Jaffee's study is particularly relevant to the 

findings of this study. 

Using census information, Jacobs (1992) studied the trends in income and 

authority among male and fernale managers fiom two theoreticai perspectives; (1) 

Kanter's (1977) perspective that as women's numben increase in organizations and as 

their political strength and social support networks increase, the result will be an increase 

in the number of women in positions of authority, and ( 2 )  Blalock's (196-j resistance to 

threats hypothesis that maintains that resistance to minority groups (women) increases as 

their nurnben increase. This perspective would suggest that an increase of female 

managers could be reflected in a decrease in the authority granted to the positions the- 

occupy. 

Jacobs found that men are much more likely than women to be found in the 

higher [evels of management, and that wornen managers had less autonomy than male 

managers. 

Wolf and Fligstein 09-9)  in their examination of sex and authonty in the 

workplace provided hvo categories of explanation. They felt that women were restncted 

from positions of authority because they were less qualified than men as a result of ( 1 )  

their training, (2) their discontinuous patterns of employment, (3) their Iack of suficient 

tenure and cornmitment to their employer. and (4) the restrictions on their geopphic 

mobility as a result of their family responsibilities. Wolf and Fligstein also suggested 

that employers rnight restrict women's advancement into positions of authonty &cause 

of a belief that women could not adequately perfonn in such positions. Finally, Wolf and 



nigstein poshilated that some women may not view themselves as cornpetent to assume 

a position of authority. 

The midy looked at three aspects of position authority: 

( 1 ) the authority to hire and fire; 

(7) abiiity to influence or set the rate of pay received by othen: and 

(3) supe~s ion  of the work of others. 

/Wolf& Fhgstein lY9:.UO) 

The results showed that regardless of the aspect of authority. women had much 

less authority than men. They also found that the lower the organizational position, the 

more egalitarian the process of acquiring that position of authon-. The statistical 

interpretation of the &ta sugssts that years of experience or tenure has its greatest 

impact on acquiring positions of lower authority. This finding was more signiticant for 

women than for men. 

It was the opinion of these researchers, that the bchavion and policirs of 

ernployen were much more important in the restriction of women from positions of 

authority than an); differences in human capital between men and women. 

Reskin7s and Ross' /1992) study, -'Jobs, Authority, and Earnings Among 

Managers: The Continuing Significance of Sex", found that female managers were 

concentrated in the lowest Ievels of the hierarchy, and that they tended to supervise 

worken of their own sex. Further. even if education, experience, .pe of employer, and 

organizational level are the same, king  a woman reduced the scope of the manager's 

authority. 



n i e  definition of authority in Reskin's and Ross' research parallels this research. 

The concept of authority is operationalized by looking at hierarchical level, amber of 

supervisees, whether supervisees have subordinates, and involvement in seventeen 

decision areas. 

Reskin and Ross fI992) found that men and women tend to work for different 

kinds of ernployen. Women are almost twice as likely as men to hold public sector 

positions. They found that fernale managers specialized in suppon services, whereas 

men specialized in revenue generating achvities. The gendcr authority gap was greatest 

in the areas of hiring, firing and authorizing promotions and raises 

It was their finding that the more --fernale" an occupation, the more extensive rvas 

the female manager's authori'p. It is intrresting to note for the purposes of this thesis 

that occupational segeegation creates oppominities for women to supervise other women. 

but not to supervise men. However. this tinding does not negare previous research that 

"token-' men do well in female occupations. It was Reskin's and Ross' feeling that the 

bamen to a managerial title were more esil- breached than the bamers to 

organizational authority. 

Acker (1990) contends that male employers deny women authority in order to 

preserve men's control of organizationai power. Spaeih (198j) found that women 

managers had fewer subordinates, lcss discretion, and less monetary and organizational 

control than men. 

Murller, Kuruvilla and Iverson's 1199+ study into Swedish professionals and 

gender inequalities !vas premised on the belief that economic equality between the sexes 



should be more apparent in Sweden than in North America. Sweden is a -rorporatedW 

society, in which the market is characterized by the ïnstitutionalization of centralized 

bargaining among government employees and labor generally. ïhey contrast their 

smiety to North Amencan labor markets where unions are weaker and employers, with 

govemment support, perpetuate labor segmentation and the fieer operation of market 

forces. The researchen believe that parity between the genden has a greater chance of 

occurring in a CO- with a corporatist society. 

Their research focused on access to supervison> authority and income, a task 

made easier in Sweden than North America as a result of their union structures. Their 

research revealed that Swedish professional women have only 6846 of the supervisory 

positions that men have and 7 7 O . 0  of the income of men. It was Mueller's et al position 

that the major factor rxplaining these sender differences was occupational segreçation. 

However. even when men and women were rqualized in occupation, men were still 

found to have greater access to authority and to achieve higher income levels than 

women. Of particular interest is the finding that male social workers have qeater access 

to authority than their female counterparts. 

Mueller et al ofTered a nurnber of explanarions for their findings. Their study 

found that women had less human capitai investments that qualie them to assume 

positions of authority than men. They also found that women's human capital variables 

were not being mslated into positions of authority at the same rate as their male 

counterparts. This finding would support the Slow Bum theo- that it takes women 

longer to achieve an equivalent position to men. Mueller et al found suppon for Becker 



II98j) and Polachek's II987j position that women are more likely than men to be in 

professions where there are relatively few positions of authority. 

It is the opinion of these researchen that some other force is at work preventing 

women from assuming their righfil share of the positions of authority. Using the data 

from their research, Mueller et al1 suggest that 21?6 of the gender gap is due to women's 

lower levels of human capital variables as well as a wornan's family statu. Another 1004 

o f  the gap can be annbuted to the smaller proportion of women than men in private 

sector employment, and that 26% of the gap results from the fact that women are more 

likely than men to be in professional occupations where relatively few positions of 

authority are available. For iMueIler et al, the unaccounted for CO/a of the gender gap is 

the result of discrimination against wornen. Sherman, Ezell and Odewahn 11987 in their 

study of deci sion-making and accountabil ity, hypothesized that fernale subordinates were 

perceived to have less authority in decision-making than their male counterparts. ïheir 

findings supported this hypothesis. 

DECISION-K4K.TXG 

It has becomr apparent that central to any discussion of power and authority is the 

question of decision-making within the organization. If the results of the exercise of 

power can be seen in the decisions made, it is important to undentand the process of 

decision-making. Who is part of the decision and who is not; who cm exercise influence 

and contribute to the process and who does not; and who has the ability to put items on 

the agenda for discussion or keep items from being discussed are al1 questions that must 



be asked and answered before an understanding of power in an organization becomes 

clear. Decisions are made within a system of rules, some fonnally spelled out and some 

not. They may be well known or unknown until they are violated. Whatever the 

decision, power works within rules that the exercise of power &es. However to 

undentand the niles of the p n e  an analysis of the playing field must be obtained. 

Winnipeg ChiId and Family SeMces' organizational chart could be described as a 

traditional bureaucracy. Weber defines a bureaucracy as a fom of organization that 

emphasizes clarity, reliability and efficiency. achieved through the creation of a fixed 

division of tasks. hierarchical supervision and demiled rules and qulations. A 

bureaucracy has clear definitions of authority and c m  be described as task oriented and 

openting on the principles of rationality. Structural functionalisrn views the 

management of a bureaucracy as being fundamentally concemed with rational decision- 

rnaking in order to faci litate goal attainment within the structunliy and functional ly 

differentiated organization kil(er, H i c k m  (G CViIson 1996:293/. According to its 

organizational chan, Winnipeg Child and Family Services appean to fünction as a classic 

example of a traditionai bureaucracy and as such. a description of its process of decision- 

making would be based in a rational choice model; Le. a problem or issue is identified; 

information is collected and soned around alternative solutions; the vanous solutions are 

compared against pre-determined criteria: the solutions are a m g e d  in order of 

preference; and finalIy the best solution is chosen for implementation. 

Howevcr. an alternative model of decision-making and organizational functioning 

exists that is worthy of examination. The political mode1 of decision-making and 



~r~anizational structure recognizes the fundamental importance of p v e r  in 

organizations and openly acknowledges that power and not always reason can be the 

motivating force behind the process of making crucial decisions /bfiifer. Hichon & 

Wilson 1996). Ferwon, (1984) a radical feminin wouid agree with this assertion. She 

views bureaucncy as the quintessential male dominated pwer  structure. Ferawon sea 

bweaucracies as both a structure and a process that reveals persistent patterns of 

dominance and subordination that parallels power relations between men and women. 

Greiner and Schein (1988) describe a political organization as, bein- made up of a 

number of different interest groups: viewing conflict as inevitable and a normal part of 

the way things are done: containing coalitions evephrre:  an organization where power 

and political behavior are dependent on a \vide range of people outside the formal 

authority structure in order to get decisions made and the work accomplished: and 

competing for scarce resources Khmer  Q Schrin 1988: 1 7.  Hul t and Wacott / I  

describe an organization's structure as political when "they have to do with making 

choices. allocating benefits and burdens. genenting cornmitment and legitirnacy (among 

memben and constituencies), and coping wïth conflict, complexity and un certain^" 

/ f i r l r  d- GVulcorr l9W:j).  Anyone who has had involvement of any type with a child 

welfare agency would recognize the fit of this definition. Lasswell and Kaplan f/9jOi 

declare that an understanding of the environment and any rxisting predispositions are 

crucial to the study of power, authority and their relationship to the process of decision- 

making fi.usswrfl X Kuplun 1950.-4). Heller's f19-11 mode1 of decision-making supports 
V 

the position that analysis must include factors outside of the organization. His mode1 



outlines the various "ecological" factors that influence the decision-making process. The 

individual and their role perceptions, the situationai and structurai variables that make up 

the job environment, the technologies and structures of the organizations, and the socio- 

political-cultural ecoIogy of the indusûy, area or country al1 impact on the decision- 

making process /HeIIer 197 I :  7 .  

Any examination of outcomes in an organization must accept that variables other 

than the exercise of power can achieve the desired results. Chance, precedent, and the 

application of rational decision-rnaking processes can al1 be the source of a particular 

outcome within an organizational hierarchy. However. in the political Iife of anp 

orçanization. the exercise of power is most often pan of the decision-making process. 

The bottom line is very clear. Through the exercise of power. outcomes can be achieved 

thai would othenvise not have been possible. Power is definrd in terms of results. An 

argument can be made that Winnipeg Child and Family Services is a political 

orzpnization whrre powr ovrr the process of decision-making is key in achieving any 

substantive outcomes. 

Decision-making within organizations occurs at two levels; the operational or 

pro_aammed Ievel and the strategic or non-programmed level. Operational/programmed 

level decisions can be defined as the more routine or everyday decisions made primarily 

at the Iower levels of the organizational hierarchy. These decisions do not require a 

novel response and their precedents have long been establ ished. These decisions most 

closely resemble the rational model of decision-making. Strategichon-progmnmed level 

decisions can be defined as decisions primarily made by individuals at the apex of the 



orWmization1s structure and generally corne out of crisis situations or a plan for the 

organization to react in a new and different way. They are usually about the more 

significant areas of organizational activities and will ofien set a precedent. Their results 

wiII have major repercussions for the organizaîion. It would be at this level of decision- 

making that the political mode1 of decision-making would have rnost relevance 

fiImford & Perrtgrew 197.5) LYickson, Butler. Cmy !tIaIIo~ & Wilson 1986). It could 

be argued that Winnipeg Child and Farnily Services is an organization that oprares and 

makes decisions as a traditional b u r e a u c y  for only the simplest of tasb and that when 

it cornes to decisions of major impomnce the politics of power is the crucial variable in 

the decision-making process. 

Regardless of the level of dècision being made the process of decision-making 

goes through four phases: 

1. start up or initiation which includes recognition of an issue. and definition of goals, 

2.  development, which includes the search for alternatives and creation of possible 

solutions, 

3. finalization which includes evaluation of alternatives. choice among them and 

ratification of a decision, 

4- tmplementation. {Hefler. Drenrh. Koopman & &Y 1 988: 1 1). 

This articulation of the phases of decision-making process can trace its roots fiom 

Lasswell and Kaplan's @icy process. The authors describe the policy process as starting 

with formulation of the plicy moves to promulgation and ends with the application of 

the policy /La.swell d Kupfun 1959: -1). 



Heller, Drenthe Koopman and Rus's 11988) development of a scale for measuring 

the impact of both individuals and organizatiod positions in the area of decision- 

making will allow for an examination of this issue. Though their influence-power 

continuum they provide a method for gauging involvement or degree of participation in 

the decision-making process; or as Lasswell and Kaplan would s q  the weight of 

influence or of power. As weI1, involvement in the stages of decision-making are 

highlighted. The continuum ranges from no or minimal information to complete control 

over the decision fHeikrt Drenlh. Koopmun & Rus 1988:66). Usîng this continuum, the 

transition of powerless to powerful can be studied. The continuum states that access to 

the decision-making process is the basic requirement to the exercise of power. 

DEC ISION-MAKING Di ORC.4,YIZATIONS 

The concepts of power, authority and decision-making are ultimately connected. 

Power and authority provide the basis for involvement in the decision-mabing process. 

The literature provides us with numerou. e.uamples of the effect of gender on decision- 

making. 

Handley (1994) feels that while the literature on decision-making processes tends 

to be presented as gender b h d ,  a pro-male bias nins through i t  Handley's view is that 

the pervading impact of patriarchy on organîzational decisions is conspicuously absent 

From the literature. For her, the theme of mtionality or the rational man, who separates 

emotion from reason, supports the male vision of the separateness of these two concepts. 

It is Handley's position that there is no reason to separate emotion from reason. 



Handley's study into women in academia and decision-making found that 

regardless of their organizationai level, men perceived that they had a greater influence 

on decisions than did women. Men tended to believe that they received more 

information regarding decisions than did the women in this study. Men felt they were 

heara women felt they were not The women in ths academic setting strongly felt that 

the gender composition of a meeting was a significant factor in limiting their influence 

within decision-making bodies. 

Denton and Zeytinoglu (1993) looked at participation in decision-making at a 

univenity in Central Canada. The? stressed that the perception of participation in 

decision-making is important as an index of actual participation, but also brcause 

perceptions may aRect rnoraIe and career performance. Their research found that there 

was a strong negative relationship between being fernale and perceived participation in 

decision-making. Further, even afier differences in various human capital investments 

w r e  controlled for, gender stiil played an important role. Men perceived themselves as 

having greater levels of participation in decision-making process than women. 

Havens and Healy ('1331) suggested a theory of gender differences in how men 

and women go through the process of decisionmaking. In an examination of male and 

femalr political figures. Havens and Healy found that womrn were more likely than men 

to expand the membership of a decision-making group. Th- also found that women 

were more likely to seek consensus in their working groups. as opposed to men who 

prefemed to use their working group as a place where information was exchançed but not 

a forum for decision-making. 



Maah (19891 found differences in the ethical decision-making of men and 

wornen. He theotïzed that the higher research ethics of women, as cornpared to men, 

might have its source in the ascribed sel roles and early socialization differences 

between boys and girls. 

Galbraith and Stephenson (1 993) take the position that differences in ethics rnean 

that underlying value structures are different In their midy of decision rules utilized in 

amving at a jud-ment, they found that males and females used the same types of decision 

niles 60% of the time. However, they also found that females in this sample used 

different rules for ditTerent ethical situations, whiIe men used the same decision rules for 

different kinds of ethical situations. It was their feeling that even if the ultimate decision 

is the same. amving al the same place using different paths may produce distmst and 

conflict between men and women. 

The literature sugsests that womrn are more concrmed with relationship than 

men. For example. communion, the view of oneself in relation to othen, has been 

defined as a ferninine trait as opposed to the masculine trait of agency, seeing oneself as 

an individual Burnert und Kurson 1989: -48). Bmen and Kanon (1989) studied male 

and fernale executives researching decisions involving cthics, relationships and results. 

In their interviews, they found that women tended to define themselves in tems of their 

relationships and the responsibilities they had to other people. The men interviewed did 

not speak of their relationships. Barnett and Karson suggest that wornen: ( 1 ) are more 

concemed about relationships than men; (2) define thernselves through relationships, as 

opposed to men who define themselves by characteristics such as intelligent and logical; 



and ( 3 )  make decisions or select actions in tems of supporting relationships andor being 

approved of by others. The men followed absolute d e s  and principles that are separate 

£Yom relationships. 

Barnett and Kanon also suggested that women are primarily concerned with the 

method used to accomplish a task, while men are more interested in the result of the task; 

process versus OutCome. 

So. an organizational structure is a power .stem within which decisions are 

made. It is also a statu systern involving the differential allocation of power and 

authority. Further, a hierarchy can be viewed as a vertical division of labor with different 

task assignments and finally as an organizational arrangement for grouping positions. 

Given that such a system is fulfilling all these functions. it is little wonder that the 

exercise of power. authority, and influence within an organization are difficult to 

quanti@. 

WOMEN .4,W 0 R G . i L ~ T I O N S  

The topic of women in positions of organizational power has been explored in the 

literature for a relatively short period of time. Roseabeth Kanteh seminal examination 

of gender relations in the corporate power structures. "Men and Women of the 

Corporation" was published in 1977. Between 1970 and 1988 the proportion of 

Canadian women in the paid work force increased from 38. 1°6 to 57.446 fSturisrrcs 

Cunudu 1990). But despite the increase in their numbers the proportion of women in 

positions of organizational power have remained at less than 596 {Gurek 1993:302). 



Certainly the majority of what has been researched in the literature has tended to explore 

the issues of men and women in the corporate worid As M e r  research and Ating  

occurred, it has became apparent that there were slightly more women to be found in 

positions of power and authonty in public sector or government agencies (Tharenou & 

Conny 199k2-} (Reskin 8 Ross 1992350). It has been suggested that women achieved 

positions of power in these arenas as a resuit of affirmative action legislau'on which 

mandated the recruitment of women into thrse organizations, and the composition of 

many of these organizations being primarily female. Ln the context of Canadian women 

and child welfare these findings are not representative of the bistory of this field of 

practice. The application of affirmative action legislation has not been relevant to the 

Canadian scene with the exception of the relativelp newly organized Fint Nations child 

welfare agencies. However, other research has found that in many female dominated 

professions women continue to be absent from positions of power. In 1981 womrn held 

83*'0 of elrrnentary school teac hing positions and 4706 were high school teachers: 

however. only 1 896 were elsmentas school principals2 j06 cvere high school principals 

and only I?/o were superintendents (Gurek 1993.303)- Further, research has raised 

questions around how much real power and authoriy are vested in the management 

positions women do achieve. Are they primarily positions that hold their incumbent 

responsible but provide little in the way of real power (Reskin d; Ross IYY2:355j The 

problem of the "glass ceiling" has been descnbed by a number of authon ('unter 19-7). 

(C'herne.s& I 9 N ) .  1Freemun f9<1O). The "glass ceiling" has been defined as "those 

artificial barrien based on attitudinal or organizational bias that prevent qualified 



individu& from advancing upward" (Gibelman & Schervlsh 1993). DO giass ceiiings 

dlow the illusion of power and authority but in reality fom a banier to aaual power? 

The xxual division of labor in the earliest family groupings, allowed for the 

domination of men over women as a resdt of the male's natural ability, physical 

strenm. Mill /2988j theorizes that male dominance over fernales, established in farnily 

groups, is strengthened and solidifieci by other layers of sociai organization including the 

workplace. 

Numerous theories have been proposed to explain the discrimination against 

wornen because of their gender. In the context of organizational discrimination. 

Ferguson (1984) bas suggested that the bureaucracy of organizations is simply another 

forrn of paûiarchy oppressing women. Kanter's UT-)  homosocial reproduction offen 

another rxplanation for gender biases in organizations. Men will seek to replace 

themselves with other men. Rational bias theory suggests that gender discrimination 

results From intentional bias in decisions by managers, acting in their own self-interest. 

The values and biases of the powemil men who occupy the positions of authority 

perpetuate an organizational culture. whose noms and practices require that the ri& 

"man" be promoted to greater authority. "Work is the main social arena in which men 

act out their need for statu, authority, power, influence and material rewards" fIVifli.~. 

1990, m citcd in R i a s  und Sparrow, 1994:lj). As a result o f  this need, organizations 

are smictured to protect male power. 

Mills (1988) articulated the role of complex organizations in gender 

discrimination. She suggested that the cultural values associated with maleness are 



favored charactenstics in many organizations. The assumed differences of males and 

fernales in the traits of reason and emotion is mirrored in organizational processes which 

rmphasize rationality and bureaucracy while seeking to suppress emotions connecteci to 

home and family. Mills M e r  states that certain organizations, for example schools or 

child welfare agencies, play a direct part in the socializing processes in which people 

acquire gender identities. Finally , Mills sugges-ts that organizational practices, 

recruimient, selection, promotion, more often than not. confom to and extend sex-biased 

values. She describes sexual discrimination as being embedded in the cultural values 

that permeate both oganizations and the concept of the organization itself. 

Powell and Bunerfield (1994) suggest that gender discrimination need not be 

intentional. Unconscious biases resulting frorn fear of selecting an unacceptable 

candidate, personal attraction to the candidates similar to oneself and holding a 

stereotype of the ideal job candidate may distort the selection and promotion decision- 

making process. However, calling these processes unintentional does not nesate the 

negative impact the- have on wornen. 

A strong belief still rxists that the manager's role is a male role. Foster's f199+ 

s ~ d y  of male and fernale academics supported this belief system. Even more disturbing 

was the finding that females in this study did not make any positive associations between 

the characteristics of managers and the characteristics of women. 

Riçgs and Sparrow W 9 6 )  suggest that discrimination in selection and promotion 

procedures and decisiuns allows managerial jobs to be specifically designed for men. 

They view this discrimination as being the result of patriarchy which clearly imposes 



limitations on women's participation in the paid labor force. The relationship between 

gender-stereotypes and patriarchal power places fernale managers in a contradictory 

position. As managers they are supposed to have the authority of their position, however 

as women they exist within a gendered social structure in which men are expected to 

hold power. 

Burke's (1995) study into organizational biases revealed that both men and 

women felt that they had witnessed and experienced discrimination in the workplace. 

The most common areas of biased decision-making, as perceived by women in 

descending order were, job a~s i~men t s ,  promotions, compensation, and termination For 

men, temination and compensation were the huo areas where the male respondents felt 

they had both witnessed and experienced organizational bias. In this study, women at 

higher organizational levels and women wiih longer organizational tenure reported more 

penonally experienced bias. Interestingly, older men at higher levels of the organization, 

with longer organizational tenure, reponed less personally expenenced bias in  

orçanizationai decision-making. 

If Riggs and Sparrow's fl99fil assertions are correct. both selrction and 

promotion procedures and organizational structures are designed to protect male power, 

and as a result Burke's ( 1995) resul ts are precisel y what one would expect to find. 

Baron, Davis-Blake and Bielby (19861 argue that career opportunity structures 

va- within organizations because promotion ladders Vary according to positions that may 

be associated by occupation, skill or gender composition. Promotions have been show 

to dif3er by gender. Stewan and Gudykunst (1982) found that women received more 



promotions than men but occupied si-ificantly lower positions in the organizational 

stnicture. 

Johnsrund (1991) found in her study of promotion outcornes that gender is a 

disadvantage for women, but a resource for men It was her belief that those making 

promotion decisions were discriminating on the basis of gender. 

Ruderman, Ohlott and Kram 11995) suggest that women are prevented fiom 

taking on assignments that challenge them and develop critical management skills. The 

lack of these skills prevents them fiom obtaining promotions to the higher organizational 

levels. Women are assigned less critical positions than men. They are clustered in staff 

roles where they serve as specialists or experts. However, these roles do no give them 

access to the decisionmaking process. They suggest that the male decision rnakers in 

organizations experience a lack of comfort or fit with femalr candidates. Their study 

examined the promotion decisions made within a large corporation. This Fortune 500 

corporation was known to have a stronp record of affirmative action. The results of their 

study found that promoted men were described as having a high degree of comfort or fit 

with the decision maker. Attraction to the candidate increases the decision makers 

confidence in the candidate, a fûrther example of Kanter's (19-7) homosocial 

reproduction. Promoted women were described as having strength of character. The 

degree of comfon was not mentioned and none of the promoted men were descnbed as 

having strength of character. 



These resdts suggest that different dpmics  are at work in the promotion of men 

and women. The subjeaivity of the promotion decision maken ailowed for personal and 

systemic bias to be practiced. 

Although pnder-biased selection decisions are a necessary condition for gender 

segregation and discrimination, other processes may affect gender segregation. For 

e.xample, Reskin 11993) suggests that self-selection or persona1 choice must be 

considered as having an impact on pnder segregation as well as organizational selection 

decisions. 

Perry, Davis-Blake and Kulik /WU) examined the existence of sender-biased 

selection and promotion decisions in organizations. Peny et al's (1994) review of the 

literature identifies three factors that ma- have an effect on sender segregation: 

( 1 ) the demographic composition of the applicant pools as compared to the demographic 

composition of the job andlor the organization. As previously discussed, Kanter //3--) 

argues that the men who control organizations seek to replicate themselves in their 

selection and promotion decisions. She calls this the process of "homosocial 

reproduction". Kanter susgests that since similarity generates interpenonai attraction, 

many men in positions of oganizational power hire and prornote those they feel most 

cornfortable with - other men; 

(2) the organizational structure and size. There is gowing literature which suggests that 

formal job ladders found in larger organizations, create mechanisms that support gender 

segregation. Charles 11992) describes the work of bureaucratie organizations as an arena 

where "any sex differences in family obligation. preferences, skills, cultural identity, and 



social and politicai power are more Iikely to be manifested in foms of occupational 

divisions" {Charles, ! W Z : W )  and 

(3) the power of key interest groups inside and outside the organization. 

Perry et al (1994) assert that selection decisions are most likely to be biased when 

al1 three of the following conditions are present: 

1 the individuals making the selection decisions have developed gender-associated 

image of the -'rightoq candidate; 

7 the organizationai context in which the selection decision occun supports the gender- 

associated image of the -'right" candidate: and 

3 the interna1 and extemal orsanizational context permits or facilitates the use of biased 

selection processes. 

The intemal and extemal organization contedut can be thought of as equivalent to 

Hasen fe Id's (1 983) general and tas k envi ronrnents in his po l itical-econom y theory. 

Dan's 11995) study of public sector ernpioyees found that wornen felt 

organizational structures. such as formal working arrangements, and the old boys 

mtwork prevented them from advancing in the organization. Their belief in the snength 

of the organizational barriers against them was such that they declined to even apply for 

promotions. 

Very little research has been done to examine the relationship of gender and 

power within child welfue agencies. What does exist seems to suggest that men and 

wornen view the work of child welfare in some fùndamentally dif3erent ways /Hurtmun 

& Vin'inoktrr 1985) F/.iartin & Chemesb 1989). Some ferninid authon feel that most of 



what has been wn'tten fiom a feminist perspective offers limited hard research to clarify 

the experience of people in the working world fSwrfr 1995) (CalIohan 1993). Child 

welfare is and will continue to be a major field of social work practice. Women have 

been and will continue to be the large majority of employees within child welfare 

agencies. It is the hope of this study to outline the personal, situational, organizational 

and societal dynarnics that Iead to positions of power and authority within the agency and 

then analyze the findings of this nudy h m  the theoretical framework of Hasenfeld's 

(1983) poIiticaleconomy perspective. How the problem is defined is the basis From 

which solutions are developed 

An examination of the literature reveals three major theoretical frameworks that 

address the issue of gender and power as it relates to positions wlthin organizational 

structures. The first can be described as the individual deficit model. This framework 

seeks to explain an individual's power or lack of it within an organizational conte* as  

being the result of having or lacking certain personal@ traits. requiring certain training 

needs or simply not having had the necessary experience to achieve power. Some 

authon have theorized that wornen lack the skills necessa- to collaborate in the work 

place (Dewine 1983). Research methodologies used to study this theoretical hmework 

define gender as the independent variable and behaviorat, cognitive. personality and 

attitudinal measures as the dependent variables f Schneider 1983 us reporteci in Fageson 

1990). The answer for the proponents of this framework is to base their interventions on 

self-improvement and training programs. There are advantages to these attempts to 

address individual deficits. Management is generally not threatened by short-tem 



naining workshops. The financial costs of supporthg such training are minimal and they 

allow the organizaîion to achieve a positive public relations image. The arguments for 

discarding this framework are fairly well documenteci in the literature. Even when 

individual ~ h ~ ~ t e n s t i ~ ~  and experiences are matched, women still lag behind their male 

counterparts in terms of financial compensation for their work (Cizumbers [9#6). Given 

this reality it is not dificult to believe that even when al1 things are equal women are still 

not found in the positions of effective power. 

The second theoretical Framework found in the literature could be described as 

the structural model. The range of structural change required depends on the particular 

ideoloçical orientation of the writer. The first representation of what might be described 

as a structural model \vas initially articulated as the basis of Kanter's / I V - /  "Men and 

Women of the Corporation". Kanter focused on the impact of the organizational 

structures on the individual and how these smictures were retlected in the behavior of the 

individuai. For example, upward mobility within the organization was viewed as the 

route to geater power, authority, and influence within the organization. The geographic 

moves required to take advantage of these promotions did not take into account the 

realities of rnost women's doubir duty as wives and mothers. The "fast track" was just 

not an option for most wornen. For Kanter, these factors codd explain the Iack of 

aspirations, work commitment, and sense of organizational responsibility in the rnajority 

of women trapped in dead end corporate ghettos. It is not the characteristics of the 

penon that cause success or failure: rather it is the structural and social arrangements of 



the organintion that result in women experiencing a lack of oppominities to rise to 

positions of power. 

The followen of this Framework, believe that change can only occur by changing 

the stnicture of the organization and this will happen when the number of women in the 

organization reaches a certain percentage. Little aîtention is paid to the fact that the 

organization may not be amenable to change. Affirmative action Iegislation is also seen 

as having the potential to make a substantial difference in the lives of women. The 

establishment by women of an unquestionable performance record and a positive attitude 

are ais0 viewed as having the potrntial to cause a significant change tn orjanizational 

structure. Final-, shifiing societal beliefs around what a woman's place should be are 

assurned to have an impact in the roie of women in organizations Kunter 19--j 

Freernun 1990). 

The authon of organization structure studies feel that the definition of appropriate 

behaviors for women within organizations mut be expanded. The description of a 

effective manager's repenoire of behavion m u t  be gender neunal. Research 

methodologies focus on sex and organizational smictures as independent variables; 

behavioral, cognitive, personality and attitudinal measures are the dependent 

variablesFagenson & Horowitz 1983 cited in Fageson 1990). Fagenson (1990) takes the 

structural mode1 fwther and proposes her Gender-Organization-System theory which 

views women's lack of access to power as the result of al1 three factors. She states 

women's lack of representation in positions of organizational power is related to the 

interplay of gender, organizational context and !or the larger social and institutional 



systern in which women function. Fagenson's research methodology defines the 

independent variables as gender, the organizational context as well as relevant parts of 

the ~ciaYinstitutiona1 system. Appropriate statistical analpis would include analysis of 

variance andfor regression anaiysis. However, raîher than simply testing for the effects of 

one variable the interaction between these variables should also be studied. 

Some radical ferninists (Ferguson 1984) would agree with many of the above 

premises but would go on to view the hierarchical bureaucracy of organizations as  simply 

a reflection of the paîriarchal capitalistic society we live in. Further, they would see no 

purpose in attempting to change these organizational structures since any involvernent 

with them is seen as a soul destroying experience. Ferguon believes that accruing the 

traits and qualities that are rxpected of a bureaucrat automatically relegate women to a 

subservient role. Funher, fiom the radical feminists point of view bureaucracies, 

especiaily those within the human services function as a safety valve providing just 

enough in the way of resources to the oppressed to ensure that public discontent does not 

reach the tlash point of revolution. The limitation of these analyses is clear. The 

revotution is not about to happen any time soon. The question must be. how do we effect 

change within these organizations to assist women to take a leadership role. 

Between the belief that simply increasing the number of women in an 

oganization can lead to a change and the radical feminist position that bureaucracies are 

evil and should be avoided at al1 costs there are several other points on the continuum of 

the structural model. A number of women have written about iheir experiences as 

"fernocrats". Eisenstein /1990 defines a femocrat as "a public servant who is a feminist 



and is perceived to have control over policy or W i n g  or both". Eisenstein believes that 

fernocm cm only achieve power in governments that corne out of a social democratic 

ideology. She contends that only this type of politicai ideology fundamentally supports 

the right of access to power for women Such governments have traditionally made a 

cornitment to increasing women's access to resources and power through the process of 

fomidly incorporating wornen into the existing power structure. 

The third major theoretical framework is Hasenfeld's (19831 pl iticaI econom y 

perspective. M a r h  and Chernesky (1989) wed this hmework to explain the lack of 

women in positions of power. Hasenfeid utilized this fmework to examine the 

functioning of a particular kind of bureaucrac-, the human seMce organization. 

Hasenfeld defines a human service organization as one " whose principal hnction is to 

protect, maintain, or enhance the persona1 well-being of individuals by defining, shaping, 

or ai teti n their personal attri butesl'/Husenf 2Id 1963: 11. Hasenfeld distinguishes hurnan 

service organizations from other bureaucraties on two major points. Human service 

organizations work directly with or on people and they are mandated to protect and 

promote the welfare of the people they serve. Winnipeg Child and Farnily SeMces 

clearly meets this def nition. The political-economy perspective focws on the interplay 

of power, the goals of the power wielders and the productive exchange systems. It 

examines the interaction beween the political and the economic environments both 

within and without the organization that shape its basic structure and process. Political 

refen to the processes through which power and legitimization are acquired by the 

organization and distributed intemally. Operative goals are detemined and major tasks 



of the organization are defined and controlled by the dominant elite. Economic refen to 

the process by which resources needed for the technologies of the organization are 

acquired and distributed in the organization. Frorn this perspective, the organization is 

viewed as an arena in which various interest groups, externai and internai, cumpete with 

each other to optimize their own value. n i e  political and economic environments offen 

opportunicies in the form of resources to the organization but also contain constraints that 

the organization mwt adapt to in order to survive. The dominant dite determines the 

value base of the organization and it is this value base that forms the organizational 

constitution. The constitution defines the governing noms of the organization. It 

outlines the reward system for the organization's membenhip, the authority and decision- 

making responsibilities of different positions luithin the organization, the persons or 

groups the organization is responsible to, and the organization's goals and service 

technologies. The constitution processes input from both the political and the economic 

environments and selects and recognizes only that which enhances the position of the 

dominant dite and rejects anything that challenges their position. 

Hasenfeid views human service organizations as rxisting in both a general and 

task environment. The general environment is made up of a number of conditions that by 

and large, are unaffected by the actions of a human service organization but which have 

major impact on the functioning of human service organizations. These factors include 

the economic, sociodemographic, cultural, political-legal and technological conditions 

of the society that the human seMce organization hct ions  within. Benson f197.7) 

makes the point that for human service organizations the line between ideology and 



technology is often blurred, since the technology of a social service organization ofken 

consists of the transmission of the attitudes and values of the dominant elite. The 

political and economic environments also influence the choice of service technologies, or 

in the case of human seMce organizations, service ideologies. If we recognize that the 

selection of service technologies or more specifically service ideologes are linked to 

both the external and intemal political economies of hurnan service organizations. we 

can begn to recognize that the service ideologies of human service organizations or child 

welfare agencies reflect the power relations of the dominant elite. The choice of 

ideologies is a politicaI choice. 

For Hasenfeld fI9831 '' the general environment defines the range of 

opportunities, constraints, and options available to the organization as it . . . transfomis 

itself into an institution fHusenjl.d I983:60). An organization that has become 

institutionalized must continually involve itself in five critical decision-making areas: ( 1 ) 

development of a service mission for the organization within the realities of 

opportunities, constraints, and contingencies presented by the environment, ( 2 )  

negotiating with extemal interest groups to gain ieg-itimation and obtain resources, (3 )  the 

selection of service ideologies to camy out the mission of the or-mization, (4) the 

establishment of the intemal divisions of labor, and (5) responding to environment 

changes (Husenfr(J 1983r60). The relevance of applying this framework to the analysis 

of a child welfare agncy is readily apparent For example, the state of the society's 

economy directly impacts on the state of economy within the organization. Economic 

conditions outside the organization, as well as the filters applied by funden, determine 



the supply of resources to the organization. However. the nate of the economy also 

impacts on the demand for seNices. It is well documented that the expansion of Child 

welfare service mandates occurs in more affluent tirnes while the demands for services 

increases dramatically during economic down turns. The cment Child and Farnily 

Services Act ratified in 1985 greatly increased the range of seMces provided by the 

agency. However the down sizing of the mid 80's that has continued into the late 90's 

makes even meeting minimum service demands a growing and some suggest, an 

impossible challenge. 

The resource of kgtirnation or authority is one thar develops between the agency 

and its political environment When the political environrnent sanctions the 

oganizational domain of a human service organization it provides the authority for the 

organization îhrough a numkr of methods. For a child welfare agency, the legal 

mandate p n t e d  it through law validates its authority. The continued ability of a chld 

welfare agency to obtain the resources it requires is based on the ideological 

compatibility of the agency wjth key elements of the task environment and the support of 

important political dite /Husenfeki 1983r64). 

Socio-demographic conditions such as ase, sex, family composition, race or 

ethnic composition are highly correlated with the incidence of certain needs and 

problerns. For example, the increasing nurnbers of adolescent mothers choosing to 

parent their children presents a sewice demand that twenty-five years ago was barely 

acknowledged The fact that they are ofien attempting to parent without the suppon of 

extended family can be the reflection of changing pattern in family mobiIity. Human 



service organizations are particularly sensitive to the dominant cultural and value systems 

and their fùnctioning refiects the ideologies of the dominant elite. The definition of what 

acceptable parenting is ofien defined by white middle class standards. 

The comection between hurnan service organizations and the political and legal 

conditions they operate within is clear. A significant percentage of the resources 

available to the orgganization are politically controlled with access to the resources 

govemed by an equally political process. As legally mandated entities, human service 

organizations operate amid a vast array of legal constnints that define the conditions that 

the organization rnust meet and conform to in sewing its clients. The demise of the 

Children's Aid Society of Wi~ipeg ,  the regionalization of child welfare services in 1985, 

and the centralization of six separate agencies in 1991 can all trace their roots to a 

polihcally motivated legally mandated process. 

The final condition of the general environment relates to the service technologies, 

ideologies or interventions available to human service organizations in working with or 

on their ciients. Service technologies are the set of procedures aimed at changine the 

physical, psychological, social, or cultural attributes of people in order to transform 

themWrcsrnfrld 1983: l I l ) .  The service technologies follow along a continuum with one 

end of the continuum focusing on rnaintaining and enhancing behavior moving to 

technologies that aim to control, remedy, or ameliorate behavior. 

A link exists between the implementation of service technologies and the 

organization's structure. Divisions of labor, the arrangement of staff activities, the 

distribution of authority, and the patterns of communication and coordination a11 trace 



their roots to the dominant service technology. Service technologies are based on an 

explicit or implicit mode1 of human nature that is tied to a particular set of beliefs and 

values which jwiQ its use. If the dominant ideologies focus on the inadequacies of 

women, why would women in the organization be viewed as k ing  intrinsicaily more 

competent than their clients*? However, given " the apparent simplistic and indeterminate 

service technologies deployed by many human senrice organizations little overall 

technical progress is reflected in responding to human problems and needs"fHusenfeid 

198359). Despite the millions of dollars spent each year on famil- preservation 

programs or therapeutic foster placements very little research exists to document the 

effectiveness of either intervention- What works and what doesn't in addressine the 

needs of clients is still by and large a matter of nothing more than persona1 opinion. 

The organizational domain defines the task environment of an organization. 

Hasenfeid /1983:60) defines organizational domain as the daims that the organization 

stakes out for itself in terms of human problems or needs covered population serveci, and 

services rendered. Having defined its domain the task environment is the set of al1 

e.xtemal groups and organizations controlling access to potential and actual resources for 

the organization. These would include providers of fiscal resources, providers of 

iegitimization and authority, providers of clients, providers of complementary services, 

consurnen and recipients of the organizations services, and competing organizations. 

The organization must also be acknowledged by the dominant elite as having the 

right to its orsanizational domain and to becoming institutionalized. This 

acknowledgment must corne in the fom the required resources of authority and money. 



As a perquisite of accepting these resources, the organization must allow the.dominant 

elite the right to monitor and evaiuate the organizations perfomance, thereby linking the 

organization to the task of maintaining the value base of the dominant elite. 

Chemesky and M n  (Z989) use this framework to articulate the role of politics 

in sustaining gender inequalities. They view the utilization of this perspective to 

examine women in social welfare as allowing for a focus on the conditions under which 

women seIl their labour in a market economy and on the ideological justifications for 

these conditions. The politicaltconomy mode1 focuses on the interdependence of 

family. economy, and politics. h is concemed with how experiences in one area shape 

and constrain experiences in others. The belief that women are responsible for the care 

of family rnemben has an impact on how the work they perforrn in the market econorny 

is valued. It suggests that the family, and women's and men's traditional roles in it, cm 

account for women's subordinate status in the paid work sphere. An application of this 

theoretical framework will provide the clearest analysis of the factors that keep women 

From achieving their place in positions of authority and power since it provides for a 

complete assessrnent of al1 the environrnents a human service organization such as a 

child welfare agency e i a s  in. 

THE CONCEPT OF CAMER DEVELOPMENT 

The concept of a career may be descnbed as " an employee's sequences of 

experiences and roles in work-related organizations. "lMelcimed 1996) Career 

development c m  be conceptuaiized as an intemal process that interacts with the formai 



processes in organkaîions fSolornon, Bzshop & Bresser 1986). This midy wi 11 examine a 

number of atlnoutes that make up the concept o f  career development These include 

career interruptions, family status, education level, and mentors. 

The literature describes four developmental models of the concept of career 

development: 

1. li fe-span models. 

2. individual di Rerences models. 

3. directional pattern models. 

4. organizational rnodelsfiC(ekumed IW61. 

The life-span models would be best described by Super fl984 and Levinson's 

f I 986) wor k- 

The literature on the life-span models of career development approaches the 

concept of career development from a variety of viewpoints but three basic assumptions 

underpin the various theoretical models. First, individuals pass through distinct career 

phases each with specific developmental tasks. Secondly, each phase is characterized by 

different work attitudes and behavion. And fi nally, individuals in the same career phase 

seek to satisQ their work related needs in similar ways. 

Super's (1 9841 mode1 of career development suggests that there are four distinct 

psychological stages in an individual's career development The first stage, exploration 

focuses on identifLing interests and capacities and the relationship between work and 

non-work activities. The second stage, establishment focuses on increasing 

cornmitments to a career, as well as achieving some measure of advancement and 



gowth. In this stage there is also increased stability in a persona1 life. The third stage of 

career development is the maintenance stage where the focus is on holding on to career 

accomplishments. The fourth and final stage in this model is decline. In this stage the 

individual focuses on disengaging from work and developing a new self-image 

independent of work. While Super does acknowledge that these four stages are not 

necessarily sequential there is no suggestion that women experience these stages in a 

di fferent order. However, this model does view careers as Fundamentally continuous. 

ignoring the realities of child bearing and rearing. 

Levinson 11986) addresses the issue of aging and maturation in his mode1 of 

career development. For Levinson, the various life stages each bring repeating patterns 

of yowth, transition and stabilization. The passage of tirne brin- with it particular work 

activities, challenges and psychoIogical issues that must be mastered. Levinson securely 

ties age to career development. Levinson's rnodei does not address any gender 

di fferences. 

The abstract concept of career stage developmrnt in the Me-span models has 

been operationalized in primaril y three ways. Chronological age, 

oqanizationaVoccupational tenure and posiîiodjob tenure have al1 been used alone or 

together to identie an individual's career stage. Occupational/organizational tenure has 

k e n  divided into the establishment, advancement and maintenance stages. 

Positionaiijob tenure are delineated as moving through the orientation, growth and 

plateau stages/,lforrow & itfcEiro-v 1987. Ho wever, Bedeian, P ino  latto, Long and 

Griffeth's (1 991) midy used various combinations of the above and found that how the 



concept was operationalized produced different correlation patterns across career stages. 

Othen have suggested that regarcüess of how the concept is operationalized the findings 

are all relatively modest indicating that the importance of the concept of career 

development may be ovenîated(;.ilfen & iCièpr 1993)(itforrow & McEfroy I W7) 

The "individual di fferences" model of career development is delineated in the 

human capital approach. This model emphasizes the attributes of the individual. The 

path to career success involves possessing the vanous forms of capital valued by the 

labor market. Human capital includes but is not restricted to mental ability. educational 

attainment, penonality traits race and sender. Ultirnately, career development and 

success is based on having to sel1 as labor what the market place is interested in 

buyingf:C~ftc(umed 1996: 3(N. The human capital model wouid suggest that an? 

differences in work patterns between men and women could be explained by the fact that 

because of child beariny and rearing, women cxpect to spend lcss timr in the workforce 

and as a result spend less time on education and have more interruptions as they balance 

their family and worli obligations. This behavior chus continues their human capital 

deficit(Schneer & Rertmun 1995: 292). 

Astin f1984 fdt that while the basic motivation to work was the same for men 

and women, women made different career developrnent choices than their male 

counterparts. He saw these choices as based in their early socialization and different 

stmctural opportunities. For Astin, an examination of career development should focus 

on primarily four aspects: career aspirations, job involvement, career interruptions and 

multiple domain involvement. Some studies have concluded that women simply have 



Iower career aspirations/Lorence 19887). It may be that recognizing the demands of 

family life on them has lead women to expect less from paid ernployment. Coupled with 

the biological realities of child birth and the resulting break(s) in employment are the 

almost total lack of institutiona1 supports for working mothen. Our patriarchal society 

expects mothers and not fathen to sacrifice their careers for the sake of their children. A 

widespread belief exists that to have a successful career requires that a women choose to 

give up or at lest delay mothcrhood if not rnarriage itself The dual job responsibilities 

or multiple domains of family caretaker and outside incorne eamer that most women 

assume are ofien highlighted as reasons for the lack of women in positions of 

powerflqvlor & Spencer 19.581. Other studies have found no relationship between child 

bearing and career development /hfurshuïl d; J ~ n e s  I Y 9 @  The authors did suggest 

however that gender bias against women rnay create a floor effect, depressing women's 

career development to a level at which additional variables such as child bearins have 

little effect. Morgm_ Schor and Martin (1993) found in their midy of gender differences 

in career development that there were differences in how a woman's career developed 

when compared to her male counterpam. In this study, the difference between male and 

female banking managers Iay in the length of time it took to achieve equivalent middle 

management positions. Women took longer to reach the same place as their male 

colleagues. Given that banking is primarily female at the entry lrvel but predominately 

male at the executive level, this study's finding might be particularly relevant. The 

authon describe their fmdings as being supportive of the Slow Burn theo. of women's 

career developmen~. This theory suggests that men and women achieve the same career 



pals, it simply takes women longer to achieve the goal. While gender has b e n  viewed 

in much of the literatwe as king the basis for differences in career development and 

power between men and women, Solomon, Bishop and Bresser (1986) felt that gender 

differences Ied to different attitudes, expectations and behavioa and that those 

differences had an impact on career development and success 

For the purposes of this study the concept of career development encompassed 

attributes of both the life-span models and the individual differences model of career 

development One of the basic premises of the life-span mode1 of career development is 

that individuals in the sarne career phase seek to satisfy their work related needs in 

similar wvays. This examination of the managers of Winnipeg Child and Family Services 

sought to quanti@ the variables that predict power, authority and participation in strategic 

decision-making. The life-span model of career development begins to provide a 

framework to see which resources the managers have at their disposal to satis- their 

work needs. The individual differences model aI1ows for the examination of differences 

in human capital between male and female managers. As a result, career intemptions, 

education level, family status. and mentors were al1 factors examined in this research. 

CAREER LNTERRUPTIONS 

Some research has suggested that the traditional female occupations do not 

penalize women for career interruptions since there are few oppominihes for 

advancement in these occupations. This assumption would be supported by the work of 

Polache k (1 979, 1982). Polachek' s studies on occupational segregation suggest that 



women who e v c t  to have work/career interruptions will enter occupations in which the 

experiencedng profiIe is relatively flat fRobinson 1986). In the traditional femate 

occupations, women with more yem of work experience cm be expected to achieve 

higher levels of objective success, that is higher salaries and organizational positions. 

According to Polachek, the more discontinuous a women's work activities, the less her 

yean of experience and as a result the lower her level of occupational attainment. A 

variarion of this a ravent  could be the Slow Burn Thçory, that is, women can achieve as 

much as men, it simply takes them longer to get there. 

Robinson's (1986 findings were somewhat supportive of this position. She 

found that recent work interruptions significantly reduce job attainrnents in spite of 

previous work experience. The implication of these tindings appears to be that the 

timing of career interruptions may have greater impact at the begiming of a career 

development path, but that over tirne the interruptions effects dissipate. It may be that 

women simply take longer to achieve the same goals as men. Haven and Healy's 1199/) 

midy of women poiiticians in Connecticut found that as a whoie. women politicians were 

older than their male counterparts. 

Baber and Monaghan's /1%W study of 250 unrnarried female college students 

found that those women planning a career in one of the traditional female occupations 

were significantly more child oriented than those planning to enter male dominated 

professions. This perhaps, could be indirect support for the belief that women who enter 

social work are less interested in career achievements and are more focused on finding a 

job that will let them balance the demands of fmily and employment Baber and 



Monaghan (1988) also suggest that the changing expectations around appropriate roles 

for women has resulted in the increased labor force participation of young women This 

redity has in tum has influenced the age at marriage and the timing of child bearing 

decisions. 

Augrist' s (1 9 3 )  contingency theory suggests that women are socialized to 

prepare and adjust to a variety of contingencies, the most important k i n g  mamage and 

the parenting role. Augist further theorizes that this contingency orientation is reflected 

in women's penonality development, belief systems and Iife choices. In the late 1960s, 

70°6 of professional working women were clustered in teaching, nursing secretanal 

work, and social work I;rcngri 19-2 us clled rn Buber & ,bfonughn 1 9 8 :  190). As stated 

previousiy, these professions are ofien sren as women's professions and are assurned to 

be more flexible in allowing for wornen to combine work and family responsibility. 

Dan 1199j) suggests that women view the workplace as being fundamrntally 

male in its attributes. Cornpetition as well as constant and comparative evaluations 

between individuals in the workplace are described as k i n g  precisely the kinds of 

situations in which women feel disadvantaged These factors, according to Dan, 

routinely cause women to have lower evaluations of their abilities and ewctations of 

achievement Dan suggests that since the ferninine ideal discourages women from 

seeking or achieving power, wornrn tend to lower their career aspirations to rninimize 

social and psychological conflicts that result when atternpting to combine the demands of 

family and the workplace. However Dan's study of Austnlian male and female public 

sector ernployees, found that women's subjective perception of their level of success was 



sirnilar to their male counterparts. This perception existed despite their recognition that 

by objective standards, they achieved significantly lower levels of pay and position 

within the organization. mis  finding was particularly true for women who had 

experienced career interruptions. When continuously employed men and wornen were 

compared, salary was the only difference between them. Men were paid more. lf women 

felt that the? were successful, pertiaps their definition of success is, in some way, 

different than the male definition of success? Perhaps the goals women seek to achieve 

in the workplace, have less to do with power and position and more to do with being 

connected to others within the workplace? f'Giliigun I W ? )  

Dan's 1199j) research also found that women viewed family responsibilities as 

the reason why they were objectively less successiÜ1 in the workplace. Further. women 

did not see the satisfactions of family Iife as compensatîng hily for lower incomes and 

positions at work. 

Killien's / I  98") study of the child bearing decisions of professional couples' 

looked at 1 15 women who were professionally employed or completing advanced 

education in the medical field. She found that these women perceived advancing their 

career goals as being a deterrent to child bearing. However, she found that in terms of 

their actual behavior, career goals were not leading predictors of ultimate child bearing. 

It was Killien's interpretation of these findings that while women might be concemed 

about the potential negative impact of parenthood in the short terrn, in the Ionpterm 

there was no effect on the ultimate decision to parent. 



A review of the literature did reveal one midy that found a history of career 

interruptions resdting in a greater negative outcome for men than for women Schneer 

and Reitman 12990) studied the effects of a single employment gap on the career of male 

and female MBA graduates. The researchers lwked at the impact of this single gap on 

income and career satisfaction. It was their reasoning that non-social1 y acceptable 

reasons for employment gaps would have greater impact on these two variables than 

socially acceptable reasons. Women are expected to take rime off from employment to 

have children. This socially acceptable reason was not seen as an option for men. It was 

theorized that gaps in men's employment hstory might be the result of organizational 

restructuring and down sizing leading to the redundancy of managers. If job loss was the 

result, the impact would have greater negative effect. Schneer and Reitman 11990) found 

that sipificantly more of the women in this study has experienced employment gaps than 

men. However, the women's gaps were more likely to be voluntarv, while the reverse 

was mie of the men. Respondents with gaps eamed about 2296 less than those without 

rraps. However. the magnitude of the difference in incornes was greater for men than 
Y 

women. Men experienced a 25?6 drop in income while the impact on women resulted in 

a loss of only 1j06. However, this study found that continuously employed women 

needed six more yean of experience to achieve the same income level as a similarly 

qualitied man. 

Women aged 45 to 54, of the prime age to achieve senior management positions, 

will account for more than one-third of a11 net additions to the labor force between 1994 

and ZOOS (Citited States Bureuu of Liihr Sfutistics: 28). Between 1970 and 1988 the 



proportion of Canadian women in the paid work force increased from 38.1 ?/o to 57.4943 

6tutisrics Cumdu 1990). But despite the increase in their numben the proportion of 

women in positions of organizational power have remained at l e s  than 5% (Gurek 

1993:302/. Numben alone should entitle women to their share of senior positions. It 

wodd be these women, who entered social work in the 70's that would now be at the 

career stage to assume leadership positions. The fact that women have not achieved 

these positions points to the existence of forces which impede their career progress. 

FAiiILY ST.4WS 

The literature suggests that after work interruption. a woman's marital and 

parenting status appears to have the most significant negative impact on her objective 

career achievements. Whrther measured by salary or organizational position, mamed 

women and women with parenting responsibilities consistently, with only several 

exceptions. have been found to receive lower salaries and to be confined to the lower 

levels of organizational hierarchies. 

Petrnon / 1 9 W  delineates two major theoretical argments for rationalizing 

wornen's lower levels of success in the Iabor market. individualist explanations focus on 

differences in choice of occupation, women's lack of the required human capital, or 

differences in career commitment between men and women. Becker's (1985) paper, 

"Human Capital, Effort, and the Sexual Division of Laboi'. is often quoted as the 

premier source document in studies examining differences in human capital investments 

between men and women. Becker argues that married women increased their 



participation in the market place when Western economies developed to the point that 

their involvement was required to sustain economic growth, especially in the exp;inding 

economies of the service sector. Becker's explmation for the eaniing differentials 

between men and women suggests that women's increased participation in the labor 

force rnay have temporarily reduced or limited the eamings of women since an increased 

suppb of Iabor into the market generdly lowen wages. Further, earnings to women will 

be temporarily reduced as a result of increased on-the-job investments by employers 

(Becker: S33. However, Becker States that even when men's and women's human 

capital variables are equalized women will still earn less since they w i l l  choose 

predominantly fernale occupations. Becker postdates that the dernands of these 

occupations are less taxing and therefore more compatible to the demands of meeting 

family responsibilities. Family work fàlls more heavily on women. Even when men 

express a cornmitment to shared responsibilities. these values are rarely reflected in day- 

to-day reality (Buber & Dreyer lW@. It is Becker's position that primary responsibility 

for chiid care. food preparation, and othrr household activities limits women's ability to 

achieve equivalent financial and organinizational success in the labor market. Becker goes 

on to suggest that rven when men and wornen have identical human capital investments, 

the double demands placed on women causes them to specialize in diflerent types of 

investments and to allocate their time differently. It is these specialized investments and 

differences in time allocation that cause the continued wage differences between men 

and women. 



According to Peterson t19891 huctural explanations for the differences in 

eamings between men and women focus on employer's preferences for employees with 

particular maritauparental statuses. Employen rnay use family status as an indicator of 

productivity, likelihood of turnover, or job commitment. Peterson (1 989) suggests 

simpiy studying differences in male and female human capital investments is inadequate 

and tbat employen may also discriminate on either the b a i s  of an ascribed status, race or 

gender or they rnay discriminate on the bais of achieved statues such as marital or 

parenting status. 

Petenon II989) found that marital and parenting history explained a significant 

amount of the differences in houriy wages between married women and single or 

childless women. His findings suggest that mamage and children impact negativrly on 

the accumulation of human capital by women. In support of Becker's 11985) and 

Polachek's (1 9-9. 19821 position. Petenon found that the effects of maritaliparental 

history were weakest in predominantly female occupations, stronger in mixed 

occupations, and strongest in the predominantly male occupations. Peterson ( 1989) also 

found that after controlling for the hurnan capital variables, the differences between men 

and women in the effect of family history, were reduced but not rlirninated. It is 

Peterson's belief that this unaccounted for difference is the result of systematic 

discrimination by employers against women. 

Roberts, Brumer, White and Marmot's (2993) study of gender differences in 

emplo-ment and occupational mobility in the British Civil Service confimed many of 

the previousl y identified findings. Roberts et al (1993) found that k ing  married was a 



positive attribute for men but a negative attribute for women in tems of upward rnobility 

within the civil service. Further, the parenting of children, irrespective of marital statu, 

is associated with wonening rnobiiity for women, but not for men. For women who were 

both married and parenting children, these combined factors resulted in an even greater 

lack of upward mobility in the British civil service. The results of Roberts et al's research 

cleariy shows the effects of gender and family statu on wages. At age 23, the female to 

male pay ratio is 8z0'0. Ar age 33 the gap widens to women earning 71°/0 of men. 

The effects of family status are even more startling. Non-rnothers eamed 84% of 

mrn's pay at both age 23 and 33. On the other hand mothers eamed only 70°6 of mçn's 

wages at age 23, falling to 64% at age 33. By age 33, the gender gap is 20°/0 larger for 

mothers than non-mothers. 

For womcn who are mothers, one child resulted in a 109' reduction in wages and 

two children, a reduction of 30°6. However, the researchers did indicate that paid 

maternity leave eliminated most of the negative effects of having one child and reduced 

by half the negative impact on wages two children caused. 

Waldfogel's /1995) study of avery British man and woman bom dunng the first 

week of March 1958 provides some valuable insights. Surveys of the cohort rnemben 

were conducted at birth, ages 7, 1 1, 16, 23 and in 199 1 when the cohort was 33 years of 

age. Given the breadth of this study sample its findings are particularly relevant. The 

authon of this study examinrd the relationship benveen family status and wages. They 

felt that three hypotheses could e.ylain the documented differences in wages between 

men and wornen. 



Their first hypotheses explored the concept of heterogeneity. This perspective 

declares that there is no causal relationship between family status and pay but that 

women who differ in family status rnight also differ in some unmeasured quality such as 

motivation to work or commitment to work (Roberts et al 1995385). Such unobserved 

and unmeasured heterogeneiîy could then b i s  results. For example, Ki1lien.s /I987) 

çtudy found that women, who were ambivalent about ultimately parenting were those 

with the greatest career commitment. 

Their second hypotheses examined the human capital perspective that has 

previously been delineated. Their third hypotheses was similar to Peterson's f19W 

structural expianation. Employers believe that mothen with children will altow their 

family responsibilities ro interfere with work. As a result mothers with chiidren are paid 

less by their employen. What al1 three hypotheses have in common is the notion that 

heterogeneity and human capital can not explain the rntire relationship between family 

status and women's lower wages. It  was Waldfogel's 1199jj conclusion that the vast 

rnajority of the wage gap behveen men and women resulted from differential treatment in 

the labor market. 

Newark and Mclennan l lY9j)  studied the relationship between self-reported 

discrimination and subsequent labor force outcomes. The outcomes studied included 

iabor interruptions, employer changes, demographic changes, and wage growth. Their 

results found that women who report discrimination at work are more likely to have 

children and ma-. 



LEVEL OF EDUCATION 

Robinson's (1986) midy examined the impact of education and fint-job statu, on 

curent level of occupational attainments. The statu atîainment mode1 niggests that 

socio-economic origins and achieved charactenstics such as education and experience 

determine occupationai attainment Robinson used the Social Change in Canada S m q s  

carried out in 1977, 1979 and 1981 as her sources of data. She found that while 

education impacted on first-job status, when fiat-job status was controlled for, education 

levei had no sigificant rffect on a women's occupational attainment. Robinson /IW6) 

found that, for the purposes of her study, if a woman was over qualified for her first job. 

her level of education did not appear to improve her occupational status in the future. 

However, for men, an increase in their Ievel of education did have an effect on their 

occupational attainment. 

This finding conflicts with Duncan. Preis and Sandy's 11993) retxamination of 

data used by Polachek (19'9. 1981)- Their analyses found that increases in education 

increased rarnings irrespective of gender. The- also found that as a married woman's 

husband's education level increases, her involvement in the labor market decreases. 

Roberts et al (1 993) found that even when education levels were similar, men 

were admitted into a higher grade of the British Civil Service than women. Koenigsberg, 

Garet and Rosenbaum's (199.1) study into the job exits of Wung adults found that men 

were somewhat more likely than women to leave their jobs to attend school. Waldfogel's 

11995) study of a cohort of British men and women bom in the fint week of March 1958 



I 

found that difference in education level between the sexes at age 33 accounted for men 

earning 15% more than women. 

Mueller, Kuruvilla and Ivenon U99-1) in their e.xmination of Swedish 

professionals found that once in a profession, advancement into positions of 

organizational authority are based on criteria other than education. 

Wolf and Fligstein's (2979) random study of l O , j  17 Amencans found that in 

terms of gaining access to positions with organizational authority, men received about 

three times the retum for each year of pst-secondary education than women do. 

However. it appeared that in respect to level of rducation. the lower the level of 

organizational authority, the more egalitarian the process of acquiring that level of 

authority. 

MENTORS 

Although mentors have long been used as a career development and training tool, 

most ernpirical research into the mentor-protégé relationship has occurred since the late 

1970's. A number of conceptual and operational definitions of menton have emerged. 

The modem day meanings derive From the mode1 of Mentor in the "Odyssey". Clawson 

and Kram /1984:22) cal1 it a "developrnental relationship - in which the conscious goal 

of both parties is to develop the ability and profitability of the subordinate." Gaskill and 

Sibley (1 990: I )  define the process as a " career development and advancement strategy 

whereby a more experienced, higher ninking individual (mentor) performs various career 

and psychological functions, beyond normal supewisory guidance to a lower nnking, 



developing individual (protégé)(Gerket cYr Sable I990:l-21." Most frequently, a mentor is 

a seasoned, senior executive who can offer the wisdom of years of experience from 

which to counsel and guide younger individuals as they move ahead in their careers. 

Menton are usually well-placed individuals willing to share their expertise and to use 

both formai and infornial means of influence with others in the organization to fiuther 

the career of the protégélaowen 1986). The mentor-protégé relationship has k e n  

described as the rnost emotionally intense, influential. career-boosting relationship 

existing in organizationsGarkiIl & Sib@ 1990). Bolton (1980: 199) proposes that 

mentonne exists when "an experienced person provides guidance and support in a variety 

of ways to the developing novice ... in addition to king a role mode!, [the mentor] acts as 

a pide, tutor, or coach, and a contïdant. Protégés are "up and corners*' who have 

attracted the attention of superion by their enthusiasm, dedication, hard work, 

cornpetence, and assertiveness. Frequently, mentors and protégés share charactenstics 

and the relationship gows out of a nahiral attractionHunt &- .I,fichael 19133. S t m  1992). 

The literature suggests that " everyone who succeeds has had a mentor or menton" 

( L d i n g .  Clements. & Perkins 1978t100). Individuals who are mentored have more 

organizational influence and powerfFugenson 1988). earn higher incornesfChm. CVuk dI- 

Gorcher I992)fDreher & .Ish 1990)fRoche 19?9). receive more promotions, recognition, 

and oppomuiitiesfFugenson 1992)(Caskill &- Sibley 1990). and are more productive and 

satisfied with their jobs than non-mentored employees(Chm, Wak & Garner 

1992)fGuskrll& Sible-v 1990.  Murray and Owen (1 991) daim that mentored individuals 

have higher productivity and performance ratings, a career development plan, more 



money, more pleasure in work and greater job satisfaction than non-mentored 

employees. Menton typically have a strong influence on their protégés and their 

protégés' careers, with most characterizhg the mentor as having 'substantial' influence 

(Roche. 1 979). 

The need for power, on the part of both the rnentorfHunr d Michae[ 1983) and 

the protégéfFagemn 1992). has been found to play a role in mentoring relationships. 

Menton often bring a need for power to the relationship and serving as a mentor to a 

successful protégé is one way to expand one's sphere of influence, while those 

individuals who become protkses seem to have a higher need for achievemrnt and power 

than non-protégés(Fugenson 1992). Fagenson (1988.) found that mentored individuals 

reported having more organizational policy influence. seater access to important people. 

and geater resourcr power than non-rnentored individuals, regardless of gender and level 

in the organization. Kanter (19-9) stated that the main source of power for young 

professionals was derived from an alliance with a well-placed executive. 

Kram f1983.IY83) has identified two types of mentoring functions: career and 

psycho-social. The career functions are those which primarily enhance career 

development. They include introductions to top people in the organization or indus-, 

recommendations for advancement, coaching, protection, and challenging work 

assignmsnts. Psycho-social functions are those that enhance perceived cornpetence, 

identity. and effectiveness in the managerial roIe/ Rugins 1989). The psycho-social 

functions are focused on the more interpersonal level and include role rnodeling, 

acceptance and confirmation, counseling, and m'endship. 



Noe f 1988~) found that women protégés received more psycho-social functions 

than career functions tiom their mentors, while Burke, McKeen, and McKenna (1990) 

and Dreher and Ash (1990) found that female mentors were more likely than male 

menton to provide psycho-social Functions to their protégés. 

Research into the role of mentoring in women's careen has indicated that it play 

at least as critical a roie for them as it does for men, Moison, White and VanVelsor 

(1983 reported that 100°h of the women they midied who had reached the highest levels 

had help frorn above in contrast to 5506 of successful executive men. Women's career 

pmgress can be enhanced through mentoring by helping them develop their career paths 

and networks, by providing encouragement and motivation, and by providing role models 

f R u p s .  11)8!4. Conversely. women who fail to reach the highest levels cire the lack of 

help fiom above as one of the factors thwarting their upward movement (Burke LY. 

iCIcKeen, 19901. 

Despite the documsnted importance of mentoring relationships to women, the 

opportunities for such a relationship are often restricted Due largely to the dearth of 

female executives in the higher echelon of organizational structures, women are likrly to 

have less access to mentors, are more likely to perceive bamen to a mentoring 

relationship, and are likely to have male menton (Ragins h Cotton 1991). They are also 

more likely to encounter greater dificulties in the mentoring relationship (Bowen 1986: 

Hunt dI- !LfichueI. 1983; Yor. 1988a). Women face particular barrien to forming mentor 

relationships. Women may not recognize their importance or capability and not seek one 

nor have the skills or strategy to obtain a mentor: they may feel approaching a male 



mentor would be interpreted as a semai advance; they rnay substitute social support for 

power and advancement; and wornen may be viewed stereotypically, Le. as not 

possessing the requisite manageriai characteristics, leadership ability, competitiveness, 

sel f-confidence, aggressiveness, and am bition to succeed (7Voe, 1 988). 

As previously suggsted, fernale protégés rnay need different types of mentonng - 

a greater emphasis on psycho-social functions as opposed to career development. n i e  

study reponed by Burke and McKeen (1990) reveals that female mentors provide more 

counseling; women protégés tend to make better use of menton' knowledge of corporate 

culture, wornrn protégés in lower IeveIs need more encouragement: women protégés tend 

to have more contact with menton: women are constantly under scrutiny, which makes it 

more dificult to make a mistake: and wornen are not socialized to handle mentors as 

men are. However, other studies have found that menton may also confer legitimacy on a 

female protégé's work thus altering a CO-worker's stereotvpic perceptions and may butTer 

female protégés from both oven and covert discrimination U?ugins. 1989). 

Male protégés may use their mentors more rffectively than femaie protégés and 

shift From protégé to mentor at earlier ages than women fRugins. 1989). Women also 

tend to have more mentors than men, avengng three sponsors to two and tend to fom 

their relationships somewhat later (the majority during the siah to tenth years of their 

career) fRoche. / 9 -9). 

Cross-gender mentor relationships also carry unique characteristics. Because of 

the fewer numbers of women in positions to be menton, women more fkequently have 

male menton Nue. 1988; Ragins und Cotton. 199 1; Hunt und :Cfichurl. 19831. Kram 



lcired in H m  und hfichuei. 1983) found that fernale protégés are more likely to 

experience over protectiveness, greater social distance, and general discornfort with a 

male mentor, while Stewart kited Ni H m  and ~blichael. 1983) reported that women 

protégés are especially prone to making emotional ties with their male menton. 

A male mentor may feel that he is entitIed to define what female protégés need in 

the way of "support and confirmation and may even expect loyal- and extra service fiom 

female protégés" /Giibrrf und Rossmun. l992r23jj. Ln contras, fernale menton have 

less need than male mentors to define and dominate their protégés and to reassert their 

position of greater power. Overall, male mentors have a wider base of power and easier 

access to valuable resources which, in mm, may allow them to more effectively sponsor 

and promote their protégés (Gilbert und Rossman. 1 W2:23 61. Otien, in cross- yender 

mentor relationships (male mentor-female protégé), both parties will adopt stereotypical 

roles which then diminish the autonomy and cornpetence of the wornan f~Iuw.son und 

Krum. 1984). The role modeling fûnction in a cross-gender relationship is frequently 

unsatisfactory. 

The mutual liking and admiration in cross gender mentoring relationships may 

Iead to sexual tension and intimacy. nie cross-gender relatiowhip is also more subject 

to public scrutiny and peer resentment dian same-gender relationships Krum. 1985). 

Clawson and Kram /1984) suggest that mentors and protégés in cross-gender 

relationships need be concemed about hvo relationships: the interna1 or the relationshi p 

between the two of them: and the extemal, which incorporates the perceptions of the 

relationship from outside. 



Because the informdity between mentor and protégé may signal intimacy, and 

maintaining tw much distance rnay signal a non-caring attitude on the part of the mentor 

toward the protégé, Clawson and Kram (2984) have concluded that extremes of intimacy 

or distance can jeo pardize the developmental re Iations hi p. 

While the beneficial effects of mentoring relationships are wide-ranging, the risks 

and barriers to such relationships are real and nurnerous. The degree to which the mentor 

and protégé are prepared to take rish with one another will determine the constnicrive or 

destructive direction of the relationship (1Lfisstriun. 1982, citer/ in Bo wen. 1986: -3). 

Both mentor and protégé shoulder some risks entenng a mentor relationship. 

From the perspective of the mentor the protégé may lack the talent to perform at a 

higher level: if the protégé is Female, she is highly visible and her mistakzs more broadly 

known and if the protégé is the opposite gender, the mentor relationship may be seen by 

outsiders as a sexual one. From the perspective of the protégé: h e  or she ma? have a 

greater workload: may work under heightened scrutiny: may feel t hey are constant1 y 

under the shadow of the mentor; may risk being attached to a mentor who 1s unpopular or 

loses power, and there is the risk of a perceived sexual relationship (Fdt und iVewton, 

1 981: Burke und itlcKeen. I W O ) .  

Resentment of CO-worken, particularly those without menton can be the single 

greatest problern Bowerz, 1985: Fagenson 1988). A protégé may also become over- 

dependent on the mentor, who c m  take unfair advantase of him or her IFugemun, 1988). 

Gilbert and Rossrnan 11992r23-1) note that "the organizational forces that create 

and maintain these . . . (glass ceilings and walls) are Iikely reflected in the mentoring 



process and its goals. Thus potential female protégés may be deselected or ignored by 

male menton or given Iirnited access to information and control of resources because of 

organizational discornfort with women in leadership positions. 

For the purposes of this study a mentor was defined as an experienced higher 

ranking individual who provides guidance and support to the developing professional 

(protégé). A mentor frequently offers coachin5 sponsoring, coumelin& and role mode1 

functions to the protégé at variou stages of the protégé's career. 

METaODOLoGY 

CYTRODUCTION 

By examining a variety of factors this sud! hoped to identi- those variables that 

can predict power and authority within the agency. The independent variables under 

study wrre gender, age. career interruptions. family statu' mentors, and educational 

level. The three dependent variables were power, authority, and participation in the 

decision-making process. The decision-making process was operationalized to include 

tye of decision-making, stage of involvement in the decision-making process and level 

of involvernent in the decision-making process. 

The research instrument used was a questionnaire. The questions asked carne 

from a variety of sources. Some , especially those concerning authority, strategic 

decision areas and strategic decision-making had been used in previous research(Hel[rr, 

Drenth. Kooprnun di Rus 19381/Hich.~-on. Butler, C r q  ..2.fuloiy & Wilson 1986). The 

majority of the questions that sought to capture information on sources of individual 



power came out of the IiteratureGreiner & Schein 1988). Finally, the rernaining 

questions had their source in my own experiences as a manger in a child welfare agenq. 

This research design was chosen for a number of reasons. It was my hope that in 

using a quantitative research design, the results would be seen as less my subjective view 

and more a reflection of objective redity. Statistical techniques allow for the 

generalizing fiom a small population to a larger one and I felt that this was important 

given the number of social workers involved in the field of child welfare. Statistics are 

also powefil becaw they are concise. Their brevity makes them easily communicated. 

Survey research can also hrlp to identi. differences and similanties between groups. 

Given that gender was one of the independent variables examineci, a survey seemed the 

best approach. Finally, this research design is also lrss time consuming than a qualitative 

research design might be. 

SAMPLE 

The agency staff that were asked to participate in the study were memben of the 

agency's management team, including front hne supe~kon, directon of services, area 

directon and the members of the executive office. Winnipeg Child and Family Services 

had 54 management positions within its organizational structure at the tirne of this study. 

I choose not to complete a questionnaire. One of the Director of Services, a male, was on 

long tem sick leave and as a resuit a questionnaire was not sent to him. One male and 

one female front-line supervisor had ieft their positions and the positions remained empty 

at the time of the survey. As a resuit a total of 50 surveys were distributed. 72% or 36 of 



50 of the questionnaires were retumed The questionnaire was accompanied by a letter 

clarifying that participation in the survey was totaily up to the discretion of the 

respondent with no consequences, positive or oegative for non-participation. The return 

of the questionnaire was deemed to be consent. Prior to the surveys k ing sent out a 

letter was sent to the potential respondents to raise awareness and hopefully interest in 

the coming research. 

Before the s w e y  was distributed to the management sraîTof Winnipeg Child and 

FamiIy Services, the thesis proposal and the questionnaire were approved at the June, 

1997 meeting of the Faculty of Social Work's Ethics Cornmittee. After receiving the 

Ethics Committees approval, the questionnaire was pre-tested by the management staff of 

hvo other social service agencies to identi. any weaknesses in the questionnaire3 

design. With the support of the agency, the questionnaire was distibuted through the 

intemal mail system of Winnipeg Child and Family Services the week of June 23 rd.. 

1997. Given the anonpity of the agency's intemal mail system, with no possible way of 

determining who has returned their questionnaire or not, confidentiality and anonpity 

was assured. Three weeks afier the surveys were sent out a reminder notice was 

circulated to al1 potential participants. Retumed questionnaires were retrieved from the 

interna1 mail system in envelopes marked confidential and maintained in a locked filing 

cabinet. The input of statistical data was contracted out with the understanding that strict 

security and confidentiality be required. Feedback on the resuits of the survey will be 

provided to everyone invited to participate in the research through the same inter-agency 

mail system. 



A nurnber of limitations in this study must be recognized. The majority of 

questions in the survey were "close-ended", rneaning that the respondent chose fiom a 

limited nurnber of provided responses or a predetermined rating scale. The "close- 

ended" question design creates a discrete range of responses and therefore allows for a 

more precise natistical analysis. However, it does not allow for a subjective explanation 

of the response and at best can only provide a snapshot of the respondent's perceptions at 

that point in time. Some researchen suggest that surveys lack subtlety~Rrinhurz fY92). 

Surveys oversimpli@ complex issues by reducing them to the limited responses allowed. 

Objective. quantitative data-gatherinr rnethods depend on prior information 

which shapes the questions asked. They elicit answen that are interpreted according to 

the sets of pre-established questions. There is linle space for new information. There is 

no allowance for the effects of the questioner on one who is questioned. The categories 

of knowledge are determined independently of the subjects responses. It may be that a 

multitude of techniques should have been utilized to car* out this research. Feminist 

rnerhodology would suggest that the process of unstrucnired information gathering on a 

large scale must precede the use of structured questions in order to increase the 

probability that the information which is to be quantified reflects the circurnstances of 

the lives of the respondents. This format was not used and as a result important 

questions rnay have k e n  missed in the questionnaire. 

The reliability and validity of the research instrument raises some questions. It 

may be that the questions asked were not the appropriate ones to measure the dependent 

variables. The conceptualization of power, authority and participation in strategic 



decision-making may also have been inadequate. The indices developed to measure the 

possession of power and authority rnay have been tw cnide to capture the required 

information. 

Conversely. the determination of which variables predict the possession of power 

and authority may be limited to this particular agency. Winnipeg Child and Family 

Services rnay not be representative of other chiid welfare agencies. Results rnay not be 

relevant to agencies with a management structure made up of a different ethnic or 

cultural mem benhip. The sel f-reporting mechanism of a survey format asks questions 

that reveal perceptions. Sometimes perception is not reality. 

FinaIty, my long histop with the agency may have had some impact on the 

responses of those who returned the questionnaire and indeed whether the questionnaire 

was retumed at all. 

NDEPEIYDEYT VARIABLES 

The importance of gender is apparent in much of the literature that has already 

been outlined. The independent variable gender was operationalized as male or fernale 

and is a dichotomous nominal level variable. Question a 1 in the questionnaire capnired 

the necessary information. 

The next independent variable was age. The variable age ciearly has a 

relationship to the concept of career development. Much of the literature on career 

development views age as important to the conceptualization of career stagefsziper 1384 

& Levinwn 1986). Question Y 2 provides information on age. In its raw fom age is an 



interval level variable but for the purposes of statistical analsis age was recoded into an 

ordinal level variable "catage". This recoding was necessary given the tests of 

signiticance and association that were us& 

The independent variable career interruptions included maternity leaves, parental 

leaves or other professional interruptions. The literature susgests that career 

intemptions have a negative impact on career achievements/Dan 199j)fSchneer d; 

Rertmn 1990. 1995}/Tuy/or & Spencer 1989). If this is so than it is reasonable to 

assume that career interruptions might have a negative impact on power, authority and 

participation in strategic decision-making. Questions < 6. 7 and 8 captured this 

information. The number of career interruptions provides for an interval level variable. 

The total nurnber of career interruptions, regardless of the reason. were calculated and 

recoded into the variable "intertot". 

The literature suggests that being female, married and having child caring 

responsibilities al1 have a negative impact on career achievernentsfPzferson 

I989j1Rohrrt.v. Bnrnner. LYltrre B ;Lfurmot i Y 93) fiVdfogel 1 Y 951. The independent 

variable family status was delineated as singlein0 children, marriedino children, 

divorced'no children, common-lawho children, widowedho children, single with 

children, rnarried with children, divorced with children, widowed with children. The 

information was obtained in questions 34. In this sarnple 73.506 of the respondents to the 

survey identified themselves as mam'ed with children. The only other significant family 

status was divorced with children. 11.8?/0 of the respondents indicatrd that this status. 

There was no significant difference between the male and female managers and any of 



the family statuses. Again, for the purposes of statistical analysis, the data obtained was 

recoded into to reflect the respondent as married with children or other. This variable 

was delineated "marr" and is a dichotomous nominal level variable. 

Mentors have been found to be vital in achieving power and authority(lUlUiing. 

Clements. & Perkzn.. 19 78)flugemon 19618. 1992) (Murrison. Whrte. & Van Velsor 1987). 

The data on the independent variable mentors was obtained fiorn survey question #11 

and 1 S. Mentors is a dichotomous nominal levei variable. 

Finally, data of the independent variable level of education was captured in 

question $3. The literature sugests that men earn more human capital than women for 

their educational achievementsfifuefIer. KumilZu & Iverson 1994). The effect of level 

of education on the possession of power, authority and participation in strategic decision- 

making [vas studied The data was recoded to reflect a non-social work education, 

possession of a BSW and possession of a MSW. The new variable was narned "edrank" 

and c m  be thought of as a nominal level variable with three categories or as an ordinal 

level variable. 

DEPENDENT V.4RIABLES 

The dependent variables under study were power, authority and three aspects of 

the decision-making process; type of decision, stage of involvement in the decision- 

making process and level of involvernent in the decision-rnaking process. 

The literature identifies a nurnber of persona1 sources of power available to an 

individual. In order to capture information on sources of person-based power, a power 



index was developed The more an individual has access to sources of individual power, 

the greater their overall power index The index of personal power sources included the 

pamcipants perceptions of their possession of power and influence [question * 16(4, 6)] ,  

the participants perception of their level of information [question #16(1, 7) 23(e)], 

tradition, defined as historical knowledge about the agency [question # 16(8)], charisma 

defined as the ability to inspire devotion and enthusiasm in staff [question #! 16(9)], 

reputation [question t 73a)], professional credibility [question ? 23(b)], network of 

support outside the agency [question Y I6(5)], their staffs support [question % 23(c)]and 

their ability to cope with uncertainty [question =23(d)]. The majority of the questions that 

sought to capture information on sources of individual power came out of the 

literature(Grerner B Schrin 1988). The remaining questions had their source in my own 

experiences as a manger in a child welfare agency. 

Additional information, not included in the personal power index, included the 

respondent's identification of their area of expert knowledge [question 3 19Jand their 

colleagues perception of those with expen knowledge [question i 70 & 2 11. 

The second dependent variable was authority. Authority is defined as the 

legitimized rights and responsibilities available to the individual occupying the 

organizational position. Authority is tied to position within the agency's organizational 

structure. Possible p s i  tions incl uded the top management level: which includes area 

directon and members of the executive office excluding the CEO, the middle level 

which contains the Directors of Senice, and the Iower management or supervisory level. 



The assumption is made that by and large, the higher the management position the 

greater the level of authority in the agency. 

However, to clariQ the concept an authority, an authority index was also 

developed. Aside from identimng their hierarchical position, [question % 91, participants 

were asked to comment on the number of staff they directly or indirectly responsible for 

[questions it 10 & 1 I l ,  wntrol of how the work is organized in their unit [question !! 12 

(a)], their ability to hire and fire staff [question 12(b-c)], the size of the budget they 

control [question 3 12(d)], evaluation of staff [question + lZ(e)], the allocation of 

resources to other work units [question 9 Il(f)], sanctioning staff [question = 11(g)], their 

access to and control of resources [question $ 16(2-3)] and the centrality of their work to 

the fiinctioning of the agency [question + 171. Some of the questions had been used in 

previo us researc h/firfler, Drenth. Kuoprnun di RUT 1 988) /Hichson. Butler. Cr- i C f ~ l ( ~ v  

d- Wdsun 1 886). 

The second source of information on power was an individual's involvement in of 

the decision-making process. The concept of participation in the decision-making 

process was made up of three additional dependent variables: type of decision, stage of 

involvement in decision-making, and level of involvement in the decision-rnaking 

process. 

Type of decision was funher operationalized as strategc or operational decisions. 

A strategic decision was defined as a novel or precedent setting decision. An operational 

decision was defined as a routine. everyday decision. In tems of the type of decision. 

involvement in strcitegic decisions was viewed as reflecting more power than 



involvement in operational decisions. Information on the types of decisions an individual 

was involved with was obtained in questions #13 (a-m ). Question # 13 (a-h) were 

defined as stntegic decisions. Question iC 13 (Lm) were defied as operational decisions. 

Question #18 (a-b) seeks information on two particular strategic decisions. The 

first, # 18(a) addresses the respondents input or level of involvement in their area's 

volume management programming. Volume management is the tem used to describe 

the development of a number of progams and initiatives to attempt to prevent children 

coming into care or if already in agency care, work to retum those children as quickly as 

possible to a family situation. Throughout the agency this initiative has resulted in over 

forty new social work positions. This initiative, implemented throughout the agency, 

would qualiQ as a strategic decision. 

Question # 18(b) solicits level of involvement information on another specific 

stntegic decision. Each of the four areas has recently re-structured their semice delivery 

systern. Southwea recently organized an abuse intake unit. East has just implemented a 

centralized intake unit. Central has developed another unit in their satellite ofice on 

Broadway and North West is in the process of restnicturing seMces out of their 80 Salter 

ofice. 

The level of involvement in these two strategic decisions was operationalized by 

the respondents ranking their involvement fiom 1 ) no or minimal information provided, 

2) providing information only, 3) providing advice or an opinion, 4) advice taken into 

consideration, 5 )  joint decision-making to 6) complete control over the decision. 



Using the sarne strategic decisions of volume management programming and the 

restnicturing of the seMce delivexy system, data was obtained Corn the respondents on 

their stage of involvement these strategic decisionmaking processes. The stages of the 

decision-making process were operationalized as 1) start-upl initiation, 2) development 

of options, 3) finalization and 4) implernentation of the decision. Question ri 17(a-b) 

collected this information. 

ST.4TISTIC.U lXTERPRET4TION 

The variables in many of the research questions are dichotomous nominal level 

variables. The explmation of the statistical tests utitized is required. The Chi-squared 

test is a non-parametnc test for independence or signi ficance, whereby espected 

kquencies are cornpared against observed fiequencies. It provides littlr information 

about the strength or form of the association behveen the two variables. When chi- 

squared is applied to samples that are large. it is a versatile and dependent measure. 

When the number of cases is small the chi-squared computation is less stable and may 

give inflated results. The inclusion in the SPSS p rogm of Fisher's Exact test for a 2 x 2 

table has made it the preferred index of probability when the expected ceIl fiequency is 

less than 5. Fisher3 exact test c m  also be used as a test of significance on PRE or 

proportional reduction in error measures, where îhere are two dichotornous variables. 

Both the chi-squared and Fisher's exact test produce one-tailed and two-tailed results. If 

our assumption is that the relationship is symmetrïc or nondirectional we use the two- 



tailed results. If our assumption is that there is a asymmetric or directional relationship a 

one-tailed result is appropriate. 

No single measure of association adequately swnmarizes al1 possible types of 

association. Measures of association are measures that examine the strength and the 

direction of the relationship between variables. For nominal level variables, the available 

measures of association can ody provide some indication of the strength of association 

between variables: they cannot indicate the direction or mything about the relationship. 

There are hvo types of measures of association for a 2 x 2 nominal level data: those based 

on the chi-sqwed statistic and those that follow the logic of the proportional reduction 

in error, denoted PRE. 

The Phi coefficient, Cramer's V and the Contingency Coefficient are based on the 

chi-squared statistic and c m  be used as measures of association for 2 x 2 tables with 

nominal level variables. Given that thcse measures are not standardized, their 

interpretation can be diflicult. Phi is used to descnie the sîrength and the direction of 

the relationship between two variables that are both dichotornous. The direction of Phi is 

dependent upon how the 2 x 2 table is organized Phi is most appropriately used when 

data is presented with two nominal level variables with two categories. If the data is 

presented in more than two categories the Contingency Coeficient and Cramer's V are 

the more appropriate measure of association and Phi should not be used. 

The Contingency Coefficient is the measure of association between h o  or more 

variables when the fiequency data fa11 into mutually exclusive classes. Chi-Squared 

enables us to determine if there is a significant diflierence between variables and it is the 



Contingency Coefficient that describes the magnitude of the relationship. Only 

Contingency Coefficients from the same size table can be compared 

Cramer's V is another measure of association that is based on the chi-squared 

statistic. Cramer's V is used when no distinction is made between the independent and 

dependent variables. The Uncertainty Coefficient which will be descnbed later, and 

Cramer's V are the two rnost usehl indices for symrnetnc analysis. A symmetric 

relationship is one where no distinction is made between the dependent and independent 

variables. An asymmetric measure assumes a directional relationship between the 

independent and dependent variables. Cramer's V rnay be used on any size table and as a 

result, for the purposes of this analysis. more versatile than the Contingency Coefficient. 

Common alternatives to the chi-squared measurement are those hased on the idea 

of proportional reduction in error (PRE). With PRE measures, the meaning of 

association is clearer. These measures are al1 essentially ratios of a measure of error in 

the predicting the values of one variable based on knowledge of that variable alone and 

the same measure of error applied to predictions based on knowledge of an additional 

variable. Such tests would include Lambda and Goodman and Kruskal's Tau. 

The Uncertainty Coeficient is another measure of association. It is not based on 

the chi-squared statistic nor is it a PRE rneasure. The asymrnetrïc version of UC is the 

proportion of uncertainty in the dependent variable reduced by information From the 

independent variable. The UC considen the entire distribution, not jus? the modal value. 

Unlike other measures of association, UC does not measure the magnitude of the 

coefficient, but rather it rneasures the amount of the association. 



There do not appear to be unique tests of significance specifically designed for 

the Uncertainîy Coefficient. In the 2 x 2 situation, Fisher's exact test may be use& or 

chi-squared may be used if the requirements of chi-squared are meet. 

Some of the variables that were analyzed had both nominal and ordinal Ievels of 

measurement. If the nominal level variable has two categories the appropriate test of 

significance is the Mann-Whitney U test To use the U test we must be able to logically 

rank the data. However, if the nominal level variable has more than two categories the 

appropriate test of significance is the Krushel-Wallis H test. 

The measures of association for ordinal level variables include Superman3 

correlation coefficient knom as Rho, Goodman and Kntska17s Gamma and Kendat7s 

Tau. 

Rho. Gamma and Tau have the samr interpretation and are symmern'c measures 

of association. Al1 measures range from -1 to 1, with 1 indicating a perfect positive 

association between the variables: O indicating the variables are independent of each 

other; and - 1 indicating a perfect inverse association between the variables. Rho, Gamma 

and Tau require a random sarnpie of data pain measured on at least an ordinal scale and 

taken from any continuous bivariate distribution. For small n's Tau is more accurate than 

Rho. Rho rnay be more appropriate if interval level data has been converted to ordinal 

level data for the purposes of statistical manipulation. When the ordinal data is arranged 

in cross tabuiation tables larger than 7 by 2 Gamma is the most appropriate measure to 

use. 



RESULTS 

INTRODUCTION 

The one of the purposes of this thesis was to identify those variables that predict 

the possession of power and authority within a child welfare agency. The role of 

decision-making in the expression of power and authority was also examined. Some of 

the results of this study confirmed my own professional experiences and some of the 

findinp were unexpected. I expected that men and women would possess similar levels 

of individual power but that forces within and outside agency would limit the impact of 

women's level of authority in the agency. Given that the agency exists within a general 

and task environment that is pan of a patriarchal society that dominates and oppresses 

women. 1 expected that an examination of the agency's decision-making process would 

confirm the relative poweriessness of female managers as compared to their male 

counterparts. 

SIGNIFICANT ASSOCIATIONS: 

I .  GENDER AND srx OF THE EIGHT STRATEGIC DECISION AREAS 

E,XAMINED. 

Male managers were significantly more involved than female managers in; a) the 

development of a new work site, b) adding a new program, c) deleting an existing 

pro-mm, d) revising the agency's organizational structure, e) revising the area's 

organizational structure, and f ) changing the area's service priorities. 



2. GENDER AM> CAREER INTERRUPTIONS. 

Fernale managers experienced significantiy more career interruptions than male 

managers. 

3. GENDER AND LEVEL OF EDUCATION. 

Female managers were sigificantly better educated than male managers. 

3. AGE AND INVOLVEMENT iN THE DEVELOPMENT OF THE VOLUME 

MANAGEMENT PROGROMING. 

The potential for involvement in the development of volume management 

proprnming increased as the açe of the manager decreased. 

5.  CAREER rNTERRUPTTONS A N D  INVOLVEMENT IN THE START-Ul' STAGE 

OF VOLUME MANAGEMENT PROGRAMMING. 

Having never exper-ienced a career interruption was significantly associated with 

involvernent in this stage of decision-making. 

6.  L E W L  OF EDUCATION AND FOUR OF E I G W  STRATEGIC DECISION 

.ARE AS. 

Level of education was significantly associated with; a) the development of a new 

work site, b) adding a new program, c) defeting an existing program and d) revising 

the agency's organizational structure. 

7. H A W G  A MENTOR AND ONE OF TKE EIGHT STRATEGIC DECISION 

AREAS. 

Having a mentor was significantly associated with seeking a new funding source. 



8. E-IAViNG A MENTOR AND INVOLVEMENT IN THE RESTRUCTUEUNG OF T E  

SERVICE DELIVERY SYSTEM. 

Having a mentor increased the potential for involvernent in the restnicturing of an 

area's service delivery systern. 

The findings of this snidy confîrmed my expectation that gender would not be 

significantly associated with the possession of sources of personal power. The finding 

that gender was not significantly associated with suthority was unexpected. Male and 

female managers within this agency appear to have similar levels of authority. 

The findings did confirm the exclusion of women fiom most of the strategic 

decision areas. No significant differences were found between the genders in their 

involvement in the stages of decision-rnaking or in their level of involvement in the 

strategic decision-making process of the restmcturing of an area's service delivery 

system . 

[t WÛS rny expectation that female managers would have their greatest 

involvernent in the implementation phase of decision-making and that male managers 

will have more significant involvement in the start up or initiation phase. The findings of 

the research provided partial support for this belief in ternis of involvement in volume 

management programming. Having never experienced a career interruption was found to 

be significantly associated with involvement in the start-up or initiation phase of 

decision-making around volume management programming. Since being female was 

significantly associated with having experienced a career interruption, it is logical to 

assume that more men than women were involved in this stage. 



Male and female managea had similar levels of power and a~thoi-ity but there 

were marked differences in their perception of involvement in decision-making Gender 

had the most significant impact on involvement with strategic decision areas. Gender and 

career interruptions were significantly associateci Wornen experienced over twice as 

man? career interruptions than men. Career interruptions were significantly related to 

the start-up stage of decision-making for the volume management programming. Gender 

was also significantly associated with level of rducation. The female managen were 

better educated than male colleagues. Level of education was found to be significantly 

related to four strategc decisions: the development of a new work site. adding a new 

propm, deleting an existing program and revising the agency's organizational structure. 

Age was found to be significant with involvernent in decision-making for volume 

management pro_aamming Having a mentor was significantly associated with the 

strategic decision of seeking a new hnding source. Having a mentor was also 

significantly associated with involvement in the decision-making process of remucturing 

the area's service deiivrl system. 

Overall, it was involvement in stntegic decision-making that produced the most 

apparent differences between male and female managers. It would appear that while 

male and female managers have sirnilar Ievels of power and authority, it is the men of 

Winnipeg Child and Family Services who claim control of the agency's stratepic decision 

areas. 



NON SIGNWICANT ASSOCIATIONS 

This study found that many of die independent variables that previously had been 

found to be significantly associated with power, authoriîy and the expression o f  power 

and authority through involvement in strategic decision-making did not produce any 

significant results. A number of issues may have resulted in this study's failure to 

replicate the findings of previous research The questionnaire may not have had 

suficient conceptuai clariîy to capture the data that was k i n g  sought. The characteristics 

of this particular group of managers may be musual or unique. Finally, Winnipeg Child 

and Family Services may be a gender blind workplace. 

1. GENDER AND POWER. 

3. GENDER AND AüTHORITY. 

GENDER AND TWO OF THE E I G W  STRATEGIC DECISION AFEAS 

EXAMNED. 

Gender 1% not significantly associated with; a) seeking new funding sources and b) 

changing the agency's service pn'orities. 

GENDER AND ALL OF THE OPERATIONAL DECISION AREAS. 

GENDER AND THE STAGES OF THE DECISION-MIUUNG PROCESS 

GENDER AND LEVEL OF INVOLVEMENT M THE DECISION-MAKING 

PROCESS 

AGE AND G W E R  

8. A G E N  POWER 



9. AGE AND AUTHORiTY 

10. AGE AND ALL OF THE STRATEGIC AND OPERATTONAL DECISION AREAS 

1 I. AGE AND STAGES I, 2,3,  AND 4 OF THE DECISION-MAKING PROCESS IN 

THE DEVELOPMENT OF VOLUME MANAGEMENT PROGRAMMNG 

12. AGE AND ALL OF THE STAGES OF INVOLVEMENT IN THE 

RESTRUCTURING OF TKE SERVICE DELIVERY SYSTEM 

13. AGE AND LEVEL OF WOLVEMENT IN THE D E C I S I O N - m G  PROCESS 

t 4. CAREER [NTERRUPTTONS AND POWER 

15. CAREER NERRUPTIONS AND AUTHORlTY 

16. CAREER iNTERRUPTIONS AND ALL THE STRATEGIC AND OPERATIONAL 

DECISION AREAS 

17. CAREER ~TERRLJPTTONS AND STAGES 2 4  AND NON-WOLVEMENT N 

THE DEVELOPMENT OF VOLüME MANAGEMENT PROGEUMMING 

18. CAREER CNTERRUPTIONS AND ALL THE STAGES OF INVOLVEMENT IN 

THE RESTRUCTURING OF THE SERVICE DELiVERY SYSTEM 

19. CAREER INTERRUPTIONS AND THE LEVEL OF WOLVEMENT Di THE 

DECISION-MAKING PROCESS 

20. FAMILY STATUS AND ALL OF THE DEPENDENT VANAE3LES 

2 1. LEVEL OF EDUCATION AND POWER 

23. LEVEL OF EDUCATION AND AllTHORITY 

23. LEVEL OF EDUCATION AND FOUR OF THE EIGW STRATEGIC 

DECISION AREAS 



Level of education was not significantly associated with; a) revising an area's 

organizational structure, b) seeking new funding sources, c) changing the agency's 

senrice priorities and d) changing an area's service priorities. 

24. LEVEL OF EDUCATTON AND ALL OF THE OPERATIONAL DECISION 

AREAS 

25. LEVEL OF EDUCATTON AND ALL THE STAGES OF THE DECISION-MAKING 

PROCESS 

26. LEVEL OF EDUCATION AND LEVEL OF INVOLVEMENT PJ THE DECIS[ON- 

MAKING PROCESS 

37. HAWNG A MENTOR AND GENDER 

28. GENDER OF -rm PROTÉGE AND GENDER OF rn MENTOR 

19. H A W G  A MENTOR AND POWER 

30. H A W G  A MENTOR AND AUTHORITY 

31- E-IAWNG A MENTOR AND SEVEN OUT OF EIGHT STRATEGIC DECISION 

AELEAS 

32.HAVMG A MENTOR AND ALL OF l'HE OPERATIONAL DECISION AREAS 

33. HAVMG A MENTOR AND THE STAGES OF THE DECISION-MAKING 

PROCESS M THE RESTRUCTURMG OF THE SERVICE DELIVERY SYSTEM 

34. WVING A MENTOR AND LEVEL OF INVOLVEMENT IN THE DECISION- 

MAKING PROCESS 



Gender was not significantly related to the possession of power or authority. Of 

al1 the strategic decisions only " seeking new funding sources" and " changing the 

agency's service priorities" were not significantly related to gender. As was expected, 

gender was not related to any of the operational decisions. Gender and the stages of 

decision-making were not associated. Gender and the level of involvement in the 

decision-making process were not sigificantly associated 

Age and power, as well as age and authority were not significantly associated. 

Age had no relationship with either strategic or operational decisions. Age and the i) 

start-up, ii) development ii i )  finalization, and iv) implementation stages of decision- 

making in the volume management programming showed no significant associations. 

Age and the i )  start-up. ii)  development iii) finalization, iv) implrmentation stages of 

decision-making, as well as non-involvernent in the restructuring of the service delive. 

system, resulted in no sipificrint associarions. Age and devel of involvement in the 

decision-making process produced no significant associations. 

Career interruptions showed no significant relationship with power, authority, 

strategic or operational decisions. Career intemiptions and the ii) development, iii) 

finalization, iv) implernentation stages of decision-rnaking, as well as non-involvement in 

the decision-making process of volume management prograrnming produced no 

significant associations. AI1 stages of decision-rnaking, including non-involvement in the 

restnicturing of the service delive- system and career intemptions produced no 

significant associations. Career intemiptions and level of involvement in the decision- 

making process resulted in no significant associations. 



Family status was not significantly associated with any of the dependent 

variab 1 es. 

Education and power, as well as education and authority were not significantly 

associated Education and the strategic decisions, e) revising my area's organktional 

structure, f) seeking new funding sources, g) changing the agency's services pnorities 

and h) changing rny area's service priorities, were not significantly associated As 

expected, education was not associated with any of the operational decisions. Education 

and al1 of the stages of decision-making, including non-involvemenf in both the volume 

management pro~mrning and the restnicniring of the seMce delivery system. produced 

no significant results. Finally. education and level of involvement in the decision-making 

process were not significantl y associated. 

Having a mentor and gender were not significantly associated. Mentors were not 

sigificantly related to either power or authority. With the exception of one of the 

strategic decisions, "seeking new fimding sources", having a mentor was not significantly 

associated with stntegic decisions. As expected, having a mentor had no relationship 

with any of the operational decisions. Mentors had no association with the stages of 

decision-making or level of involvement in either the volume management progamming 

or the restructunng of the service deliven, system. 

GENûER AND POWER 

In terms of perceiving access to persona1 sources of power, with 1 being no access 

to power and 5 being very great access to power, men and wornen had similar scores. By 



cornbining ail the results obtained from the individual questions seeking to capture data 

on the sources of persona1 power into a new variable, it was determined that men had a 

median score of 3.7059 with a range of 1.75 to 4.50. Women had a median of 3.791 7 

and a range of 3.25 to 4-50. Since the independent variable gender is a dichotomous 

nominal level variable and the dependent variable the power index is an ordinal level 

variable, the appropriate test of significance is the Mann-Whitney U test. Using the 

Mann-Whitney U test for the test of sigificance the results showed U = 140.0 and p = 

-6666 two-tailed and corrected for ries. Gender did not appear to be significantly reiated 

to sources of penonal power. 

ANALYSIS 

For the purposes of this midy, the sources of power available to the individual 

were defined as being based in the individual. The findings of this snidy do not support 

the individual deficit mode!. This framework seeks to explain an individual's power or 

lack of it within an organizational context as king the result of having or lacking certain 

personalip traits, requiring certain training needs or sirnply not havinp had the necessary 

experience to achieve power. This study has shown that men and women have access to 

sirnilar sources of personal power. Previous research has found that more women are to 

be found in positions of power and authority in public sector or govemrnent agencies 

(Tharenou & C h m v  1994r27) (Reskin Br Ross 1992:350). However. give the definition 

of power uçed in this research, it was expected that gender would not be significantly 

associated to power. 



The results of this study indicate that the answer to the research question 3 s  

gender significantly related to power within Winnipeg Child and Family Services?" is no. 

GENDER AND AUTBOlUTY 

The simply counting of names on the agency telephone list confirms Reskin and 

Ross (1992) assertion that women s u p e ~ s e  women in this agency. As previously 

identifie4 a number of the questions in the survey were designed to identi- access to 

roles or activities related to position authority. One such question 12 D sought 

information on the budget amount under the manager's control. Unfortunately, 

insufficient data was collected from the respondents and as a result the question was 

eliminated fiom further analysis. With the exception of the Area Directors, most other 

management staff were unable to provide this information. While it may be that the lack 

of response came out of a sense of confidentiality, the more likely answer is that they 

perceive themselves as not having any budgetary responsibilities. This is an interesting 

thoughr v e n  the reality that over-spending of agency moneys has long been a rallying 

cry for its detractors. 

One other question seemed to present dificulties to the respondents. Question 12 

"1 am responsible for sanctioning staff' produced a large number of missing values. The 

survey pre-test did not reveal any difficuities with this question. However, given the 

nwnber of missing responses it was eliminated fiom further analysis. 

The variables in al1 the subsections of these questions are dichotomous nominal 

Ievel variables. As a result, the appropriate test of significance would be chi-squared and 



Fisher's E.xact Test. The appropriate rneasure of association is Phi. The Uncertain- 

Coefficient would also provide usehl information on the direct association between the 

variables. 

An authority index was developed by combining al1 the previousiy identified 

authority questions. The index ranged between O and 1 with 1 king the highest authority 

rating. The median for fernale mangers was -5573. The median for male managers was 

-6503. Given that the independent variable gender is a dichotomous nominal level 

variable and the authority index is a ordinal level dependent variable, the appropriate test 

of significance is the Mann-Whitney U test. The resdts showed U = 9 1.5 and p = 3936 

two-tailed and corrected for ties. This finding is not significant. 

An eaumination of al1 of the individual authority questions no significant 

associations. 

ANALYSIS 

The findings of this study did not indicate a significant relationship behveen 

gender and authority. These results did not support a number of previous findings. 

Jaffee (1989) Found that men possess greater levels of authority than wornen. Mueller 

et al (1994) found that male social work managers have greater access to higher levels of 

authority in the organizational structure. Jacobs (1992) that women managers had less 

autonomy than male managers. The findings also did not support Wolf and Rigstein's 

/1979) study that found that regardless of the aspect of authority, women had much less 

authorîty than men. Yukl and Falber (1991) found that persona1 power is more important 



than the authonty of position. The finding of Yuki and Falber were not supponed by 

this study. 

The findings of this study could be viewed as supporting Reskin and Ross's 

(1992) research that the more "female" an occupation, the more extensive the femaie 

manager's authority However, these authors also found that , if type of employer and 

organizational level are the same for male and female managers, k i n g  a women reduced 

the scope of the manager's authority 

The finding that male and female managers within this agency have similar levels 

of authority was unexpected and may be the result of a number of different 

circumstances. The delineation of the rïghts and responsibilities of each management 

position are, at least on paper, relatively clear. The perception that an individuai, by right 

of a particular characteristic such as gender, may exercise authority beyond the defined 

boundanes of a position the? occupy may be incorrect. Finally, the questions asked to 

determine the level of authority available to the respondent may have missed important 

data. 

As a result, the answer to the research question - 1s gender significantly related to 

authority within Winnipeg Child and Famil y Services?'' is no. 

GENDER AND STUTEGIC AXD OPERATIONAL DECISION AREAS 

The variables in al1 the subsections of these questions are dichotomous nominal 

level variables. As a result, the appropriate test of significance would be chi-squared and 

Fisher's Exact Test. The measure of association is Phi. The Uncertainty Coeficient 



would also provide information on the direct association between these two variables. 

Gender was significantly associated with ail but two of the strategic decision areas. A 

negative association was found between being a woman and involvement in the strategic 

decision area. 

1 WOULD BE RESPONSIBLE FOR: 

[ CENT 1 1 1 1 

Chi-squared VaIue DF Si,hficance 
Pearson 4.153 13 1 -04 156 
Fisher's Exact Test: 

One-Tail .O4552 
Two-Tai1 0763 7 

Minimum Expected Frequency 

. 

TEE DEVELOPMENT OF A NEW WORK S I T E  

Approicimate 
Statistic Value ME1 VaV.4ESO Signrticance 

Phi 04156 
34950 

Uncertairrty Coefficient: 
sy~nmeuic .O9 180 .O86 13 t .O6343 .O396 1 
withQ13A dependent 0936 1 0877 1 1 .O63 43 0396 1 
with GENDER .O9006 08469 1.06343 -0396 1 

dependent 

Missing observations: 2 

YES 
NO 

TOTAL 

The statement "I would be responsible for the development of a new work site" 

100.0 ( 

TOTAL 

PER 

produced the following information. The test for significance chi-squared = 4.153 13, df 

PERCENT FEMALE 1 MALE 

52.9 1 47.1 

= 1, level of significance or p = .04156. Fisher's Exact Test one-tailed yields a result of 

4 
14 
18 

m 

9 
7 
16 

13 38.2 
2 1 61  -8 I 

34 1 100.0 



-04552 and two-tailed -07637. Given that an assumption is being made in terms of the 

direction of the relationship the one-tailed results are the more appropriate. What chi- 

squared tells us is that something other than chance is producing this result 95% of the 

time. Fisher's exact test which equals less than -05 indicates that this fincihg is 

significant. 

The measure of association produce some significant results. Phi = - 3 9 5 0 .  

What this tells us is that there is a moderate association between gender and this strategic 

decision. The Uncertainty Coefficient = -09180 spmetric, -09361 nith gender as the 

independent variable and -09006 with the question as the independent variable. This tells 

us that thrre is just under IO0/, of association between gender and this strategc decision. 

I ADDfNG A LNEW PROGRAM I 

C hi-sauared 

L 

YES 

Pearson 
Fisher's Exact Test 

One-Tail 
Two-Tai1 

Minimum E?cpected Frequency 

Phi 
Uncertainty Coefficient : 

symmetric 
with Q 1 3 B dependent 
with GENDER dependent 

Mssing observations: 1 

2 

FEMALE 
5 

Value DF Sigificance 
4.80430 1 .O2839 

.O3 129 
,04371 

7.77 1 
Xpproximate 

MiUE 
1 1  

Value ASEl VaYASEO Sigdïcance 
- 37049 03839 

TOTAL 
16 

PERCENT 
45.7 



"1 would be responsible for adding a new p r o p ~ ~ ~ ' '  yielded a chi-squared = 

4.80430, df = 1. p = -02839. Fisher's exact test one -tailed = -03 129 and two-tailed = 

-04371. These findinp show us that something other than chance produced these results. 

The rneasure of association produced wme significant results. A moderate 

association was indicated by Phi = -37049. The Uncertainty Coefficient = -10 166 in the 

symmetric version, .10 190 with gender as the independent variable and -10 142 with the 

question as the independent variable. This tells us that there is just over a 10°6 

association between gender and this question. 

YES 

C hi-squared Value DF Siqtificance 
P m n  6.655 18 1 .O0989 
Fisher's Exact Tm: 

One-Tai1 .O121 1 
TWO-Tai1 ,01536 

Mnimum Expected Frequency 6.3 14 

NO 
TOTAL 

PER CENT 

hpproxirnate 
Statistic Value S E I  VaYAESO ~i&ficance 

FEMALE 1 MALE 

15 
18 

5 I .4 

Phi - ,00989 
-43606 

Uncertainty Coefficient: 
symmetnc .14629 ,10424 1 3.9696 .O0850 
with QIX dependent - 14995 - 1  O653 1.39696 ,00850 
with GENDER dependent -14280 -10224 1.396% .O0850 

Missing observations: 1 

TOTAL 
13 5 

'- 1 would be responsible for deleting an existing program" resulted in a chi- 

PER CENT 
37.1 1 O 

7 
17 
48.6 

squared = 6.655 1 8, df = 1, p = -00989. Fisher's exact test one-tailed = .O 12 1 1, two-tailed 

9- 

~2 
- - 

100.0 

62.9 
100.0 



= -01526. This indicates that something other than chance produces these results 99% of 

the time. 

The measure of association showed Phi = 43606. This tells us that there is a 

strong association between gender and this strategic decision. The Uncertainty 

Coefficient = .14629 spmetric. -14995 with gender as the independent variable and 

-14280 with the question as the independent variable. This tells us that there exists 14% 

association between gender and this strategc decision. 

1 REWSLNG THE AGENCY'S ORGANIZATIONAL 1 
STRU- 

l F]E,%WE 1 MUE 1 TOTAL 1 PERCENT 
1 YES 1 -  1 1 1 

- 

4 4 11.4 
NO 

C hi-sauared Vaiue DF Simificance 

PER 
CENT 

Fisher's Exact Test: 
One-Tai1 
Two-Tai1 

Minimum E.upected Frequency 
CeUs with Expected Frequency 

TOTAL 18 17 35 100.0 b 

18 

S tatistic Value 
Phi -.36962 
Uncertainty Coefficient: 

symmetric 17246 
with Q13D dependent ,2543 2 
with GENDER dependent ,13047 

51.4 1 38.6 

ASEI VaVAESO 

13 

100.0 

3 1 88.6 
1 



- I would be responsible for revising the agency's organizational structure7* 

produced a chi-squared = 4.78178, df = 1, p = -02876. Fisher's exact test one and two- 

îailed = -045.15. This finding is significant. 

Phi = 46967. This tells us that there is a moderate association between gender 

and this ~ t e g i c  decision. The Uncertainty Coefficient = -17246 symmetric, 25437 

with gender as the independent variable and -13047 with the question as the independent 

variable. n e r e  exists a 15?'0 association between ender and this strateyc decision. 

Chi-squared Value DF Siqnificance 
Pearson 8.53371 1 00296 
Fisher's Exact Test: 

One-Tai1 
Two-Tai1 

Minimum Expected Frequency 5.829 
Ceils with E~pected Frequency 

rn 

1 

REVISING .MY m ' S  ORGANIZATIONAL STRLIrnRE 

Approximate 
Statistic Value ASEI VaVAESO Significance 

Phi - -00396 
.50239 

Uncenainty Coefficient: 
symmetric 20132 . 1 1832 1.68376 ,00216 
with Q 13 E dependent 209 12 .12203 1.68376 -002 16 
with GEWER dependem .IWO8 ,11530 1.68376 .O0216 

Missing observations: 1 

YES 
NO 

TOTAL 

MALE 
10 
7 
17 

FEAMAU 
- 7 
16 
18 

PER 
A a Y T  

18.6 51.4 100.0 

TOTAL 
12 
23 
35  

PERCENT 
34.3 
65.7 
100.0 



-' I would be responsible for revising rny area's orpizational structure' yielded a 

chi-squared = 8.83371, df = 1. with p = .00296. Fisher's exact test one-tailed = -00384 

and two-tailed = .O045 1. This finding is signiticant. 

Phi = 40239. This measures indicate a strong association between gender and 

this strategic decision. The Uncertainty Coefficient = 2 0  131 symmetric, 20912 with 

gender as the independent variable and -19408 with the question as the independent 

variable. This means that an association of 300'0 exists between gender and the strategic 

decision. 

CHANGING LW XRE4'S SERMCE f RIORlTiES 
) FELHALE 1 MALE [ TOTAL 1 PER CENT 

- .  

YES L. 7 7 9 1 25.7 
NO 16 1 O 26 74.3 

18 17 35 100.0 
.L 

5 1.4 48.6 100.0 1 

C hi-Squared Value DF Significance 
Pearson 4.13720 1 .O4195 
Fisher's Exact Test: 
One-Tait .O4868 
Two-Tai1 .O599 1 

~Minimrun Expected Frequency 3.37 1 
Ceils with Expected Frequency < 5 2 of 4 ( 50%) 

. . 
Statistic Value ME1 VaVAESO Sigrufïcance 

Phi - -04195 
.34381 

Lrncertainty Coefficient : 
symmetric .O9753 .O88 17 1.093 16 .O3788 
with Q 1 3H dependent 10802 ,09682 1.093 16 03 788 
with GENDER dependent .O8889 .OS 133 1.09316 .O3788 

Missing observations: 1 



" I wouid be responsible for changing my ma's service priorities" yielded a chi- 

squareci = 4.1 3720, df = 1 and p = -04 195. Fisher's exact test = .O4868 one-tailed and 

-05991 two-tailed. There is an assurnption as to the direction of this distribution that is 

that gender wiI1 be associated with this strategic decision As a result this finding is 

significant. 

Phi = -3438 1. These findings show a moderate association between gender and 

the strategic question. The Uncertainty Coefficient = -09753 symmenic, .10802 with 

eender as the independent variable and -08889 with the strategic question as the 
c. 

independent variable. An association of llO/o exists between gender and the strategic 

question. 

ANALYSIS: 

Male and femaIe managers appeared to be involved with different types of 

decisions. 

The results of this snidy found that gender is significantly related to tyx of 

decision within W i ~ i p e g  Child and Farnily Services. Specifically, men were 

significantly more involved in strateçic decision areas then women. The findings of this 

midy support the work of Denton and Zeytinglu 12993). Sherman, Ezell and Odewahn 

(198-) and Handley (1994) who found that mer  perceived a greater influence or 

partxipation in strategic decision-making than their female counterparts. In Handley's 

snidy of male and female academics, the men tended to believe that they received more 

information and had greater influence over the decision-making process than their female 

colleagues. Denton and Zeytinoglu (2993) made the point that perception of 



participation in decision-making is an important index of acnial participation. Their 

researc h found a strong negative association between k ing  female and perceived 

participation in decision-making- 

This midy also confirmed Jaffee's (1989) results. JafEee 11989) found that males 

in a female dominated occupation are more influential than their female counterparts and 

that men in such occupations have greater decision-making authority. He also found that 

women are significantly less likely to possess decision-making arnhority net of the 

powerful effects of rducation, occupationai statu. and occupational sex composition. 

JafFee theorized that employers prefer to allocate males to positions of decision-making 

because OF their own biases, an&'or the assumed statisticat association between sex and 

other job relevant behaviors. Acker (19901 contends that employers deny women 

decision-making authority to preserve men's control over the organization. Mueiler et al 

(199-I found that Q06 of the gender gap between Swedish professional could be 

accounted for as the resuit of discrimination against women. 

It is important to examine these findings in relation to the results conceming the 

possession of power and authority. Grnder was found not to have a sigificant 

association with either. As previously identifie4 the finding conceming gender and 

power was expected. However, the lack of a sipifkant association between gender and 

authority was a surprise. It  may be that the association between gender and involvement 

in strategic decision areas captures a mer  expression of the exercise of control within an 

organization. Locating a position on an organizational chart does not provide any 

information as to the actuai strategic decision areas that the incumbent is involved in. ft 



would appear that king male is the ticket required to sit at the table where these stratepic 

decisions are made. It rnay be that fernale managers, as a result of various personai and 

professional socialization experiences, do not fée1 the have the right to be involved with 

such decision-making. It rnay be that some unidenti fied organizational barrier prohibits 

their involvement. in an? event, further research is required to clariQ their lack of 

perceived invo lvement. 

As a result, the answer to the research quenion " Is gender significantly related to 

type of decision within Winnipeg Child and Farnily Services?" is yes. 

GEXDER AND ST.4GES OF INVOLVEMENT IN DECISION-M.4KING 

In terms of involvement in the stages of decision-making process for either the 

volume management progamming or the area's restmcninng of the service delivery 

system, there were no si~gnificant associations between gender and the stages of 

involvement. It may be that the hvo strategic decision-making processes e m i n e d  did 

not follow the normal process of agency decision-making. The instrument used to solicit 

the required information may have been to crude to accurately reflect actual involvement. 

As a result, the answer to the research question "1s gender significantly related to 

the stages of involvement in the decision-making process within Winnipeg Child and 

Family Services?" is no. 



GENDER Am LEVEL OF INVOLVEiMENT [N DECISION-MAKING PROCESS 

No significant associations were fond between gender and the level of 

involvement in the decision-making process of either the volume management 

prograrnming or the area's restnicturing of the service delivery system. It may be that the 

two strategic decision-making processes examined did not follow the normal process of 

agency decision-making. The questionnaire's attempt to delineate the levels of 

involvernent may have been inappropriately detailed to solicit the required information. 

As a result, the answer to the research question '- Is gender sipificantly related to 

levels of involvement in the decision-making process within W i ~ i p e g  Child and Family 

Services?" is no. 

AGE 

The youngest management member was 3 5 years of are and the eldest is 66 years 

old. Both the youngest and the eldest are women. Looking at the 3 l respondents that 

provided information on their age, the mean age was 48.065 and the median 46 yean of 

age. There were multiple modes at 39, 42, 44, and 46 yean of age, with each mode 

containing three individuals. Only 30 of the 3 1 respondents who provided their age 

identified their gender. As a result, a cornparison of means between men and women 

indicated a mean age of 47.7667 years for women and a mean of 48 for men. The results 

of this survey did not support a significant difference in the mean ages of male and 

female managers and as a result did not provide support for the Slow Burn theory. 



Of the 3 1 individuais who provided data on their age 15.2% were under the age of 

45 years. 35% were between the ages of 45 and 59 years of age and only 9.7% were over 

60 yean of age. For the purposes of statistical analysis age was categorized as an ordinal 

variable; 35 - 39,40 - 44,45 - 49-50 - 54-55 - 59,60 - 66 and recoded as a new variable. 

Age did have the expected relationship to hierarchical position. The youngest 

member of' the senior management tearn was 48 and the eldest 64 years of age. The 

geater the age of the respondent the =-ter the Iikelihood that they possessed a MSW. 

Only one of the respondents over the age of 49 did not possess a MSW. This individual 

was fernale and the eldest of this cohort. 

AGE AND POWER 

For the purposes of statistical analysis age was categorized into an ordinal 

variable; 35 - 39'40 - 44,45 - 49, 50 - 54,55 - 59,60 - 66 and recoded as a new variable. 

By combining al1 of the sources of persona1 power into a new variable an ordinal level 

variable was created As conceptualize& both age and power would use Spearman's Rho 

as a measure of association. Sperman's Rho is more appropriate than Gamma or Tau in 

this situation. Spearman's Rho is the preferred rneasure when interval data has been 

converted to ordinal level data for the purposes of interpretation. Spearman's = -. 168 1 

and p = -366 two-tailed. There is not a signïficmt association between age and power. 

ANALYSIS 

The lack of a sigificant association between age and power requires discussion. 

It would be Iopical to assume that over the length of an individual's career that many of 



the sources of penonal power studied would increase. For example, as time passes, an 

individual's access to information or historical knowledge about the agency should 

increase. Their network of support outside the agency should also increase over time. 

On the other hanci, some of the other sources of individual power might have the 

potential to decrease over tirne. In a field of practice where a casework decision can end 

in tragedy, reputation and professionai credibility may over time become increasingly 

wlnerable to unfavorable analysis. 

Age and jender were not significantly associated and as has been previously 

discussed , gender and power were not significantly associated. It is not totally surprising 

then that age and power are not significantly associated. It may be that in the reduction 

of the raw data gathered on the ages of the respondents, important information was lost. 

Finally, the individual sources of power studied ma) not be sufficiently complete to 

accurately mess power. 

As a result, the answer to the research question "1s age significantly related to 

power within Winnipeg Child and Family Services?" 1s ' no. 

AGE ..LW AUTEORITkC 

For the purposes of statistical analysis age was categorized as an ordinal variable; 

35 - 39, 40 - $4, 45 - 39, 50 - 54, 55 - 59, 60 - 66 and recoded as a new variable. 

Authority is also conceptualized as an ordinal level variable. As a result, the appropriate 

test of significance and association is Spearman's Rho. This test produced a result of 

Rho = -2297 and p = -249. This finding is not significant. 



ANALYSIS 

The lack of a significant association between age and authon9 requires further 

discussion It rnay be that in the reduction of the raw &îa gathered on the ages of the 

respondents, important information was lost The delineation of the rights and 

responsibilities of each management position are, at least on paper, relatively clear. The 

perception that an individual, by right of a particular characteristic such as age, rnay 

exercise authonty bepnd the defined boundaries of a position they occupy may be 

incorrect Finally, the questions asked to determine the level of authority available to the 

respondent may have missed important data. 

As a result, the answer to the research question " 1s age significantly related to 

authority within Winnipeg Chi ld and Family Services?'' ts ' no. 

AGE AND S W T E G I C  AND OPER4TIONAL DECISION AREAS 

There were no significant associations between age and any of the strategic or 

operational decision areas. The lack of a si~miificant association between age and any of 

the strategic decision areas requires further discussion. The possibility exists that in the 

reduction of the raw data gathered on the ages of the respondents, important distinctions 

were Iost. The perception that an individual. by right of a phcular  characteristic such 

as age has a geater potential for involvement in strate& decision-making was not 

substantiated. Child welfare rnay be a young manager's game, where older colleagues 

are not afforded any particular credit for staying in the game. 



As a resuit of these finding the answer to the research question ' Is age 

significantly related to type of decision?" is no. 

AGE AND STAGES OF NVOLVELME~TT IN DECISION-MAKING PROCESS 

The independent variable in this subsection is age which for the purposes of these 

statistical manipulations is considered to be an ordinal level variable. Stage of 

involvernent a dichotomous nominal level variable, is the dependent variable. nie 

Mann-Whitney U test is not appropriate in this case since the independent variable age 

can not logically be eflected by the dependent variable. Since there are no tests of 

sipificame appropriate for nominalrordinal data such as these nvo variables. age will be 

treated as a nominal level variable with six categories. As a result, the appropriate test of 

significance is chi-squared. Cramer's V is the measure of association. The Uncertainty 

Coefficient will provide a masure of direct association between the variables- 

Oniy non-involvement in the decision-making for the volume management 

programming produced a si~gificant association. Al1 the other stages of decision-making 

for volume management and al1 of the stages of decision-making, including non- 

involvement, in the r e s t n i ~ ~ n g  of the service delivery system revealed no significant 

associations. 



VOLUME M A G E M E N T  PROGRAMMING 

60 - 66 I O 3 3 9.7 
I 

TOTAL 9 22 31 100.0 i 

f NON-INVOLVEMENT 

Chi-squared Value DF SigniEcance 
Pearson 13.73528 5 .O1738 

Minimum Expected Frequency .57 1 
Ceiis with Expected Frequency < 5 I I  of 12 (9 1.796) 

, AGECATECOIUES 
35 - 39 
40-44 

1 45-49 
9 - 5 4  
S5 - 59 . 

Approximate 
S tatistic Value ASEI VaUAESO Sisiificance 

Cramer's V 66564 .O 1 738 
Uncertainty CoeflCicient : 

symmetric 21925 0741 1 3.33468 ,007 19 
with CATAGE dependent .14770 .O5 175 3.83468 .O0719 
with Q 17AV dependent -425 2 1 13382 2.83468 00719 

Mssing observations : 5 

Chi-squared = 13.73578. df = 5 and p = .O 1738. This finding indicates that 

YES - 7 

O 

something other than chance is responsible for this association 98?h of the time. 

The test of association based on Chi-Squared for symrnetric relationships resulted 

1YO 
3 
8 

in Cramer's V = A6564 This indicates a strong symmerric association between age and 

non-involvement in the stages of decision-making 

TOTAL 
5 
8 

1 1 6 

The Uncertainty Coefficient = -7 1925 in the symmetric version, .14770 with non- 

PERCENT . 
16.1 

25.8 
7 
4 
4 

3 
3 

involvement as the independent variable and .42521 with age as the independent 

22.6 
12.9 
12.9 

4 

1 
1 

variable. This indicates a 43% association between age and non-involvement- 



The impact of age on non-involvement in the stages of the area's volume 

management programming did result in a signifiant association. 

ANALYSIS 

The interpretation of this finding requires some cl~fication. An examination of 

the raw data shows that the majority of managers under 49 years of age indicated that 

they were in some fashion involved in the stages of decision-making surrounding the 

development of volume management prograrnming. insuficient data was collec ted to 

identify any pattern of involvement. This finding would seem to indicate that the 

development of the various across agency volume management program Iay in the han& 

of the younger managers. 

As a result of these f inding the answer to the research question " 1s a p  

significantly related to the stages of decision-making within Winnipeg Child and Farnily 

Services ?" is ?es. 

.AGE LEVEL OF INVOLVEMEXT IN THE DECISION-MAKING 

PROCESS 

The assurnption being made is that the six levels of invoivement outlined in the 

decision-making process can be treated as ordinal level variables. Each level assumes a 

greater level of involvement and therefore could be thought of as possessing rank. Age 

cm be concepîualized as an ordinal level variable. Since both variables c m  be treated 

as ordinal level variables then Superman3 Rho, Gamma or Kendal's Tau can be used as 



tests of association. However, since Rho is most appropriate if intervai data has been 

converted to ordinal, it wiIl be used as the masure of association. 

LEVEL OF INVOLVEMENT IN THE: DECISION-MAKING PROCESS 

VOLUME MANAGEMENT PROGRAMS 

Using Superman's Rho as the test of significance and association, Rho = -2529 

and p = -178 two-tailed This result indicates that there are no significant associations 

between a g  and level of involvement in the decision-making process. 

LEVEL OF WOLVEMENT IN THE D E C I S I O N - W G  PROCESS 

RESTRUCTURiNG OF THE SERVICE DELIVERY SYSTEM 

Using Superman's Rho as the test of significance, Rho = -.O335 and p = -86 1 two- 

tailed. This result indicates that thrre are no significant associations benveen age and 

level of involvement in the decision-making process. 

ANALYSIS 

These results require hnher discussion. There were no simificant associations 

between age and leve! of involvernent in decision-making and either of the srratepic 

decisions exarnined. The possibility exists that in the reduction of the raw data gathered 

on the ages of the respondents, important distinctions were lost. It may be that the 

delineation of the various levels of decision-making involvement were inadequate. The 

development of volume manasement programming and the restmcturing of an area's 

service delivery systern may be unusual in some way and may not be appropriate as 

examples of agency mtegic decision-making. 



As a result of these findings the answer to the research question 1s age 

significantly related to lwel of involvement in the decisionmaking process within 

Winnipeg Child and Family SeMces?" is no. 

C r n E R  INTERRLrPTIONS 

Seven female managers of the eighteen wornen or 38.9?6 indicated that they had 

taken maternity leave. Two of the female respondents indicated that they had been on 

matemity leave on two occasions. Only one man indicated that he had taken parental 

leave. 3 1 O or eleven of the respondents indicated that they had intempted their 

career for reasons other than matemity or parental leave. 

In order to quanti@ the effect of career intemptions between male and female 

managers a Mann-Whitney U test was run. Gender is a dichotomous nominal Ievel 

variable and career intemptions an interval level variable. Unfortunately there is no 

appropriate test of significance for such a variable combination. By treating career 

interruptions as a ordinal level variable the Mann-Whitney U test provides a test of 

significance. For this goup U = 94.0 and p = -03 16 two-tailed and corrected for ties. 

Using Gamma as the rneasure of association, gamma = 4960 and p = .O 149. This result 

confirrns that gender does have a significant and strong association with career 

interruptions. 

ANALYSE 

Peterson's shidy 11989) on the effmts of career interruptions found that the 

effects of these variables were weakest in predorninately female occupations. However, 



given the impact gender has on involvement in strategic decision-making, the added 

impact of career intemptions must be recognized for its role in limiting female managers 

role in decision-making. 

CAREER INTERRUPTIONS AND POWER 

Career interruptions is an interval level variable. Power is alsu conceptualized as 

an ordinal level variable. However, there is no appropriate test of significance for an 

intervaliordinal variable combination such as this. For the purposes of statistical analysis 

the career interruptions variable was categorized as an ordinal variable. As a result, the 

appropriate test of significance is Gamma. This test produced a result of Gamma = -1093 

and p = -514. This finding is not significant. 

ANALYSIS 

This finding could be interpreted as supporting Polachek's (1 979. 1982) research 

that traditional female occupations do not penalize women for career interruptions. 

Robinson 11 986) suggests that the timing of career interruptions may have geater impact 

at the beginning of a career and that most of the effects of career interruptions dissipate 

over time. Most of the women who indicated that they had taken time off from their 

careen, indicated that it was pnor to their present employment with the agency. The 

length of tenure of most of the female managers within the agency it would also offer 

support to Robinson's assertion. Finally, given that gender was not f o n d  to be 

significantly associated with power, it is not surprising that career interruptions were not 

significantly related to power. 



As a result of this finding the answer to the research question " Are career 

interruptions significantly related to power within Winnipeg Child and Family Services?" 

is no. 

C.4REER INTERRUPTIONS AND AUTHORITY 

Career interruptions is an interval level variable. Authority is also concephialized 

as an ordinal level variable. However, there is no appropriate test of significance for an 

interval/ordinal variable combination such as this. For the purposes of statistical analysis 

career interruptions was categonzed as an ordinal variable. As a result. the appropriate 

test of significance and association is Gamma. This test produced a result of Gamma = 

-1079 and p = -575. This finding is not significant. 

ANALYSTS 

Given that gender was found not to be significantly associated with authority, it is 

not surprising that career interruptions produced no significant associations with 

authority. The finding that whether or not a manager had expenenced a career 

interruption had no significant impact on their level of authority may be the result of a 

number of different circumstances. The delineation of the iights and responsibilities of 

each management position are, at least on paper, reiatively clear. tt ma? be that once an 

individual achieves a management position. the impact of past career interruptions are 

negated. Finally, the questions asked to detemine the level of authority available to the 

respondent may have missed important data. 



As a result of this finding, the answer to the research question " Are career 

intemptions significantly related to authority within Winnipeg Child and Family 

Services?" is no. 

CAREER iNTERRUFMONS .hW STRATEGIC .+AND 0PERATION.U 

DECISION AREAS 

No significant associations were found between career interruptions and any of 

the strategic or operational decision areas. Whether or not a manager had experienced a 

career interruption had no significant impact on their involvement in any of the strategic 

decision areas. These findings may be the result of a nurnber of different circumstances. 

The delineation of the righrs and responsibilities of each management position are, at 

least on paper, relatively clear. The information collected through the questionnaire may 

have missrd important detail. It may be that once an individual achieves a management 

position, the impact of past career intemptions are negated. 

As a result of these findings the answer to the research question " Are career 

interruptions significantly retated to type of decision within Winnipeg Child and Family 

Services?" is no. 

CAREER INTERRUPTIONS AND STAGES OF WOLVEMEXT N TEE 

DECISION-IMAKING PROCESS 

The dependent variable in this subsection is a stage of involvement, a 

dichotomous nominal level variable, and the independent variable is career interruptions 

which for the purposes of these statistical manipulations is considered to be an ordinal 



level variable. The Mann-Whitney U test is not appropriate in this case since the 

dependent variable can not logically be effected by the independent variable. Since there 

are no tests of significance appropriate for nominaVordinal data such as these two 

variables, the career interruptions variable will be treated as a nominal level variable with 

four categories. As a result, the appropriate test of significance is the chi-square test. 

Cramer's V is the appropriate measure of association. The Uncertainty Coefficient will 

provide a measure of direct association between the variables. 

One stage of involvement was found to produce a significant association. Stage 1 

- Start-upiinitiation of the decision-making process of the 

propmming was strongly associated with career interruptions. 

VOLUME MANAGEMENT PROGRAMMING 

vol urne management 

CAREXR 

C hi-squareci Value DF Si.onificance 
Pearson 9.69659 3 .O2 133 
Minimum Expected Frequency -943 
Cells with Expected Frequency < 5 6of 8 (75.0%) 

STAGE 1: START-UP/INITWTION 
YES 1 NO TOTAL ( PERCENT 

, INTERRCTPTIONS 
O 
1 
2 

l 

3 
TOTAL 

L 

PER CENT 

- .  

S tatistic Value .\SEI VaffAESO Significance 
Cramer's V .5 1899 .O2 133 
Uncertainty Coefficient: 

sqmmetric 16706 08306 .O 1273 
1.95669 

with N E R T O T  dependent .13 567 .O668 1 1.95669 .O 1273 
witti Q17A1 dependent -21733 .Il100 1.95669 .O 1273 

Mssing observations: O 

14 
- 7 

1 
2 
19 

52.5 

6 
7 
4 
O 

20 
9 

5 
O 

55.6 
25 O 
13.9 
5.6 

I 

100.0 17 
47 2 

36 
100.0 



A significant association was found between career interruptions and the start-up 

stage of decision-making. Chi-squared = 9.69659, df = 3 and p = -02 133 two-tailed 

Cramer's V = -5 1899. These results indicate a moderate to strong relationship between 

the variables. The Uncertainty Coefficient = A6706 in the symmetric version, -13567 

with the decision stage as the independent variable and -2  1 733 if career interruptions is 

the independent. This indicates a 17% association between these two variables. 

ANALYSIS 

This particular finding indicates that having experienced a career interruption 

negatively impacted on the opportunity to be involved in the start-up stase of decision- 

making. Volume management pro_mamming was viewed as an attempt by the agency to 

do something new and different in the world of child welfare in Winnipeg. Previous 

results have demonstrated that being female was significantly associated with having 

experienced a career interruption. This would seem to indicate that the development or 

stan -up phase of decision-rnaking for ideas in volume management pro_mamming may 

have been a male managers' initiative. This tinding could be seen as supportive of other 

research that has suggested rhat fernale managers are often not offered the chance to be 

involved in chalienging assignments (Burke 1995) fRuderman. Ohlott CG Kram 1995). 

As a result of these findings the answer to the research question " Are career 

interruptions significantly related to the stages of the decision-making process within 

Winnipeg Child and Family SeMces?" is yes. 



CAREER INTERLIUPTIONS A ' i ' i  LEVEL OF INVOLVElMENT IN TBE 

DECISION-MAKING PROCESS 

The assumption king made is that the six levels of involvernent outlined in the 

decision-rnaking process could be treated as ordinal level variables. Each Ievel assumes 

a greater level of involvement and therefore could be thought of as possessing rank. 

Career interruptions c m  be conceptualized as either an interval, ordinal or nominal Ievel 

variable with Four categories. However, if both variables are treated as ordinal level 

variables then Gamma is the appropriate tests association. No significant associations 

were found. 

LEVEL OF NVOL~EMENT IN THE DECISION-MAKING PROCESS VOLUME 

MANAGEMEm PROGRAMS 

Using Gamma = .1908 and p = 307. This result confirms that there are no 

significant associations between career interruptions and level of involvement in the 

decision-making process. 

LEVEL OF WOLVEME?4T IN THE DECISION-AdAKNG PROCESS 

R E S T R U C m G  OF THE SERVICE DELlVERY SYSTEM 

Using Gamma = -0677 and p = -763. This result confirms that there are no 

significant associations between career interruptions and level of involvement in the 

decision-making process. 

No significant associations were found between career interruptions and the level 

of involvement in the decision-rnaking process of either the volume management 





These findings Iend support to previous research. Becker (1 985). Polachek 12 979, 

1982) and Peterson (1989) al1 found that the effects of rnaritavparental history were 

weaken in predominantly female occupations, stronger in mixed occupations. and 

strongest in the predominantly male occupations. Peterson (1989) also found that after 

controlling for the human capital variables, the differences between men and women in 

the e k t  of family history, were reduced but not eliminated It is Peterson's belief that 

this unaccounted for difference is the result of systematic discrimination by ernployers 

against women. 

These finding do not suppon the research of Robert, Brunner. White and Marmot 

11993) who found that being married and parenting children was a positive attribute for 

men but a negative attribute for women 

The results of the questionnaire indicated that many of the women who had 

children, had those children prior to their employnent with the agency. It could be 

speculated that the demands of caring for young children were somewhat diminished by 

the time these women became managers. It might also be that the kind of man who 

chooses social work as a career may be more involved in the demands of child-caring and 

household management than men in on other career paths. 

As a result. the answer to the research questions, "1s family statu significantly 

related toi power, authority, .pe of decision, the stage of the decision-making process or 

the level of involvement in the decision-making process within Winnipeg Child and 

Farnily Services?" is no. 



LEVEL OF EDUC.4TION 

Prior to exarnining the impact of level of education on the various research 

questions it seemed prudent to determine whether there existed differences in the level of 

education between the genders. For the purposes of statistical analysis, the responses to 

the question, "What is your education level?" were subsequently categorized into three 

sections: ( 1 ) non-social work education, (2) a Bachelor of Social Work degree and (3) a 

Master of Social Work degree. This variable may be îreated as a nominal level variable 

with three categories. Since the independent variable. gender was conceptuaiized as a 

dichotomow nominal level variable, the appropnate test of significance would be chi- 

squared. The measure of association is Cramer's V. The Uncertainty Coefficient would 

also provide useful information on the direct association between the variables. 

A significant association was found betwern level of education and gender. 

J 

Chi-squared Value DF Sigificance 
Pearson 7.07993 2 .O290 1 

Minimum Expected Frequency 2.353 
CeUs with Expected Frequency < 5 2 o f  6 (33.3%) 

Approximate 
Statistic Value ASEI VaVAESO S igmficance 

Cramer's V -4563 ,0290 1 
3 

Lrncertainty Coefficient: 

EDUCATION 
NON SOCiAL WORK 

BSW 
iMSW 

TOTAL, 1 18 

symmeuic 

with EDRANK 

with GENDER 

M i s s i q  observations 

,1566 .O6200 2.35558 .O 1090 
7 

dependent - 1  3 23 .O4963 2.35558 .O 1 090 
5 

dependent .1932 .O8 194 1.35558 .O 1090 
3 

2 

FEMALE 

9 
9 

PER C M  52.9 47.1 100.0 , 
16 34 

PERCENT 
14.7 

38.2 
47.1 

MALE 1 TOTAL 

100.0 1 
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7 
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16 



A significant association was found between gender and level of education. Chi- 

quared = 7.07993, df = 3 and p = -0290 1. Cramer's V = -45633. This indicates a 

moderate symmetric association between gender and level of education. 

The Uncertainty Coefficient = -15677 in the symmetric version, -13235 with 

gender as the independent variable and .19223 with the level of education as the 

independent variable. There is a 1396 association between gender and level of education. 

Sixteen of the of the thirty-four respondents who provided information on their 

level of education indicated they possessed a Mastea of Social Work Thirteen indicated 

that the? possessed a Bachelor of Social Work degree. Three indicated they had 

Bachelor of Arts and one possessed a Community College Diploma and one respondent 

indicated Hi& school as their highest completed level of education. However, when 

these results were highlighted by gender, female managers were the better educated. Of 

the eighteen female respondents none possessed Iess than a Bachelor of Social Work. 

Nine of the women had a Bachelor of Social Work. Nine of the si.xteen Master of Social 

Work degrees were earned by the female managers. The Community College Diploma, 

the Bachelor of A r t s  degees and the High school diplorna al1 belonged to male 

manasen. The findings of this study did not support Wolf and Fligstein's 1193) 

findings that women had less authority because they had lower levels of education. In 

terms of this human capital variable, women in this sarnple had the greater investment. 

This finding contradicts Bec ka's (1985) paper that postulated that women ' s investment 

in the human capital investment of education would be less than their male counterparts. 



LEVEL OF EDUCATTON ...LYD POWER 

For the purposes of natistical analysis, the mponses to the question, "What is 

your education level?" were subsequently categorized into three sections; ( 1) non-social 

work education, (7) a Bachelor of Social Work degree and (3) a Master of Social Work 

degree. 

I f  level of education is conceptuaiized as an ordinal level of measurement, the 

appropriate test of association for level of education and power is Gamma This test 

produced Gamma = -. 1246 and p = -495. This is not a sigificant resuit. It does not 

support a relationship between sources of personal power and level of education. 

ANALYSIS 

It would appear that greater educational achievement is not significantly 

associated with an increase in the possession of sources of individual power. It could be 

argued that the men of Winnipeg Child and Family Sewices are given more credit or 

ereater human capital benefits for their educational achievements then are women. 
Y 

Support for this assertion mi@ be found in the fact that a11 of the female managers have 

social work degrees and five of the male mangers appear to have no social work degree 

This finding would support Roberts, Brunner, White, and Maxmot's (1993) study of 

gender differences in the employment and occupational mobility in the British Civil 

Sewice. They found that men achieved greater benefits from their education level then 

did women. 

The current study could also be seen to support Mueller, Kunivilla and Ivenon's 

(1994) study of Swedish professionals. Mueller et al found that once adrnitted to a 



professionai position, something other than education appears to be the criteria for 

advancernent As a result, the answer to the research question " 1s level of education 

significantly related to power within Winnipeg Child and Family Services?" is ' no. 

LEVEL OF EDUCATION AND .WTHORITY 

For the purposes of statistical analysis, the responses to the question, "What is 

your education level?" were subsequentIy categorized into three sections; ( 1  ) non-social 

work education. (2) a Bachelor of Social Work degree and ( 3  j a Master of Social Work 

degree. 

Both level of education and the authority index are ordinal level variables. 

making the appropriate test of association Gamma. In this case Gamma = -.O605 and p = 

-735. This finding indicates no significant associations between level of education and 

authority. 

Given that wornen in this study were better educated that their male counterparts. 

the findings of this research supports the contention of Mueller et al 11994) that 

advancement into positions of organizational authority are based on criteria other than 

education. However, this finding could be viewed as supportive of Wolf and Fligstein's 

119-9) study that found that men receive about three times the retum for each year of 

pst-secondary education in ternis of gaining access to organizational authority. 

The finding that level of education was not significantly associated with authority 

may be the result of a number of different circumstances. The delineation of the rights 

and responsibilities of each management position are, at least on paper, relatively clear. 



The perception that an individual, by right of a particular characteristic such as level of 

education, rnay exercise authority beyond the defined boudaries of a position they 

occupy rnay be incorrect. Finalty, the questions asked to determine the level of authority 

available to the respondent may have missed important data. 

As a result, the answer to the research question " 1s level of education 

significantly related to authority?" is no. 

LEVEL OF EDUCATION AND STRATEGIC ,-UND OPERATIONAL DECISION 

AREAS 

As mentioned previously, for the purposes of mtistical analysis. the responses to 

the question, "What is your education level?" were subsequently categorized into three 

sections; ( 1 )  non-social work education, (2)  a Bachelor of Social Work degree and (3) a 

Master of Social Work degree. The involvement in the type of decision indicates a 

dichotornous nominal ievel variable. Since there are no appropriate measures of 

association for these types of nominaYordina1 level data combinations level of education 

was treated as a nominal level variable with three categories. The Mann-Whitney U test 

would not be appropriate since involvement in the decision could not logically have an 

effect on level of education. As a result, the chi-square test would be the appropriate test 

of significance. The appropriate measure of association is Cramer's V. The Uncertainty 

Coefficient would provide a measure of direct association between the variables. A 

number of significant associations were found between level of education and strategic 



decision area's. As expected there were no significant associations k v e e n  level of 

education and the operational decisions. 

I WOLJLD BE RESPONSBLE FOR: 

Chi-squared Value DF Sirnificance 
Pearson 8.99038 2 O1 116 
Minimum E-qected Frequency 2.059 
Celis with Expected Frequency < 5 20f 6 (33.3%) 

i 

EDUCATION 
NON SOCIAL WORK 

BSW 
MSW 
TOTAL 

w 

Statisuc Value M E 1  VaVAESO Si.gnifiwice 
Cramer's V 5 1422 . O 1  116 
L'ncertaimy Coefficient 

symmetric 1 8983 071 75 S. 45550 .O0440 
with EDRAbiX dependent ,15895 .O5668 2.45550 .O0340 
with Ql3A dependent .23 56 1 .O9668 2.45550 00440 

Misshg observations: 2 

PER CENT 

THE DEVELOPMENT OFA NEW WORIC SITE 

Education and involvement in the stntegic decision ofi'the development of a new 

YES 
5 
3 
6 
14 

work site" proved to be significant. Chi-squared = 8.99038, df = 2, and p = .O1  1 16. This 

41.2 

tells us that the relationship between level of education and the sh-ategic decision of 

NO 

developing a new work site occurs as the result chance 1% of the time. 

58.8 

The measure of association based on the chi-squared statistic available for this 2 

TOTAL 
5 

100.0 

x 3 table Cramer's V = -51422. A substantial correlation exists between education and 

. PERCENT , 

14.7 

bring involved in this strategic decision. However, based on the raw data it would 

38.2 
47.1 I 

100.0 

1 O 
t O 
20 

13 
16 
34 



appear that al1 the male managers having a non-socid work education were involved in 

this strategic decision area 

The Uncertainty Coefficient = -18983 in the symmetn'c version, .15895 with the 

strategic decision as the independent variable, and -23561 with education as the 

independent variable. There is a 24OG association between level of education and this 

strategic decision. 

EDUCATTON 
NON SOCIAL WORK 

BSW 

Chi-squared Value DF S i-wi ficance 
Pearson 11.741 19 - 3 .O0282 

Minimum Expected Frequency 2.429 
Cells with Expected Frequency < 5 30f 6 (3 3.3%) 

.4p proximat e 
Statistic Value ASEI VaYAESO Si+qnificance 

Cramer's V 57919 .O0382 
Uncertainty Coefficient: 

symmetric -24 1 76 .O8639 2.65786 .O0079 
with EDRAMC dependent .20490 .O709 1 2.65786 .O0079 
with Q13B dependent 39478 .Il099 2.65786 ,000 79 

ADDING A ,WW PROGRAM 

TOTAL 

Mssing observations: 1 

YES 
5 
- 7 

17 18 
5 1.4 

Chi-squared = 1 1 -71 1 19, df = 2, and p = .00781. This finding is significant and 

PER CENT 1 48.6 

indicates that chance will produce this result only 296 of the tirne. 

NO 

1 1  

35 
100 O 

The rneasure of association indicated a strong relationship between level of 

100.0 1 

education and this strategic decision, Cramer's V = -57919. 

TOTAL 
5 
13 

PER CENT 
14.3 
37.1 



The Uncertainty Coefficient = 2 4  176 in the symmetnc version, 20490 with the 

strategic decision as the independent variable and -29478 with Ievel of education as the 

independent variable. There exists a 30% association between Ievel of education and this 

strategic decision. 

EDUCATION 1 YES 1 NO 

BSW 
MSW 

Chi-squareci Vdue DF Sipificance 
Pearson 17.35294 2 .O00 17 
Minimum Expected Frequency 1.000 
Celis with Expected Frequency < 5  2 of 6 (333?'0) 

NON SOClUL WORK f 5 1 5 14.3 
TOTAL 

TOTAL 
PER CELW 

Approirnate 
S t a ~ i d c  Value ASEl VaV.4ESO S i,gnificance 

Cramer's V 704 13 .O00 17 
Uncertainty CoeBcîent : 

symmetric 40390 .O6018 5.39199 .00001 
with E D R M  dependent .3 3 83 3 ,04663 5.39 199 .O000 1 
with Q l3C dependent 50 100 08668 5.39199 O000 1 

PERCËNT 

13 
9 1 8 

~Missing observations: 1 

14 
40.0 

Chi-squared = 17.35294, df = 2 and p = -00017. The relationship between level 

13 
17 

of education and this strategic decision is significant. 

37.1 
48.6 

21 
60.0 

The measure of association Cramer's V = .7O4 13 indicates a strong association 

benveen the variables. The Uncertainty Coefficient = .JO390 in the symmetric venion. 

35 
100.0 

-33833 with the strategic decision as the independent variable and -50100 with the Ievel 

100.0 1 

of education as the independent variable. There is a 50% association between level of 

education and this strategic decision. 



C hi-squared 
Pearson 

Minimum Evected Frequency 
CeIls with Evpected Frequency 

EXlUCATION 
NON SOCIAL WORK 

BSW 
MSW 

TOTAL 
PER CENT 

Statistic 
Cramer's V 
Uncertainty Coefficient: 

symmetric 
with EDRrtliK dependent 
with Q13D dependent 

Missin3 observations: 1 

STRUCTURE 

Value DF Si*gnificance 
7-67770 2 .O2152 
,329 
< 5 4of 6 (66.7%) 

Approximate 
Value ASEI V d . E S 0  S ignificance 

Chi-squared = 7.67770, df = 2 and p = -02 152. This finding is significant. 

The measure of association shows a moderate correIation, Cramer's V = -46836. 

The Uncenainty Coefficient = . 13606 in the symrnetric version, -08800 with the strategic 

question as the independent variable and 29987 with the level of education as the 

independent variable. There is a 30°6 association between level of education and this 

strategic decision. 

Education has been show in this study to be si_oiificantly associated with four of 

the strategic decision areas; (a) the development of a new work site, (b) adding a new 

program' (c) deletirtg an existing prognrn and (d) reviving the agency's organizational 

structure. As a group, the female respondents are better educated than their male 

PERCENT 
14.3 
37.1 
48.6 

TOTAL 
5 
13 
17 

YES NO 
2 

1 

3 
13 
16 

3 32 5 5  
8.6 

100.0 
91.1 1 100.0 



counterparts. However, gender was shown to be a strong determining factor in the 

involvement with the majonty of strategic decision areas exarnined An examination of 

the raw data suggest that the five male mangers without social work degrees are repulady 

involved in the strategic decision areas that were found to have a significant associations. 

It would appear that men are given more credit or greater hurnan capital benefits for their 

educational achievements then are women. This finding wodd support Roberts, 

Brunner, White, and Marmot's (1393) study of gender dinerences in the employment and 

occupational mobility in the British Civil Service. They found that men achieved greater 

benefits from their education level then did women. 

The curent study could also be seen to support Mueller, Kuruvilla and Iverson's 

/1994/ study of Swedish professionals. Mueller et al found that once adrnitted to a 

professional position, something other than education appears to be the criteria for 

advancement. For women in this sample, higher levels of education have not aanslated 

into a perception of involvement in strategic decision areas. 

As a result of these tindings the ansiver to the research question 3 s  level of 

education sipificantly related to type of decision within Winnipeg Child and Family 

Services?" is yes. 

LEVEL OF EDUCATION AXD STAGES OF INVOLVEMENT IN THE 

DECISION-MZIKING PROCESS 

In terms of involvement in the various stages of decision-making for the strategic 

decisions of the volume management progmms and the area's restructuring of the service 



delivery system there were no significant differences in the stages of decision-making 

based on ievel of education. 

The findings of this study did not suppon the work of Denton and Zeytinglu 

(1993). Sherman, Ezell and Odewahn (1987, or Handley (199-1) who found that men 

perceived a greater influence or participation in strategic decision-making than their 

female counterparts. The focus of this part of the research was to determine if level of 

education impacted on involvement in a particular stage of the decision-making process. 

No such significant associations were found. The women of Winnipeg Child and Family 

Services have achieved a significantly higher level of education than their male 

colleagues. However. the advantage of higher education levels has not translated in to 

greater involvernent in decision-making. It would appear that something other than level 

of education has leveled the playinç field between the male and female managers. Wolf 

and Fligstein 11 959) found that men received about three times the return for each year 

of pst-secondan; education than women do. These results seem to support this finding. 

As a result. the answer to the research question " 1s level of education 

significantly related to the stages of decision-making process within Winnipeg Child and 

Family Services?" is no. 



LEVEL OF EDUCATION .&ND LEVEL OF INVOLVEMENT IN THE 

DECISION-MA.KlNG PROCESS 

No significant associations were found between Ievel of education and level of 

involvement in the decision-making process of either volume management programming 

or the restructuring of the service delivery system. 

LEVEL OF WOLVEMENT IN TKE DECISION-MAKING PROCESS VOLUME 

MANAGEMENT PROGRAMS. 

Level of education and level of involvement are ordinal level variables which 

would make Gamma the appropriate rneasure of association. Using this test Gamma = 

.O621 and p = -780. This finding confirms the lack of a significant association between 

these two variables. 

LEVEL OF WOLVEMENT [N THE DECISION-MAKING PROCESS 

RESTRUCTURNG OF THE SERVICE D E L M R Y  SYSTEM 

Using Gamma = -0597 and p = -789. This confirms the lack of significant 

association between these two variables. 

No significant associations were found between level of education and the level 

of involvernent in the decision-making process of either the volume management 

programming or the area's restnictunng of the service delivery system. Given the 

previous findings of the lack of significant associations between level of involvement in 

the decision-rnaking process and gender or career intemptions, this finding was not 

surprising. It rnay be that the two strategic decision-making processes examined did not 



follow the normal process of agency decision-making. The definitions used to delineate 

level of involvement may have been to restrictive to accurately refiect actual level of 

involvement. 

As a result of these findings the answer to the research question 1s level of 

education significantly related to level of involvement in the decision-making process 

within Winnipeg Child and Farnily Services?" 1s ' no. 

MENTORS 

Menton appear to be a common career asset in this sample. 68.6% of the 

managers in this sample indicated that they had a mentor in their career. Twelve of the 

eighteen women in this sample had menton and nvelve of the seventeen male 

respondents had mentors. Seven of the women indicated that they had same sex mentors, 

four indicated they had male menton and one female manager indicated having mentors 

of both sexes. Nine of the men indicated that their mentor had k e n  male, two men 

indicated that they had a fernale mentor and one of the respondents indicated that they 

had mentors of both sexes. 

Prior to answering the research questions conceming having a mentor, it was 

appropriate to determine whether there were any significant differences between the 

male and fernale mangers and having a mentor. No sig-nificant associations were found 

between gender and having had a mentor. As well, there were no significant associations 

between gender of the protégé and the gender of the mentor. 



Unlike the majority of research on women and their attempts to locate female 

menton, this midy clearly showed that the female managers in this group were able to 

find female mentors N u e  1988. Ragim d Cotton 1991. Hunt & Michael 1983). 

However, since the questionnaire was not designed to elicit information of the quality of 

the mentonng relationship, the power or authority of these female menton remains 

unknown* 

The women in this study appear to have recognized the importance of obtaining a 

mentor and seem to have the skills to acquire one. Unlike Ragins and Cotton's (199/j 

snidy that found that women were likely to have male menton, this study found no 

association behvern the gender of the protégé and the gender of the mentor. Given that 

social work is traditionally viewed as a female occupation at the lower levels of the 

organization and male at the higher levels, the opportuniîy to access menton of eithrr 

sender would exist. 

MENTORS A L D  POWER 

Using the Mann-Whitney U test as the test of significance for power and having a 

mentor, the results showed U = 1 1 8.5 and p = -5  1 1 9 two-tailed and corrected for ties. 

This finding is not significant. 

The present research does not support Fagenson's 11988. 1992) finding that 

having a mentor Teads to greater resource power, organizational influence, or greater 

access to important people. It may be that îhe prevalence among both female and male 

managers of having a mentor has equalized any advantage. Ragins (1989) found that 



male protégés use their menton more effeaively than female protégés. This study does 

not support such a finding. Since the experience of having a mentor was found to be a 

pervasive within the management team of the agency, the advantages accrued by men in 

previous research studies may have been eliminated. 

As a result, the answer to the research question -* Is having a mentor significantly related 

to power within Winnipeg Child and Family Services?" is no. 

LMIEXTORS AND AUTHORITY 

Using the Mann-Whitney U test as the test of significanci: for the authority index 

and having a mentor, the results showed U = 95.0 and p = -6772 two-tailed and corrected 

for ties. This finding is not significant. 

The literature suggests that " everyone who succeeds has had a mentor or 

menton" fLundfng. Clernrnrs. K- Perkrns 19-8: 100). Individuils who are mentored 

receive more promotions, recognition, and oppominitiesffugenson 1992)/GarkdI & 

SMev 19901. However, in this mdy having a menror appean to have no impact on the 

level of authority available to a manager within Winnipeg Child and Family Services. 

Since the experience of having a mentor was found to be a pervasive within the 

management tearn of the agency, any advantage accmed by the experience rnay have 

been equalized between male and femaie managers. As well, the definition of tasks used 

to compile the authority index may have failed to identiQ al1 the relevant data. 

As a result, the answer to the research question " 1s having a mentor significantly 

related to authority within Winnipeg Child and Family SeMces?" is no. 



MENTORS AVD STIUTIEGIC A i i  OPEUTIONAL DECISION AREAS 

Having a mentor and king invdved in the strategic decision of seeking new 

sources of Funding produced the only significant association. 

The independent and dependent variables in dl the subsections of these questions 

are dichotornous nominal level variables. As a result, the appropriate test of significance 

is chi-squared and Fisher's Exact Test. The measure of association i s  Phi. The 

Uncertainty Coefficient also provides a direct measure of association between the 

variables. OnIy one stmtegic decision area produced a significant association. 

I WOULD BE RESPONSIBLE FOR: 

MYE YOU BAD A 
MENTOR 
YES 
NO 

Chi-squared Vaiue DF Significance 
Pearson 5.0 1264 1 O25 16 
Fisher's Exact Test: 

One-Tail -0270 1 
Tw O-Tai[ O 3 1  1 l 

Minimum Expected Frequency 3.972 
Cells with Expected Frequency < 5 

TOTAL 
r 

PER CENT 

Approxirnate 
S tatistic Value ASEI VaYi\ESO Sionificance 

Phi 37315 ,025 16 
Uncertainty Coefficient: 

symmeuic 1763 0 09027 1.37004 .O 1628 
with QI4 dependent .13026 .O9309 1.37004 .O 1628 
with Q 13F dependent .12258 .O8848 1.37004 .O 1628 

SEEKING NEW FüNDLNG SOüRCES 

Misshg observations: O 

13 
36.1 

YES 

12 
1 

23 1 36 1 100.0 I 
63.9 100.0 1 

TOTAL 

35 
1 1  

30 

13 
10 

PER CENT 

69.4 
30.6 



Having a mentor and being involveci in the strategic decision of seeking new 

sources of funding produceci significant associations. Chi-squared = 5.0 1264, df = 1, and 

p = -025 16. Fisher3 exact test = -0270 i one-tailed and -03 1 1 1 two-tailed. 

Phi = 373 1 S. This tells us that there is a moderate to strong association between 

having a mentor and seeking new funding sources. The Uncertainty Coefficient = -12630 

in the symmetric version., -13026 with having the strategic decision as the independent 

variable and .11758 with having a mentor as the independent variable. This finding 

shows us a 12 to 1396 association between these two variables. 

Given that this was the on& silificant association found it is worthy of some 

specuiation. Having a mentor and gender were not significantly associated. Gender was 

not significantly associated with the strateijc decision area of seeking new funding 

sources. it is not totally surprising that having a mentor and seeking new funding sources 

would be significantly associated. The persuasiveness of having a mentor among al1 of 

the agency's management team makes this finding predictabie in some ways. 

The literature tells us that having a mentor is a nrcessary requirement to career 

success (Zundmg. Ckmznts. & Perkins 19%). If one3 mentor is part of the network that 

rnakes fünding decisions, the relationship that exists between mentor and protégé may be 

important variable in obtaining new fundinç. Fagenson (1988) found that mentored 

individuals had greater access to i m p o m t  people as wel1 as geater resource power than 

non-mentored individuals. Access to funders and to funding sources would appear to be 

easier for the mentored individual. 



As a result, the answer to the research question " Is having a mentor significantly 

related to type of decision within Winnipeg Child and Family Services?" is a generaily 

no. 

MENTORS .LW THE STAGES OF WOLVEiMENT IN THE DECISION- 

-MAKING PROCESS 

RESTRUC-G OF THE SERVICE DELfVERY SYSTEM 

Only one significant association was found behveen having a mentor and the 

stages of involvement in the decision-making process of restmcturing the service delivery 

systern . 

1 PER CENT 71.4  1 28.6 1 100.0 1 

WVE YOU aiu> A LWNTOR 

C hi-squared Value DF Siqificance 
Pearson 5.1 4943 1 ,02325 
Fisher's Exact Test: 

One-Tai i .O4282 
Two-Tai1 .O4282 

Minimum Expected Frequency 1.714 
Celis with Eupected Frequency < 5 

Approximate 
Statistic Value ASEI VaVAESO Si@cance 

Phi - 033 25 
.38357 

Uncertainty Coefficient: 
symmeuic ,12634 .Il438 1.071 17 -03067 
with Q 17BN dependent .14566 .12998 1.071 17 ,03067 
with 414 dependent .Il155 .IO3 19 1.071 17 .O3067 

NON-ENVOLVEMENT 
YES 
NO 

Missing observations: 1 

TOTAL $5 10 ! 35 100.0 
I 

YES 
- ? 

23 

NO 
4 
6 

TOTAL 
6 
29 

. PERCENT 
17.1 
82.9 



Of al! the stages of decisionmaking only non-involvement in the r e s t r u ~ ~ n g  of 

the seMce delivery system exhibited a significant association with having had a mentor. 

Chi-squared = 5.14943, df = 1 and p = -02325. Fisher's exact test = -04282 for both the 

one and two-tailed test As a resdt this finding is significant. 

The test of association yielded fairly modest associations, Phi = 48357. The 

Uncertainty Coefficient = .12634 in the symmeh-ïc version, .14566 with having a mentor 

as the independent variable and - 1  1155 with non-involvement as the independent 

variable. At best this indicates a 1496 association between the two variables. 

There may have been some difficulties with the clarity of this question in that 

it was seeking information based on a double negative. However. given the data 

collected it would appear that having had a mentor increased the potential for 

involvernent in the resmictuing of a sewice delive- system. However, it may be that 

there were an insuficient number of respondents to identie an? one stage of the 

decision-making process as significant. The finding that having a mentor was 

significantly related to involvement in the restmcturing of the agency was not surprising. 

Any modification of the service delivery system requires support from powerholders 

within and without the agency. A relationship with a snong mentor can potentially 

expedi te the process. 

As a result the answer to the research question " Is having a mentor significantty 

related to the stage of decision-making process within Winnipeg Child and Family 

Services?" is a no. However. having a mentor is significantly related to involvement in 

the strategic decision process of restructuring an area's senrice delivery system. 



iMENTORS AiND LEVEL OF WOLVEME1YT IN TElE DECISION-MAKING 

PROCESS 

No significant associations were fond  between having a mentor and the level of 

involvement in the decision-rnaking process. It may be that the two stratepic decision- 

making processes, volume management programrning and the restnicturing of an area's 

service delivery system, did not follow the normal process of agency decision-making. 

The questionnaire's attempt to delineate the levels of involvement may have been too 

detailed to solicit the required information. 

As a result, the answer to the research question '1s havine a mentor significantly 

related to level of involvernent in the decision-making process within Winnipeg Child 

and Family Services"? 1s no. 

ANALYSIS OF RESEARCH FINDNGS 

The research questions emined  in this thesis focused on identieing those 

variables that could be used to predict power and authonty in a child weifare agency. 

The process of strategic decision-rnaking was also studied as a vehicle for the expression 

of power and authority. It was thought that gender would have significant association 

with power and authority. A great deal of the exiaing research has found that female 

managers are relegated to organizational positions that allow hem significantly lower 

levels of pwer and authority. The findings of this study clearly indicate that gender is 

not significantly associated with power, authority, the stages of the decision-making 



process, or the level of involvement in the decision-making process. No significant 

association was found between gender and hierarchical position It may be that the 

women of Winnipeg Child and Family Services who have been chosen for the agency 

management positions may possess certain characteristics that make them more 

acceptable to their male colleagues. Rudeman, Ohlott and Kram 11995) suggest that the 

male decision rnakers in organizations experience a lack of comfort or fit with femaie 

candidates. Their study e m i n e d  the promotion decisions made within a large 

corporation. The results of their midy found that promoted men were described as 

having a hi& degree of comfort or fit with the decision maker. It rnay be that promoted 

women within the agency have the qualities that fit. On the other hanci, the women 

managers rnay have been promoted by other women within the oqanization. Finally, 

Reskin (1993) suggests that self-selection must be considered as having an impact the 

gender of the promoted as well as oganizational selection decisions. Since no data was 

coliected on the promotion experiences of the respondents this remains specuiation. 

It may be that the impact of the current fernale managers has begun to eliminate 

the preferential status that past male managers have enjoyed. Gender's only significant 

association was with involvement in the snategic decision areas. Male managers 

identified a greater involvement with these strategic decisions than their female 

colleagues. The point must be made that these results are based on perception of 

involvement. It may be that the p s t  personal and professional socialization of the 

current female managers has led them not to expect involvement in certain strategc 

decision areas. Riggs and Sparrow (1996) suggest that the relationship between gender- 



stereotypes and patriarchal power places female managers in a contradictory position. As 

managers they are supposed to have the authority of their position, however as women 

they exist within a gendered social structure in which men are expected to hold power. 

Such a conflict might prevent female managers From asserting their nght to be involved 

with strategic decision areas. However, perception is ofien the reality. Further research 

into this finding would be helpful. 

The findings on age were also a surprise. It is logical to assume that as age 

increases and career's unfolci, greater levels of power and authority become available 

during the early and middle stages of career developrnent. Increased involvement in the 

strategic decision areas, the stages of decision-making and the Ievel of involvement in the 

decision-making process mi@ also be predicted. The tindings of this snidy did not 

support this assurnption. Further, the one significant association found between age and 

involvement in the development of volume management programrning suggested that 

being under 50 yean of age increased the potential for involvement in the process. It 

rnay be that the choice of this strategic decision was not representative of the normal 

decision-making process within the agency. Volume management program funding is 

not part of the agency's core funding. There are no ,niarantees that these p roprns  will 

continue past the current fiscal Yeu. Over the years a nurnber of innovative progams 

have been initiated, briefly flourished and than vanished for Iack of core funding. 

Allowing younger managers to be involved in the development of such programrning 

poses few risks in the long term and can serve the function of identi-ing the potcntial of 

those involved. 



The literature suggests that career interruptions have a negative impact on the 

power and authority of femaie managers. Gender was significantty associated with 

career interruptions within Winnipeg Child and Family Services. However, the results of 

this research showed no significant relationship between career interruptions and power, 

authority, involvement in stratepic decision areas, the stages of involvement in the 

restnichinng of a service delivery system or level of involvement in the decisionmaking 

process. These findings are supponive of previous research that shows that the effecrs of 

career interruptions is weakest in predominately female occupations (Peterson 1989). 

Mandelson's f199ri) suggestion that increased participation by women in the labour force 

is, in part, the result of increasing demands for services provided by traditionally female 

occupations could offer a partial expianation for career interruptions not being 

significantly associated with power, authority and participation in the agency's decision- 

making processes. The demands made on the agency have continued to grow, resulting 

in an increase in the agency7s staff complement. The need for more staff and for 

manager's to supervise them has resulted in the hiring of at least four new female 

supervisors. The effects of career interruptions rnay be negated in the face of agency 

stafing needs. 

The one exception to this lack of significant associations between career 

interruptions and any of the dependent variables was found in the start-upiinitiation stage 

of decision-making for volume management programming. Never having experienced a 

career interruption was significantly associated wïth this stage. Since career interruptions 

were by far a female rxperience, it could be suggested that the start-up or initiation stage 



of volume management progmnming was a testing ground for primarily young male 

managers. These finding could be seen as supportive of other research that has suggested 

that female managers are ofien not offered the chance to be involved in challenging 

assignments Burke 1995,) (~W&~ZR.  Ohlon & K m  1993). 

The finding that family status was significantly associated with none of the 

dependent variables was surprising. The impact of " double duty " on female managen 

has long been çpeculated upon as a causal explanation for sender differences in levels of 

power, authority and career achievements. It may be that the choice of a career in child 

welfare, a predominantly female occupation, validates Becker3 premise that wornen 

choose occupations that are less taxing and therefore more compatible to the demands of 

meeting family responsibilities {Brcker 19'15: SU). However, no one. male or female, 

committed to the field of child welfare would describe it as less taxing than other fields 

of pnctice in social work. Given that the mean age of both male and female managers 

was approximately 48 years of age, a more likely explanation is that the intense demands 

of meeting the needs of very young children occurred pnor to their emplo-ment as an 

agency manager. This is speculation, since no data was coIIected on the tenure of 

managen in their position or on the ages of children in their care. 

Levrl of education was significantly associated with gender. The female 

managen of this agency have attained higher levels of social work education than their 

male counterparts. The level of education proved to have no significant association with 

most of the dependent variables. The exception to this was involvement with four 

strategic decision areas; a) the development of a new work site, b) adding a new program, 



C )  deleting an existing prograrn and d) revising the agenq7s organizationd structure. 

Being male was also significantly associated with these same strategic decision areas. 

Roberts et al 0993 )  fond  that even when education levels were similar, men were 

admitted into a higher grade of the British Civil Service than women B a d  on the 

retumed questionnaires. Winnipeg Child and Family Services has five male managers 

without a under graduate or graduate social work degree. Al1 of the female respondents 

had at l em a Bachelor of Social Work degree. It could be suggested that male mangers 

at the agency receive more human capital credits for their educational achievements than 

their femaie counterparts. 

No significant association was found between having: a mentor and gender. As 

well, there was no relationship between the gender of the protégé and the gender of the 

mentor. Finally, there were no significant associations between the expenence of having 

a mentor and almost ail of the dependent variables. Significant associations were found 

benveen having a mentor and the strategic decision area of seeking new funding sources 

as well as between having a mentor and king involved in the restrucruring of the service 

delivery sustem. Since the female managers of this agency had access to mentoring 

relationshipq the benefits of such a relationship may have been equalized between the 

genders. 

The results of this research provided mixed and inconclusive findings in 

determining whether or not Winnipeg Child and Child Services e.xhibits a gender bias. 

Gender was not found to be significantly reiated to the possession of power or authority. 

However, gender was significantly associated with involvement in the majority of 



strategic decision areas. Men, and not women, claim this exercise of power as their own. 

It may be that the instruments w d  to measure power and autho~ty were too crude to 

capture the reality of the situation. Other findings suggen that even though women were 

the betîer educated, it was male managers who were involved with the rnajority of 

strategic decisions made within the agency. 

THE FINDINGS FROM THE POLITICAL-ECONOMY PERSPECTIVE 

~ O D U C T I O N  

Hasenfeld's / l983 delincation of the political-econorny perspective has been 

previously outlined. The political refen to the power and authority acquired by an 

organization as defined by a dominant dite. The econornic refen to the resources 

required by the organization to support the sewice technologies, the division of labor 

within the organization and the production of services to be provided. The economic 

environment includes the availability of resources Iike clients, a labor force, technology 

and facilities, the dernand for the agencfs services, the structure of the human services 

network and the general economic conditions effecting the availability of fiscal resources 

IH~srnfrkl1983:4j). 

GENERAL ENVIRONMENT 

The genenl environment describes those conditions in the environment whether 

economic, demographic, cultura1, political-legal or technological, that affect al1 

organizations. These characteristics support the functioning of organizations on the bais  



of the fit between the organization's structure and activities and the generd 

environment's characteristics (Hasenfeid Z98M 1). Hasenfeld views the ability of 

human service organizations to impact on the conditions of the general environment as 

limited- 

The state of the general economy directly influences or limits the state of 

economy within a child welfare agency. Economic conditions determine the allocation of 

resources to mial  service agencies. It is on- logcal to recopize that the general state 

of the economy will impact upon the service demands made on an agency. It is a sad 

reality that the econornic conditions which place the most demands upon social service 

agencies also lirnit agency's ability to respond to those demands. For example, the 

Operational Rrview of Winnipeg Child and Family Services identified the desperate 

economic plight of the urban Abonginal population as being a dnving force in the 

agency's past and firme financial dificulties. The authon of this review state that " 

bamng any change in the economic condition of the Aboriginal residents of the city there 

will be systematic and sustained increases in the number of children at risk for the next 

1 O- 1 5 yean (Prairie Research As.wciufes 1 9 9 7: i). 

Sociodemographic factors such as age, gender. family composition, race and 

ethnic composition, residentiai location and social class are highly related to ceriain 

human problems. The relative youth of the majority of the Aboriginal population, their 

high birth-rate compared to the dominant elite's, the slum housing that the poor are 

forced to endure, are al1 factors that increase the potential for child welfare involvement. 

The finding that men and women within this agency have similar levels of pwer  and 



authority, may in some part be related to the demographic realities of our smiety. Perry, 

bvis-B[&e a d  Kdik (1994) examined the seleaion and promotion decisions made in 

organizations. Peny et al's (1994) review of the iiterature identified a number of factors 

that effect the decision to select or promote an individual. One of their major findings 

was that a relationship exists between the demographic composition of the applicant 

pools and the demographic composition of the job a d o r  the organization. The front- 

line enay level of child welfare remains predominately female. The findings of ihis 

research indicate that gender is not the primary basis of power and authority. [t 1s [ogical 

to assume that as management positions becorne avaiiable at the entry and middle levels, 

the selection process will continue to recruit From the front-iine pool. The result of this 

may lead to an ever increasing female presence in the agency's management stmcture. 

The proviso to this rnay be that the dominant elite of the general environment may resist 

placing women in the highest position within the agency. Hasenfeld (1983) views social 

service agencies as being particularly sensitive to the cultural and value systems of the 

dominant elite. It is the function of these agencies to prornote, strengthen and uphold the 

dominant value systems. However, the findings of this research offer hope for the 

amelioration of dominant cultural values. The female managers appear to senerally have 

the same potential as male managers to impact on the hinctioning of the agency. While 

the current research did not examine the value base of the current mangers, other 

research has shown that many women are more focused on their connections with others 

as opposed to individual achievement. Perhaps the goals women managers seek to 

achieve in the workplace, will have less to do with maintaining the status quo and more 



to do with being conneaed to othen within both the workpiace and the communiq? 

(GiIIigun ZWt) 

nie agenq's o p e r h o d  review makes specific mention of the "whiteness" of 

the agency's seMce delivery. It makes reference to the fact that the dominant culture of 

the agency may have difficulty in understanding the needs or desires of its growing 

Abonginal clientele. Some authoa would suggest that as an institutionalized human 

service organization wi-th a mechanistic organizationai structure, Winnipeg Child and 

Family Senices is unable to respond to the changes around it because it simply does not 

have any method of recognizing or responding to the demands of the society it exists 

within. However, since gender was not found to be significantly related to power or 

authority, an ever growing nurnber of female powerholden, many of whom rnay have 

personally experienced discrimination, may be more attuned to the needs of the agency's 

client population. 

A possible explanation for the tinding that gender is not significantly related to 

power and authority in this agency may have its roots in the political-Iegal conditions of 

the general environment. I t  has been argued that the percentage of women in an 

organization may be related of the relative strength of intemal and extemal forces and the 

political agendas put fonh by these forces/Cohn 1996). Over rime, public sector 

employen have been strongly influenced by political pressures to pursue more egalitarian 

hiring practices than the for-profit sector Kvande and Rasmussen 119951. It may weI1 be 

that the long standing ferninia stniggle to achieve the goal of equality and self- 

determination has begun to bear h i t  in this agency setting. 



The effeaiveness of many of the service technologies used by the agency remain 

unknown. The agency's operational review speaks to the lack of a risk assessrnent scde 

at the intake level of the agency's service delivery system. The ever g o ~ n g  number of 

chil&* in tare cari be seen as eirher the resuit of a growing underclass of disposable 

children in our swiety or the work of ill-prepared and under-resourced social worken. 

Over time the agency has tacitly ignored certain available technologies, e.g. Manitoba 

Risk Estimation Scale, and embraced others, e.g. in-home support programs, that have 

been shown to have time-limited effectiveness. A number of the findings of this research 

lead credence to the belief that the agency-s female mangers need to become more 

involved in the development and implernentation of new service technologies. The 

findings of this research susgest that the male managen of the agency perceive these 

activities as being their domain. Gender was significantly associated with the strategic 

decision areas of adding a new program, or deleting an existing pro-gram from the 

agency's anay of seMce interventions. Further, being male increased the probabili~ of 

involvement in the strategic decision area of changinp an area's service priorities, which 

of course an impact on agency interventions or technologies. Finally, this research found 

that a lack of career interruptions was significantly associated with the development of 

volume management programming. Since women experienced twice as many career 

interruptions than men in this agency it is reasonable to speculate that more men than 

wornen were involved in the development of the volume management programs. Female 

manages were found to have attained higher levels of social work education than their 

male counterparts. It could certainly be argued that involvement in degree and graduate 



education provides the opportunity to expand one's knowledge base. It may be fair to 

suggest that the female managers , based on their higher levels of education, could be 

more familiar or knowledgeable about the development of new s e ~ c e  technologies. 

The agency's operational review made a point of questioning the effectiveness of the 

volume management progmms. This criticism may have less forthcoming if the female 

managers had b e n  more involved in the start-up stage of volume management 

programm mg. 

The ability of managers, male or female, to effect in the short run the general 

environment that surrounds Winnipeg Child and Family Services is limited. The 

revolution is not yet a viable option. A greater impact can be made on the task 

environment. 

TASK ENVIRONMENT 

Hasenfeld ( 1983) describes the task rnvironment as "the set of al1 extemal groups 

and organizations controlling access to potential and actual resources for the 

organization" ftlosenfefd I98.MO) In order to identi fy eac h organization's relevant task 

environment the organizational domain must be identified. The organizational domain 

refers to the particular problem or need that the organization has staked as its own, the 

section of the population it is focusing on and the particular services that it intents to 

provide in order to meet its mandate. The work of Winnipeg Child and Family Services 

focuses on children and the families in which they live. Such a focus has traditionally 

being viewed as women's work. Miller /199I) describes the child welfare system as a 



c a e a i n g  syaem. The organization that makes up this caretakng SWem reflecfi the 

values of the dominant elite, their definition of caretaking, and their articulation of the 

role of women within that system. Miller views the child welfare ?stem as being part of 

what Ferguson (ci& iMiUer 1991:594) calls the public ptriarchy or institutionalized 

paharchy. However, an argument can be made that the agency a h  reflects the values 

and definition of caretaking held by its employees. 

Haseofeld /I983) feels that the task environment consists of at six major 

components; 1 ) the providen of fiscal resources, 2) the providers of legitimation and 

authority, 3) the providers of clients, 4) the providen of complementary services. 5) the 

consumers and recipients of the agency-s products, and 6) competing oqmizations 

IHcLFenféld 1983.~51-62). It is important to recognize that any specific organization or 

group in the task environment may represent several of these secton at the sarne time. 

Child weifare apncies obtain their hvo most important resources, money and 

authority, from the sarne extemal source; the provincial govemrnent. As part of the task 

environment, the provincial govemment and i t s  supporting bureaucracirs, are both the 

providers of fiscal resources and Iegitimation/authori$ It is their responsibility to 

monitor and evaluate the agency's performance according to the goals outlined by its 

dominant elite. 

Benson (193,) describes social service orsanizations as being dependent on and 

subservient to the environmentai forces that provide them with le&imation and 

authority. The selection of the organization's new CE0 may well be a retlection of the 

unhappiness felt by the providers of fiscal resources and legitimation. The agency's new 



CEO has absolutely no bac kground in child welfare- He bas an under  dut te d e P e  in 

a physical science and a m e n  of Business Administration. The choice of an ornider 

cari be s e n  as an anempt to control the behavior of the organhtion. Outside successors 

are usually hired to accomplish change and are Iess bound up with and constrained by the 

organiationai history and its comrnitments. The stated goal of the agency's new CE0 is 

to reduce the agency's nine million dollar deficit. Female managers were fomd to 

possess similar levels of power, authority as their male colleagues and to have access to 

some aspects of strategic decisionmaking. The findings of this sîudy support the belief 

that an opportunity may exist to change the value base of some of the agency's 

interventions in order to address the needs of the client population in a more empowering 

fashion. If the provision of service meets the goal of fiscal cffciency. the underlying 

value base may be unimportant to those charged wïth reducing the agency's deficit. The 

present research would suggest that women, for whatever reason, have not bern as 

involved in the developrnent of new interventions. nie stated position of the agency's 

new CE0 is to leave the provision of service to the staff of the agency. This may be the 

tirne for the fernale mangers to exercise the option of developing new programs. 

The providen of clients make up another segment of the agency's task 

environment. Given the mandate of the agency, this inctudes individuals and families as 

well as other organizations and institutions. Providers of complementa- and competing 

services make up other elements of a child welfare agency's task environment. These 

include organizations in the criminal justice system, the health care system, the education 

system, pnvate therapists, and any other organizational entity with which the agency 



might have a complementary or interdependent relationship. The operational review of 

the agency viewed these complementary and competing providers of services as having a 

critical role in the escalating costs of child welfare. As education, health, and the other 

agencies of the social services sector withdraw into their core mandates, it becomes the 

child welfare systems responsibility to fil1 the gap. Given the magnitude of the 

withdrawal of seMces, the ability of the agency to stretch its resources diminishes. As a 

result, the agency may begin to withdraw its softer seMces and to talk of farnilies being 

able to help themselves without state interference. The challenge facing the ageny's 

management is to develop innovative and inexpensive interventions during a time when 

it fin& itself with fewer resources to assist families and their children. This study found 

that having had a mentor was significantly associated with seeking new funding sources. 

In the current econornic climate, access to new funding sources is enhanced if 

collaborations occur between the providen of clients, complimentary and competing 

services. The operational review has great praise for the across agencies programming. 

Strengthening ties with competing organizations, who by and large are not as  powerfül or 

resource rich as Winnipeg Child and Family Services. has the advantage of irnposing the 

agency's value base on organizations that might profess an alternate value base. This 

process of co-opting cari allow for the reinforcement of the dominant elite's vision of 

society. However, if the will exists to change the value base of the agencfs 

interventions, increased collaboration wîth complementary and competing agencies 

might allow for the developrnent of pro-active programming to address the needs of 

sewice recipients. Across agency initiatives have been successhil in obtaining new 



h d i n ~  for example joint funding b been obtained for pro-ing with The Native 

women9s Transition Center, Andrews Street Resource Center and the Elizabeth Hill 

Counseling Center. One cari speculate that the networking required to accomplish these 

initiatives may have its ongin in a variety of mentonng relationships. 

The final element of the agency7s task environment is the consumen. voluntasr or 

involuntary of the agency 's seMce delivery products. The majority of its clientele are 

single mothen and their children. This study has demonstrated that this agency is a 

caretaking system managed by men and women with sirnilar levels of authority and 

power but with different lrvels of involvement in strategic decision areas. At the service 

delivery level. it is made up of more women: foster mothers, female family support 

workers and Female social workers. Research exists that suppons the contention that 

women select this work because it allows them to exercise their social/nu&ng skills. 

These skills may be best described as the ability to deal with one's own emotions in order 

to effectively deal with the behaviour and feelings of other peoplefKilboournr d- England 

1996). Given the findings of this research. the next step ma? for female managers to 

begin to develop joint initiatives with al1 of these women to collectively address cornmon 

difficulties they have experienced. The majority of refenals to child welfare agencies are 

often based on allegations of child neglect. The connection between pverty and child 

neglect is well documented. Despite the research that finds neglectful mothers ofien to 

be P r ,  single, and socially isolated, much of current child welfare ideolog and 

therefore many of its interventions seek to therapeutically treat the refeml based on a 

penpective of individual pathology. Such interventions endorse the dominant elite's 



perspective that those who suffer in poverty have only their own inadequacy to blame 

d e r  than amibuting it to profound inequities in our society's disnibution of wealth and 

power. The findings of this research suggest that the basic tools required to work toward 

changing this value stance do lie in the hands of the fernale managers of Winnipeg Child 

and Farnily Services. 

RECOMMENDATIONS 

A number of questions were raised by these results that suggest areas for fixther 

research. Ethnicity and race were not addressed in this research and may have a major 

impact of an individual's perception of their possession of power and authorie. The 

power index and authority index require fùrther refinement. in-depth in te~ewing of 

management members might highlight crucial areas that were overlooked in this 

researc h. A di fferent methodological approac h might clarifj these findings. 

A strong arguent can be made that the women in this panicular child welfare 

agency may have the resources to pro-activeiy respond to a number of issues and client 

nerds. No clear expianation exists for the differences between the genden in tems of 

involvernent with the strategic decision areas. It may be that when the society around an 

individual socializes them into believing that they are unable to perform a certain task by 

reason of their gender and as a result the attempt to do so is not made. Strategies that 

suggest individual change can easily be seen as validation of their inadequacies. 

Nevertheless, a concerted effort must be made to take charge of the agency's service 

delivery system and the technologies and interventions that are employed. The findings 



suggest that the deteminahon of service prionties and the addition or elimination of 

agency programs are in the han& of the male mangers. The female managen of this 

agency shouid join together to develop new programs and technologies. The results of 

this research seem to imply that women's higher levels of education do not automatically 

translate into greater access to strategic decision areas. Nevertheless, continual 

professional irnprovement must be a goal of women managers wishing to ensure a 

growing place in the agency's positions of power and authority. 

The political economy perspective clarifies the importance of joint initiatives, the 

role of social and political movernents and collective action in accomplishing change. 

Anempts to change our society's belief in hierarchy over egalitarianism, cornpetition 

over cooperation and individual achievement ovrr the collective good m u t  be organized. 

Women must commit themselves to working toward social and political change. Coming 

togethsr with the memben of the agency's task environment can only strengthrn the 

effom of al1 to achieve a real change in the lives of women and children in our 

communities. 

The option of organizational reform must also be considered. The literature 

speaks of a new organizational fom, the leaming organization. Within this type of 

organization a culture is created which supports risk-taking and encourages leaming from 

mistakes. A learning or_mization continuously ûansforms itself in a process reciprocally 

linked to the development of its memben bilimo-:Lletcu~e 1994:3X). The gender-based 

division of power and authority that appear to exin within the provincial bureaucracy and 

the male dominated political leadership seem an unlikely sources of positive change for 



Winnipeg Cbild and Family SeMces. However, the findings of this research suggest that 

the female managers of Winnipeg Child and Fmily Services may have some of the 

power and authority required to initiate the change process. The female managers of the 

agency must be prepared to n e ~ o r k  together to influence, in whatever fashion they can, 

the coming ~r~ganizational changes and strïve to create a new organization that learns 

from its membership. 

Final1 y, examples of gender discrimination mut be docurnented and highlighted 

in order to name hem for what they are, unfair and unequal treatment. As child welfare 

workers we have the ability to control the process and content of Our social work 

practice. We can perpetuate the practice of unequa1 treatment of wornen or we can view 

ounelves as k i n g  involved in the same practices of discrimination and strive to change. 
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This research project is being conducted by a student of the University of Manitoba's Facuity of 
Social Work. The purpose of the study is to berter understand the variables that are important in 
predicting power and authority within a child welfare agency. Your annvers to the following 
questions will be anonymous and kept strictiy confidentid. We appreciate your taking time to 
cornpiete the questionnaire and to rentrn it in the envelope provided. 

DEMOGRAPHIC INFORMATION: 

Please idenuSr your Area within the Agency: 

Southwest Nonhwest East Central - Wesley 

(1) Are you? iMale Femaie 

(2) What is your date of birth? Y W  

(3) What is your education level (cornpleted)? 

High School 
- College Cerrificate or Diploma 

B.A. 
B.S. W. 
M.S.W. 
Other (please specify) 

Family Status 

Singleho children - Single with children 
Marriedho children Married with children 
Divorcedno chiIdren Divorced with children 
Cornmon-lawho children Common-law with children 
Widowedho children - Widowed with children 

(a) if you are in a relationship, does your partner 
work outside the home? 

I f  they work outside the home do they work 

Have you ever been on maternity leave? 
If yes, how many times? 

Y E S  NO- 

YES NO- 



(7) Have you ever been on parental leave? 
if yes, how many times? 

YES- NO- 

(8) Have you experienced any interruptions in your professional 
work expenence for any other reason? YES- NO- 
If yes, please explain. 

(9)  What is your current management title? 

- Front-line supervisor 
Director of S~MC~S/&!SOU~C~~ 
Area Director 
Other 

( 10) In my current position I directly supervise: 

- O staff 
- less than 5 

5 - 10 staff 
- II - 15 staf f  
- more than 15 

(1 1) The staff1 supervise, supervises the work of other 
professional staff. 

(12) My position in the agency gives me control of: 

(a) how the work is organized in my unit YES NO- - 

(b) hiring for my work unit YES NO- - 
(c) firing staff in my work unit YES- NO- 

(d) as a funcrion of my position I control a budget of 

(e) 1 am responsible for evduating staff YES NO- 

( f )  1 am responsible for allocating resources to other work 
units E S -  NO- 

(g) 1 am responsible for sanctioning staff E S -  NO 



( 13) I would be responsible for: 

(a) the development of a new work site 

(b) adding a new program 

/ 

(d) revising the agency's organizationai structure 

/ 

(e) revising my area's organizational stmcnire 

(f) seeking new hnding sources 

(g) changing the agency's seMce priorities 

(h) changing my area's seMce priorities 
7 

YES NO- 

Y E S  NO- 

E S  NO- 

Y E S  NO- 

Y E S  NO- 

E S  NO- 

Y E S  NO- 

Y E S  NO- 

(i) day to day casework decisions YES NO- 

(j) decorating my own work area Y E S  NO- 

(k) casework assignrnents Y E S  NO- 

(1) organizhg the structure of service delivery in rny unit Y E S  NO- 

(m) approving vacation requests E S  NO- 

Defining a mentor as an expenenced higher ranking individuai 
who provides guidance and suppon to a developing 
professional, have you had a mentor? 

IF your answer is NO please go to question t 16 

Y E S  NO- 

What gender was this mentor? Male Female 

Please answer the following questions by circling the appropriate number. 
1 = NOT AT ALL 
2 = TO A SMALL DEGREE 
3 = TO SOME DEGREE 
4 = TO A LARGE DEGREE 
5 = TO A VERY LARGE DEGREE 
6 = NOT APPLICABLE 



(1) To what degree do you have information that is needed 
by others to solve cntical problems? 1 2 3 4 5 6  

(2) To what degree do you have access to resources that are 
vaiuable to your s u p e ~ s o r  or people at higher Ievels? 1 2 3 4 5 6  

(3) To what degree do you have control over resources, such 
as money or equipment, in the organization? 1 2 3 4 5 6  

(4) To what degree are you able to influence others in the 
the organiration? Muence is defined as having your 
advice/suggestions incorporated into the decision-making 
process? 1 2 3 4 5 6  

( 5 )  To what degree do you have access to people with 
significant power outside the organization? 1 2 3 4 5 6  

(6 )  To what degree do you have power in the organization? 1 2 3 4 5 6 

(7) To what degree do you have access to important 
information within the agency? 1 2 3 4 5 6  

(8) To what degree do you possess hiaoncal knowledge 
about the agency? Historical knowledge is defined as 
knowing what in the past has or has not worked when 
uying to get things done. 1 2 3 4 5 6  

(9) To what degree do you rate your ability to inspire 
devotion and enthusiasm in your staff, 1 2 3 4 5 6  

(17) Power cm be expressed through the process of decisionmaking. The decision-making 
process c m  be broken d o m  into four stages. These stages c m  be defined as: 

(1) Stm-upflnitian'on: includes recognition of an issue 
and definition of solution or goal. 

(2) Development: includes the search for alternatives and 
the creation of possible solutions. 

(3) FNlalizution: uicludes evaiuation of alternatives, the 
choice among them and ratification of a decision. 



Using the stages of decision-making identified above, please check off each stage you were 
involved with in awering the following questions. Remember you can be involved in more 
than one stage. 

(a) WHICH OF DECISION-MAKING STAGES WERE YOU INVOLVED 
WITH WKEN YOU CONSIDER YOUR INPUT YOUR AREA'S VOLUME 
MANAGEMENT PROGRAMS? 

- Stage 1 : Start-up/Initiation 
Stage 2: Development 

- Stage 3 : Finaiization 
- Stage 4: hplementation 
- None of the above 

(b) W C H  OF THE DECISION-LWWSING STAGES W E E  YOU INVOLVED 
WITfI WHEN YOU CONSIDER YOUR W U T  N O  YOUR AREA'S RECENT 
RESTRUCTURING OF THE SERVICE DELrVERY SYSTEM? 

- Stage 1 : Start-upflnitiation 
- Stase 2: Development 
- Stage 3 : Finalkation 
- Stage 4: Implementation 
- None of the above 

( 1  8) The statements listed below can be used as descriptions of your level of involvernent in the 
agency's decision-making process: 

(1) 1 provided no or minimal information. 
(2) 1 provided information only. 
(3) 1 had the opportunity to give advice. 
(4) My advice was taken into consideration. My superior's final choice reflected the 

advice hdshe had received. 
(5) Joint decision-making with my supervisor. 
(6) 1 had complete control. 

Using the statements above as your a m e r s  to the following questions, please identiQ the 
level of involvement in the decision-making process in the questions outlined below. 

(a) CIRCLE THE LEVEL OF WOLVEMENT YOU HPLD INTO THE 
DECISION-MAKING PROCESS AROUND YOUR AREA'S VOLUME 
MANAGEMENT PROGRAMS. 



(b) CIRCLE THE LEVEL OF INVOLVEMENT YOU HAD M O  THE 
DECISION-MAKING PROCESS AROUND YOUR AREA'S RECENT 
RESTRUCTURING OF THE SERVICE DELIVERY SYSTEM. 

POWER BASES 

The literature identifies a number of sources of power The foiiowing questions are designed to 
identifjr which sources of power are available to you. 

KXOWLEDGE: EXPERT knowledge refers to the possession of a specific body of knowledge 
acquired either through formal academic training or job experience. 

AREAS OF EXPERTISE: 

1. CHLD MLF-: 
(a) Family Service 
(b) Abuse 
(c) Intake 
(d) Adoption 
(e) Foster/Resource 
( f )  Family Therapyhiediation 
(g) Farnily PreservatiodReunification 

7 -. MANAGEMENT SKILLS 

(19) IdentiQ what you beiieve are your area(s) of experrise: 

(20) Idenafy three (3) indMduals within your area management stmaure who you believe possess 
expert knowledge and identify each one's area of expenise: 

NAME AREA OF EXPERTISE 



(2 1) Idenufy three (3) individuals within the agency's management structure who you believe 
possess expen knowledge and identify each one's area of expertise: 

NAME -A OF EXPERTISE 

(22) No other unit in this agency can perform the funcrions of rny 
work unit. Y E S  NO- 

(23) Using the scale outlined below rate yourself on the following questions: 

I = POOR 
2=FrUR 
3 = GOOD 
4 = VERY GOOD 
5 = EXCELLENT 
6 = NOT APPLICABLE 

How do you rate your reputation within the agency? 

How do you rate your credibility outside the agency? 

How do you rate the ievel of suppon available to you 
f?om your staff 

How do you rate your work unit's ability to cope with 
the voIume of work? 

How do you rate your work unit's ability to provide 
reliable information to your superiors? 

(24) Do you have any additiord comments? 



APPENDLY IV-CONSENT TO PRETEST QUESTIONNAIRE 

Terry Lejjo 
275 Davidson S t. 
Wkpeg. Manitoba 
R33 2T 7 

Dear Cobgue, 
As some of you may know. 1 am in the fmal stages of completmg rny MSW. As 

pan of the requirements of the degree. 1 have chosen to do reseasch on the variables that 
predicr power and authority in a c h u  welfare agency. As pan of that process I have 
&veloped a questionnaire to gather the aiformation 1 am mterested in. Your Executive 
Director has indicated that 1 may approach you to request your participation in the pre-test 
screening of my questionnaire. The purpose of the pre-test is to identify any CiifEcuities in 
the consmiction of the questionnaire. Let me make it perfectiy c h .  There are no 
negative or positive consequences for choosing not to participate m this pre-test. You 
may choose to answer any question in whole or in part. Your identity wdl not be revcakd 
to me and your responses wiil be totaily confidentid 

It is rny bekf that understanding the exercise of power and authority in social 
service agencies is important. Upon completion of rny thesis. 1 wiu forward to you the 
hdings of my research. 

If you have any questions or concems about the questionnaire or the pmcess of the 
pre-test. p l w e  feel fke to contact me at the number iisted beiow. Thank you for 
consideration m this matter. 



LETTER OF MTRODUCTION FOR THE QüESTIONNAiRE 



Teny Lejko 
275 Datidson St. 
Winnipeg, Mb. 

Dear Colleague: 

I am currently a graduate student of the Faculty of Social Work at the University 
of Manitoba. I am wrîting to you in reYads to my Master's thesis research. My topic 
explores the variables that lead to position and power in the orpizational structure of a 
child welfare agency. As a result, I am approaching d l  the supervisory and management 
staff of Winnipeg Child and FarniIy Services as the potential respondents for my 
researc h. 

V e p  few studies have been done in this area and the social work literature is by 
and large silent on this topic. Given that child welfare is a major employer of graduate 
social workers it is rny hope to begin to address this lack. Your input is therefore very 
important. 

The research wilI involve the completion of a survcy and should take 
approximately 30 minutes. This letter serves as a request for your participation in the 
study. Participation is complrtely volunta-. If ?ou wish to be a part of this research 
simply complete the survey and retum it to me using the agency's intemal mail system. 
Your responses w i l l  be confidential. You are fiee to decline to participate and if you 
choose to involve younelf with this project you are free to declinct to answer any question 
you do not wish to respond to ~uïthout any negative consequences. There is a slight 
chance that I rnay b r  able to identi- you from your completed questionnaire. Let me 
assure p u  that your responses wilI be treated in a private and confidential manner. The 
statistical input of the data will be done by an outside organization. Their contract with 
me will ensure the security of your responses. The results of this research wiil be shared 
with you upon its completion whether or not you have participated in the project. 

If ?ou have any questions or concems you wish to share with mel please will fiee 
to leave a message for me at the telephone number listed below and 1 will get back to you 
as soon as possible. Again. participation is strictly voluntary. I thank you for your timr 
and consideration of this matter. Your contribution is sxtremely vatuab te. 

Sincerely 

Tem; Lejko 
8325806 



APPENDIX IV 

LETTER OF INTRODUCTION FOR THE P R m S T  QUESTIONNAIRE 



Te? Lejko 
275 Davidson St. 
Winnipeg, Manitoba 
R3J 2T 7 

Dear Colleague, 
As some of you may know, am in the final stages of completing my MSW. As 

pan of the requirements of the degree, I have chosen to do research on the variables that 
predict power and authority in a child welfare agency. As parf of that process I have 
developed a questionnaire to gather the information I am interested in. Your Executïve 
Director has indicated that I rnay approach you to request your parhcipation in the pre- 
test screening of rny questionnaire. The purpose of the pre-test is to identitji an? 
dificulties in the construction of the questionnaire. Let me make it perfectly clear. 
There are no negative or positive consequences for choosing not to participate in this pre- 
test. You may choose to answer any question in whote or in part. Your identity wilt not 
be reveaird to me and your responses will be totally confidential. 

it is my belief that undrntanding the sxercise of power and authority in social 
service agencies is important. Upon completion of my thesis, I will fonvard to you the 
findings of my research. 

If you have any questions or concerns about the questionnaire or the process of 
the pre-test, please feel free to contact me at the number listed below. Thank you for 
consideration in this matter. 

Yours tmlp 

Teny Lejko 
852-5806 
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