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Affirmative Action I 

The purpose of this study was to investigate the experience of women 

administraton appointed during the @ce of m a t i v e  policy and pmcedures 

as adopted by The Winnipeg School Division No. 1 (Jmuary 1986). It was interested in 

their perspectives as they aspiml to, applied for, were appointed to, and acted as 

administration as members of a p u p  targeteâ by affirmative action maisures. 

The fiterature review first focused upon the experiences of female aspirants to 

educational leadership positions. It reviewed the factors considend by fénae aspirants, 

the encouragement bey receiveà, their level of preparation for admiaistration, and how 

affirmative action initiatives reiated to the appointment process- Secondiy, the literature 

review examined the e W e e n  of fernale administrative appointees with the effects 

theü gender had upon workplace relationships, theu network of support, the effects of 

their gender in balancing home life and professional responsibiMes, and the effects of 

affirmative action initiatives on their adniinistra . . 
tive practice. 

The methodology coasisted of selecthg four women administrators who were 

appointed between 1986 and 1995 wben the atlhative action policy of The Winnipeg 

School Division No. 1 was in place. Of the women selected, two were vice-principals and 

two were principals. Two administer at senior high schwls, one at a Nursery to Grade 8 

schaol, and one at a Nursery to SR1 school. 

The four women admlliistrators took part in two interviews of nom 1 to 1 112 

h o u s  in length each. The interviews were open ended and fonowed the i n t e ~ e w  

protocol (Appendix A) &ch hod been screened in a pilot interview session. Data h m  

the interviews were ncorded on tape and ttaascnbed. The analysis of the &ta followed 

qualitative research methodology. The resuits were anaiyzed and conclusions presented 

'Iàe four women administrators d e d  theit experiences about factors afTecting 

tfieir decision to aspire, the encouragement they reœived to apply for administration, how 
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they prqared for an administration role, and the impact ofafEnnative action policy and 

practice upon their pre-appointment expeciences. The four women spoke about their 

experiences once appouited to administration m regard to their work relationships, their 

network of support, Wancing their professionai life with home-life respomibilities, and 

the impact of affirmative action policy on their administrative pfactice. 

Similarities and differences btween the women interviewai and the Merature 

regarding women aspirants to administration and the experiences of women appointed to 

adininistration are preserttd The four womea interviewed considered seven factors in 

m a h g  a decision to aspire. AU four women were encou~aged to consider administration 

by othen pnor to making a decision to aspire, were in home-life situations of shared 

responsibility and support and , once the decision to aspire was made, al1 four took 

purposehi steps to enhaace the -potential of theu candidacy for administration The four 

interviewees identified the affinnative action policy of The Winnipeg Scbool Division 

No. 1 as having provideci a climate of support and encouragement toward application to 

administration by women, and dl felt it was a benefit to them at the the- 

All four women administrators networked with other female administrators, 

although there were no formal or regular contacts. The intem'ewees al1 worked at 

achieving a balance between home and professionai lite tesponsibilities. AU fout women 

viewed themselves strongly in the administrative role and believed they had benefited 

fiom the work of eariier appointed womea and the presence of an affimative action 

policy in achieving their appointment. Al1 felt they had in turn a role to play in 

encouraging and being d e  models to oher women aspiring to becorne administrators. 

Al1 four women beiieve that perceptions about women and leadership are changiag 

within The Winnipeg School Division No. 1 as a msult of women principals 

demonstmting their capability and being visible in ever increasing numbers. 

Eight e f f i  ofthe aflhative action policy upon womea's administrative practice 

revealed in this study are presented. An assasment of the affirmative action policy in The 
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Winnipeg School Division No. 1 outlines the perceiveci gains for wornen. Threats to the 

success of the poky are identifïed- Recommendations to The Winnipeg School Division 

No. 1 in regard to the Affirmative Action for Women in Admiaistation policy are given, 

as are recommendations to women administrators and to aspiring administrators. in the 

final section of this thesis, recommendations for M e r  study in areas relating to 

affirmative adon issues are su- 
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Chapter 1 

MTRODUCTION 

The history of the educational system in Canada presents a picture of schools 

dominated by women at the imtructioaal level and led by men atiministratively. 

Education has been slow to opea its manageriai mks to women. It is a system prone to 

adapting slowly and with mistance b movements to redress social grievances that 

women face. Beth Young (1990) noted: 

Canadian women educaton tend to be iavolved in providing instruction, 

managïng classrooms, and making decisions with respect to individual -dents; 

but they are not involveci in the management and policy-mabg that affect the 

world of the classroom. Tbat is, women most fiequently deliver rather than 

administer public school &cation. (p. 86) 

This historic under-representation of women in adminimative practice rnay not 

have always been intentionai, but it certaidy existeci. As of 1989-90, women held 20.6 

percent of the principal and 29.2 percent of the vice-principal positions in Canada 

(Robertson, 1993). This situation was the resuit ofmaay barrien tbat women faced: lack 

of training opportunities; lack of encouragement to apply; the dficulty of combining 

home and school mpoasibilities; and attitudes tbat women were not capable leaders. 

Systemic discrimination perpetuated patterns of job exclusion, job segregation, and 

under-employment for women Spumd on by the global wornen's movement and by 

affirmative actions, however, education systems have begun to remove these bamefs. 

Edson (1988) noted that ofter years of women's rights movements and equal 

opportuaity legislation in the 1960s and 19709, the "implementation of afiirmative action 

pmgrams promised women and minorities new opportunities to gain leadership positions 

in education" (p. 16 1). In the United States, the Department of Labor, by requirhg 

federally funded programs to initiate affinnative action plans, recognized that 

"procedures without effort to make than work are meaningless; and effort, undirecteci by 
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specific and meaningful pro ce dure^^ is inadequate" (p. 16 1). As a result, school districts 

developed written guKlelines to aid them in determining who was underutiiüeâ in theù 

work force. ''In i c h  a promising context, many people throughout the nation expected 

a&rmative action pograms would permanently reverse discriminatory biring practices 

and would ensure e q d  oppomuùity for women and minonties in scbool administration." 

(Edson, 1988, p. 161) 

Edson (1988) found, however, diat Title IX legislation did not pmduce the 

anticipated surge in numbers of female and minority administrators during a IO-year 

pend since this signifiant legislation was approved by Cougress in the United States. In 

her study of 142 women adminisâators, Edson (1988) found "the record of affinnative 

action remaineci mixed and many unamwered questions remainecl" (p. 162)- In her study, 

74 percent of the 142 respondents believed affhative action would prove helpfûl to 

"'othet? women's careers; however, only 47 percent believed the same pmgrams would 

aid their careers. NearIy 30 percent betieved anirmative action would be of little or no 
. * 

help to them in fiuthering their admiiustratve aspiratons. Nevertheless, and despite Title 

IX's modest successes, Edson (1988) found women in her study to have expressed a 

betief that without the force of law, the field of educational administration would never 

have begm to open up to female candidates. 'Despite the desire to be recognized for their 

skills, many aspirants admit that equity legislation may be more important to their career 

succeu than theu expgience and ability." @. 164) 

in Canada, provincial departments of educaüon have implemented aEnnative 

action or employment equity policies aimed at achieving and maintaiaing a fair and 

representative work force, and most provinces/temtories w w  have affirmative action 

policies for women teachen. However, implementation of such policies is largely 

voluntary on the part of the employer and is ceatd upon consciousness raishg activities 

(Robertson, 1993). In m s  Rmsitd 
. . , the Canadian Teachers' Federation stated: 
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The phrases 'affirmative action' and 'employment equity' have become generic 

and they are used to descni a wide range of positions from those that r a t  

pharily on educative strategies and good intentions to those few that are 

cornpliance aud dt-foctised. (1993) 

Manitoba Education and Training supports an eWty in education policy and provides 

such pro gram^ as worlcshops on ncruitment and seledon of as weU as a career 

advancement program for women which encourages training opportuaities, lateral job 

exchaages. Morship arrangements, and job rotation. Afnrmative action policy and 

programs are generaUy not prevdent withui the public xhool divisions. Of the 49 public 

scbool divisions within Manitoba, ody The Wimipeg School Division No. 1 has 

implemented an Affirmative Action for Women in Administration policy. This policy 

was developed on the initiative of the school board in cooperatio~~ with the division's 

Status of Women Cornmittee and the Manitoba Teachers' Society. 

AQpted in January 1986, the AîEmative Action for Women in Administration 

poiicy stated in part: 

The Winnipeg Schooi Division No. 1 believes that al1 students and sta£F should 

have equal opportunity to develop thei. abüities and to achieve their aspirations to 

the -test extent possible withouî discrimination on the basis of gender. While it 

remains the policy of The Winnipeg School Division No. 1 to ensure that 

qdined, comptent men and women have equal opporhinity for promotion to 

positions of responsibility within the school system, the Division aff imis that the 

leadership potential of the femaie staff shall be recogniza developed and 

utïüzeâ (Winnipeg SchooI Division No. 1, Policy GBAB 1.1 and 1.2) 

In The Winnipeg School Division No. 1, the adoption of an Affiimative Action 

for Women in Administration policy recognized that women have been historically 

underutilized in educational administratiom The policy states tbat "The Wianipeg School 

Division No. 1 shail adopt an Afnmiative Action Program to increase the representation 
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of women in al l  educational administrative positions in the Division to reflect the 

proportion of women ou the professional (Winnipeg School Division No. 1, Poiicy 

GBAB 2.1) In addition, the Chief Superintendent of The Winnipeg School Division No. 1 

has developed wflWfltten regdations goveming procedures and operatioas for the 

implementation of affirmative action. This document states d e r  'Tromotion Practices": 

Al1 vacancia for educational administrative positions will be advertised 

throughout the Divisions with the exception of transfêrs of present administrators. 

The advertisements for applications for educational administrative positions wiii 

be M e n  in non-sexist language and will include: a) preferred qualifications and 

experience for a partic* position as detennined by the superintendent; b) a 

statement that ïhe Winnipeg School Division is an quai  opportunity employer 

and bas a policy on Afataiative Action for Women in Administratioo. 

Al1 interview committees will indude women members. Pnor to the 

commencement of the interviews, al1 members of the interview committee will be 

informed of the Affirmative Action policy. An assessment format will be 

developed and utilized to evaluate al1 applicants to determine those to be 

shortlisted and to evduate the candidates who are interviewed. In all cases in 

whih a male and a f d e  cardidate for an administrative position are deemed to 

be of equal merit, the female candidate will be appointed. Unsuccessful 

candidates for educational administrative positions, upon request, will be 

coiuiseiled by a superintendent as to how they can improve their potential as 

candidates for administration, uskg the assessment format completed by the 

selection wnimittee. (Winnipeg School Division No. 1 Policy GBAB-R 6.1-6.7) 

The intmiew and selection pmess format in The Winnipeg School Division 

No. 1 has undergone change over the years between 1986 and 19%. Initially, the 

candidates were interviewed for a specific position or one of a nurnber of vacancies. 

There were large panels of imeMewers in the early days of the process, but this was later 
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reduced to the principal of the school with a vacancy, representatives from the 

superintendent's department, human resowces departrneat, the W-TA. (Winnipeg 

Teachers' Association). and a school trustee- In 1989, the inteMew teams were 

composed ofthe cbxtor or assistant director of human resourca, and an elementazy and 

a secondary principal (one of whom mis to be a female). At this tïme, the interview itseIf 

cornpiscd ody a part of the selection procedure. Candidates were &ed in these aieas: 

the application Nelf, induding the philosophy statement and refere~lces; the i n t e ~ e w  

performance; and M y ,  pediormance tbroughout the assessment centre process. 

The assessment centre was a oneday event. Candidates were given a series of 

group and individuai tasks and were graded throughout each. A written cornpent, group 

problem solving, and individuai responses to senario situations were presented. The final 

phase in the selection process &lved al1 assesment centre candidates' perfommce 

profiles in the three areas king revïewed by the superintendent's department. The final 

candidates selected (approximately 10-12) forined an administrative pool. Al1 vice- 

principal vacancies are then filled by the candidates in the pool, and as it becornes 
- - 

depleted (after approximately two years), another administrative "caii" is held and the 

process repeateà. 

The Winnipeg School Division No. 1 has foiiowed the policy and procedures set 

forth by the Afnrmative Action for Women in AdmitÙstration policy for ten years (1986- 
* - 

1996). It is important to examine the emenœs of f@e aspirants to ?Iriminlsnation, as 

weii as those of women appointed to administration during this the, to document their 

stories and compare them to what has been Wntten in the educational administration 

literaûm 

The policy and its BSSOCiated regdation seemingly has had an impact In The 

Winnipeg Schooi Division No. 1, women principals in 1996 comprised 3 1.8 percent of 

secondery positions, 53.39 percent ofelementiiuy positions7 a d  64.3 percent at Grade 819 

year schools. The total percentage of female principals is 49.38 prcent Fernale vice- 
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principals at the secondary level comprised 56.5 percent, at the elementary level 71.4 

percent, and at the Grade 819 year scbools 58-3 percent, The total percentage of f d e  

vice-principals is 61.25 percent. Over the past seven years (1990-1996), 82 new 

administrators were appointe4 of whom 73.17 proait wcrr fernale (Afbmtive Action 

Cornmittee Report 1995-%, Winnipeg Scbool Division No. 1)- The o v d  percentage of 

female adaiinistnitioa as of November 1996 is 53.845 F œ n t  The statistics as of 

November 1996 indicate that of 130 principal and vice-prïncipai positions in The 

Winnipeg School Division No- 1,70 (53.845 percent) are held by fernales. 

Table 1 

Female Pniûlgals and - - Vice-PM- in The - - Wmi\ign S c h d  Division No. 1. gq, 

PercenQggs of the Total Number of School A-ors - - 
in 1985 and 1996 

Female Priacipals Secondary 22 31.8 9.8 

Elementary 23 53.34 30.34 

Grade 8/9 SchooIs 25 64-3 39.3 

Female Vice-principals Secondary 28 56.5 28-5 

Elementary 67 7 1.4 4-4 

N to Grade 819 Schools 33 58-3 3C-3 

$O-: Affirtnative Action Committce Reports, 1985,1996 

In comparing the pence of f d e  adminr'stratots witbin The Winnipeg School 

Division No. 1 in 1985 with those in 1996, it can be seen that these percentages have 

increased The figures presented for 1985 (Table 1) represent the year @or to the 

adoption of the AfleUmative Action for Womea in Administration policy in The Winnipeg 

School Division No. 1. The figures presented for 1996 (Table 1) represent the 
. - percentages of fexnaie ndminrstrators ten years after the policy wss ïmplemeated 

Statememt of the Problem 
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My study investigated the experiences of four fernale administrative appointees 

with the Affirmative Action for Women in Administration policy of The Winnipeg 

School Division No. 1, more particulatly: 

Concerning their initial appointments: 

a) What factors did they consider as they were making a decision to apply for an 

administrative appointment? 

b) Whai encouragement did they nceive and fiom whom? 

c) Whaî did they do to prepare themselves for an admuustrati 
C * 

Ue position? 

d) What mie their experiences a s  they went through the procedures rnandated by the 

division's affirmative action policy? 

Concerning their administrative practice: 

a) In what ways, if any, h& their gender affecteci their relationships with staf f ,  

students, parents, and divisional persomel? 

b) What networks of support, ifany, do they have? 

C) In what ways, if any, has their gender been a factor in balancing the demands of 

their profisional work and theu personai Mie responsibilities? 

d) In what ways, if any, bas the dmsion's affirmative action policy and procedures 

a6ected them in their performance as an Msûator? 

Significance of the Study 

At a t h e  when issues of faùness and justice in terms of the notion of "reverse 

discrimination" and feelings of b'discomfort" fkom "targeted groups" threaten 

cornmitment to affirmative action or equity hinng policies and p-ces, it is signincant 

that this study examines the experiences of women administrative appointees in m 

educationai o-on with such policies and pactces. It is hoped that this study bas 

contributed a valuable investigation of the d i t i e s  of equity employment within the 

educational organization h m  the viewpoiat and experiences of womee It is also hoped 

that this shidy has M e r  contriiuted to an andysis of affirmative action policy and 
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practice by examining the "livedw experiences of women. Recommendations for policy 

and practice which result nom this midy will  have implications for fritine directions of 

organizatiod policy and practice. 
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Cbapter 2 

REVIEW OF THE LITERATURE 

Introduction 

The purpose of this chapter is to miew the literahue which concems selected 

gender issws relatai to women's experiences as they aspin to, are selected for, and act in 

positions ofadded responsibility. Hhs rrsearch in educational administration pcoduced a 

knowledge base about the experiences of women Uuoughout the administrative selection 

process? Wbat fictors lead women to aspire to positions of added respomibility? What do 

women experience as they act on these aspirations and go through the selection process 

for administrative positions? When they are appointe4 what have been theïr experienca 

as women administrators? In what ways, if any, have afnrmative action initiatives 

affected the level of women's paiticipation in positions ofadded responsibility? 

The review of the literature is divided into two major sections which follow the 

format of the research questions posed in this study- The first section focuses upon the 

expenences of women in the process of their initial appointment: what factors did they 

consider as they made the decision to aspire; what encouragement did they teceive and 

fiom whom; what did they do to prepare themselves; and what were their experiences 

with affirmative action initiatives? The second section in the Litetaiture review centers 

upon the experiences of women appointed to administrative practice: the effects of their 

gender upon relationships in the workplace; the networks of support they experience as 

administrators; the &&ts of their gender in balancing the demands of professionai and 

home lifè; and the e f f i  of affinnative action initiatives upoa women's administrative 

practice- 

Experiences of Female Aspiranîs to Educaîionai Leadership Positions 

"Aspiraîion is a most complex outoome, Muenced by personai circumstances 

and characteristics, career stage, competency and opportunity or discouragement. 
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Aspiration is also mlated to gender-" (Robertson, 1993, p. 55) In m e s s  Revisited, 

Robertson (1993) f o n d  that interest in "verticai mobüity* was expressed more often by 

men thiin by women, and more of?en by older, as opposai to younger, teachers. The 

exception aoted was chat when women taught at the senirn-high school level, they tended 

to be youager than theù male counterparis, yet appeared as interested as males in 

administratio~ Tbe group least likeiy to express M administrative interiest were women 

teaching at the K-3 level. Robertson specuiated that entry-lwel vice-principalsbips, many 

of which are teoching vice-principal positions, may reg& a change of assignmetlt to the 

senior grade levels, and may, in fact, deter primery teachers substantiveIy fiom applying. 

In general, she found the diffewnces between men and women with respect to 

"aspiration" were quite smail and did not account for the gender &ences between 

usuccessfûi" aspirants. 

Epp, Sackney and Kustask (1994) stated that: 

The ratio of fernale to male administrators in the school system does not 

proportionally reflect the gender composition of the teaching force. This 

imbalance bas been attnbuted to various personal, interpersonai, or institutional 

banien that prevent women fkom assuming or maintainhg administrative 

positions. (p. 451) 

These authors cited Calas and Smircich (1992) in ideutmg the problem as the "male 

gendering" of organizational theory and the androcentric bias that is embedded in 

organizational theory and is reflected both in societai expectations and in educational 

administration literature- "An-c bias occurs when the world is viewed through a 

male leas; . . . when reality is dehed fkm a male perspective and issues of gender are 

not addressed" (p. 451) Androcentric bias has limitai m e n  because it serves to 

reinforce the acceptance of male leadership and makes it difncult for women to gain 

acceptance as administrators- Tt contriiutes to the perception tbat women are not (or 

should not be) interesteci in administration, discourages those who rnay bave interest fiom 
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attempting if and supports the assumption that there is linle difference between male and 

fernale leadership." (Epp, Sackney, and Kustaski (1994) citing Calas and Smircich 

(1 992), p. 45 1 ) 

Padro, Rees and Scane (1995), in a paper presented to the Canadian Society for 

the Study of Education (CSSE) Conference, reviewed the litemture about barriers 

preventing women h m  îaking their rightfbl place in rhool administration. They 

identified t h e  inter-related barriers: psychological, sociological aud systemic. 

Psychologid and wciologicai barriers were closely intertwined and were identified as 

being largely responsibie for the systemic barriers. They cited Shakesbaft (1989) who 

aoted that barriers to women in administration have much to do about the kinds of jobs 

men have defineci. 'These senior positions make enannous time demands, which waflict 

with the dematlds of f d y  and home. Feminist researchers have fouad that men and 

women have mernt characteristics, but women's characteristics are not valued in the 

business world" (p. 1 1 1) 

Paâro, Rees and Scane (1995) referred to selection and promotion procedures 

which have "informal" barriers which hinder women more than do formal, Wfitten 

procedures. The attitude ptevails that women carmot exert autbority which can cumrnand 

the respect that male authority m. These auîhors have found that men have dehed and 

set the standards for admmstm 
. . 

tive positions. 

Young (1990) reviewed Swideiski (1988) in a publication which addressed 

concems over the issues of the entry, sumival, and advanœmeat OP Cansdian women in 

educational administration. Tlvee factors central to the "entry" issue are: sex-role 

stereotyping that continues to influence images of womea, their capacities and behavior, 

continuhg discrimination against women in administrative roles; and women's own 
. .  reluctance to apply for a d m m t d v e  positions. 

The literatwe reviewed spealrs about the factors considered by aspirants to 

leadership positions as king cornplex in nature. The factors identified include: the 
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aspirant's personal Me cimimstruices and her obligations and responsibilities to those; 

her personai characteristics and career stage which influence her feelings of readiness for 

and preparation toward administration; her cornpetency in terms of work experience and 

skilis; and the climate of opportunity or discornagement she exprieuces fiom signincant 

othen and fkom the organktion itself. 

The psychologid, sociological and systernic barriers refernd to in the literature 

can be viewed as factors afkcthg women's participation in administration. Central to the 

issue of barriers pmenting women fhm aspiring to leadership positions U "androcentric 

bias" wbich effects the psycbological mind set of women regarding their own 

capabilities, the sociologicaî milieu which affects how women believe they are viewed by 

othen as "leaders,"and finally the systemic view of women held by the organization, 

which affects the decision to a s p k  

It has been noted by authors in the literature about women in administrative 

practice that the issue of support and encouragement plays a critical role in the decision to 

aspire. Myers and Hajnd (1995) studied women leaders in addt education and found tbat 

"Family, peer and superiors' encouragement were factors wbich influenced the 

participant's aspirations in becoming a leader." (p. 11 1) The aine women in the study 

descnbed role models, both male and female, who had inspired them. As a result of the 

input &om these mentors, each of the study's pmticipaats demonstrateci a respoasibility 

to, in turn, be a role mode1 to o h  by king ethicai, respousïble, flexible, supportive, 

and interesteâ in Me-long learning. 

Young (1994) has found that with the exception of some very recent 

administrative appointees (Tabin and Coleman, 1993), women assumed men would be 

the administrators. Women applied ody after encouragement by superordinates for 

administrative appointments. They viewed it to be inappropriate to appear overly 

ambitious, and strategic career planning toward administrative appoïatmeuts was not 
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chsracteristic. Instead, chance played a significant role in the appemce of unexpected 

job openings, unsought role re-defiaitions. or traasfers which fostered a change in 

aspirations. Women were able to recognize and capitalize on the unexpected 

opportunities- Thy amiiuted their success to worlùng bard, king in the ''right place at 

the right the", and maintaining a sense of humor. They believed that they had succeeùed 

despite, not because 00 bebg women (Young, 1994). 

In a study by Tabin and Coleman (1993), conducted in British Columbia, they 

found that balf of the recent appointees stated that administration was not originaily a 

career goal. They mealed they had becorne bored with teaching and needed a change. 

The decision to try administration came graddy as they taught. Among these 

women there was no doubt about whether they could do the job, but rather a sense 

of determinhg ahead of &ne what they -teci to do in the job. . . . They did wt 

need encouragement from or prodding by 0 t h .  Mentorship, however-strong, 

supportive guidance, and active help in developing leadership skills and 

solidiQing philosophy -was important for rnost recent appointees. This 

mentorship was usually pmvided by principals4 male. (p. 386) 

Of the earlier appointees about half reported that administration was not an 

original career goal. They were encourageci by others (husbaad, principals. district office 

personnel, colleagws) and were asked to consider applying for administrative postings. 

Although they. too, reported an intetest in learning experiences, they were not openly 

aggressive in looking for and obtsimng postings. These appointees had most offen not 

had the experience of seeing a woman priacipal anci were reluctant to be seen by others as 

ambitious. Few of the earlier appointees enjoyed the advantages of mentorship; in fact, 

many who sought it were refuseci. This, too, differs from the recent appointees' 

experience in theb receiving mentorship which they did not claim to seek but was 

pmvided to them by their male principals. "This represents a substantial change in inter- 

gender social relations. Earlkr appointees who were not explicit about their career goals 
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may not have received support for this reason-" (p. 38 1)  It would seem that while 

encouragement h m  others has aa important fhction in the aspiration to administration 

scenarios for women, that same fimaion has undergone change over time. Earlier on, 

women did not ackaowledge aspirations toward positiom of added respomibility until 

they received such encouragement. Later appointees received encouragement f i e r  

ackuowledging their aspirations, and tbat encouragement seemed to be more ancrete in 

tems of mentorship end directhg them towards p w p o s e ~  actions such as divisional 

cornmittee membership, beoomiag more visible to superocdinates, aad develophg theu 

philosophical tenets about administrative practice. 

Positions of Leadershipbv Female Asoirari@ 

Many factors influence women's "decision to aspire." Central to this theme are 

women's perceptions about theu academic preparedness, their work expezieuce and level 

of skill, and their self-confidence. Al1 of these factors are related to feelings of 

"readiness" to aspire to positions of -ter respoasibility. 

Of particuiar interest to the focus of "'aspirant preparedness" are the hdings of 

Tabin and Coleman (1993). Their study conduded in British Columbia addressed the 

cbanging experiences of women administrators (19804990). ïhey found that while the 

more rec& appointees acknowledged the influence of a&rmative action to their 

appointment, they also demonstrated a purposefiilness in carea plamhg by seeking new 

assigaments and experïences, upgmding acadernic credentials, accessing mentors, 

bewming known divisionally, and by tslaog initiative in the application processS 

Tabin and Coleman (1993) found that most nceat appointees had a broad range of 

teaching experimce. Pnor to being appointed to administration, they had taught for 12 to 

22 years. In îhh study, recent appointees rweaied tbanselves to have been highly 

motivated to prepan themselves for positions of added respomibility. They w m  found to 

have had "a personal focus on leaming-fmm other teachers, nwi principals, h m  the 

variety of positions they held. These women also sought out new experieace." (p. 386) 
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Recem appointees were presented as actively seeking new challenges. They chose their 

prof&ssioaal development activities carefully with the motivation of leaniing more. 

"Almost all ment appointees reporteci becorning known in their districts because of their 

teachiug, and their activities and leadership at the schcml and dismct levels. Tbey were 

noticed by supenri*sors and their attention-gettùig was active and d e h i t e . "  (p. 386) 

Tabin and Coleman (1993) found the earLier appointees to have ken as ioterested 

in learning and p w t h  as ment appointees are, but their responses to this interest were 

more passive. "Recent appointees defiaitely contemplated the activities they were to 

become involved in and chose this involvement carefully and deliberately. Earlier 

appointees were not as opedy aggressive about looking for and obtaining positions." 

(p. 381) The earlier appointees were found to have felt pressure to be ~e~deprecating and 

were reluctant to be seea as ambitious. Tabin and Coleman (1993) suggested that most 

recent appointees appeared to have been much less influenced by stereotypical constraints 

on women's carieer behavior. 

Rees (199 1) believed the aspirant has a d e  to play in changing the perceptions of 

those in positions of hging. Wer two responsibilities are that she must be qualifed and 

she must be seen to be qualifieci." (p. 13) The aspirant should know the hiring criteria and 

prepare herself appropriately. She must be prepared academidy and must demonstrate 

appropriate communication and human relations sWls in working with adults as weU as 

with cbildren, and she must have leadership e-ence. 

Iust as the orgaaizatioa must make the effort to support, prepste, and bûe women 

into positions of educational administration, the women aspirant must take a pro- 

active stance- Not only must she be prepareâ for the job, but she must prepare 

hemlf for getting then. (Rees, 199 1, p. 15) 

It appears that women curcently aspiring to administration bave ncognized the need to 

prepare thanselves for administration academicaily, thn,ugh professional development 

activities, and through broadening their leadership and work skills. They also are 
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purposeful in championing for themselves and more aggressively seeking the attention of 

theu superordinates. 

Employment equity initiatives ate practices within an orgaaization which consist 

of procedures for an aquitable hinng a d  setectÏon prœess, affhative pmgrams, 

and programs to d u c e  and eümiaate discrimination. An Aniative action program 

coasists of special measures and procedures designed to iacrease occupational 

opportunities for women. It involves setting flewile goals and timehes to ensure that 

qualified women are includcd on an equal and competitive basis in al1 employment 

opportunities (Taylor, 1995, p. 83). Historically, wornen have not applied for 

administrative positions due to a whole variety of psychologicai, interpersonal and 

institutional barriers (Rees 1990). Afnrrnative action initiatives promised women (and 

minotities) new ~ p p o ~ t i e s  to gain leadership positions in educatioa (Edsoa, 1988, 

p. 16). Rees (1990) aoted that in order to achieve an equal outcorne, the two gender 

groups must be treated mequally on the oae band and equally on the other. Rograrns 

must be in place which assist women specifically and, sewndly, the organization must 

assess itself to ensure noms and pfocedufes a n  not prevalent within the organilation 

which suppress the hiring, promotion, and attractiveness of the organization of and 

toward women. 

Problems of women accessing positions of greater power have been attri'buted to: 

a lack of qualitied f d e  applicants; declinhg enrohents resulting in fewer openings; 

women not having the interest, professionai cftdentiats, or traditionai eqerience; women 

not wanting the additional responsibility; women having famiiyfcbld care wncerns; 

women's lack of confidence; staffresistance; and old biases against women which take a 

long time to change (Rees, 1990). She conclwled that such institutional impediments 

demonstrate the usefiilaess ofemployment equity initiatives; these programs are intended 
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to correct the instîtutiodsystexnic factors that prevent wornen from baving greater 

participation in aii levels of the workpiaœlace 

Rees (1990) stated tbat 'Tt is also achiowledged that any permanent change must 

be made on three hnts: one at the level ofsociety; two at the level of the organizaton, 

the workplace; and third at the level of the individual." (p. 93) The Fedemtion of Women 

Teachers' Association of Ontario, in Go Fo r 1t: Bamm to Women's Promotion in 
. - 

wu- (1991), stated "The concept, ifnot the pmctice of affirmative action is playing 

a role in chanping the climate positively for promotion to top level positioas." (p. 42) 

Bennison, Wilkinson, Fermeme, Masanan and Peterson (1984) stated that: 

The answer to whether a£bnative action pmgrams can be justified seems to be in 

terms of their long-range goals. Merent treatment may result in more women 

obtaining professional statu, which may result in a nduction of the ciifferences 

presedy existing between fernale and male aspirants. In other words, different 

treatment at certain h e s  can be justineâ if it leads towards a p t e r  degree of 

eguaiity in socieîy. (p. 15) 

Ortiz (1982) looked at role and socialïzation tbmries as central to successful 

organizationd Two critical elements which affect entry to administration 

are the individual's atmutes and capacities and the organkation's efforts. She identifiai 

two aspects to an individual's attributes and capacities: the actual presence and 

presentation of proof of the presence of amibutes and capacities, and the perceiveci 

presence of amiutes and capacities. Ortiz (1982) stated These two aspects are critical in 

the examination of  the manner by which women . . . gain access to organizationd 

positions." (p. 85) 

Tabin and Coleman (1993) found that almost al1 recent appointees cited the 

effccts of afnrmaîive action upon their appointments. They noted there was an uueasùiess 

about hiring on this b i s  and reported that several ment appointees cited resistaace to 

affirmative action. "Although affirmative action may initially raise awareness of 
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imbalances (based on race, gender, or other distinctions), it rapdy becornes insulting to 

those for whom it bas been established and sornetimes provokes ttegative responses." 

@- 390) 

In h a  study titled for Wo- Taylor (1995) found that "The 

often double-edged character of state policy (ûnmo) may result in feelings of 

ambivalence among 'target group' mmembers." (p. 89) In sddition, the eaforcewnt of 

hiriag targets and timelines "results in a backlash h m  d e s  in the system, and that this 

has to be weighed @mt the -fit of having more women in the system" (p. 90) She 

noted that equity policies as programs of @ai maisurrs for women carry with them the 

implication that women need preferentiai tceatment in order to compete with men for 

administrative positions. This implies that women's diffetences are iderior and, 

therefore, caw womeu to view affirmative action policy as ptoblematic- Taylor M e r  

noted "one of the problems with the concept of employmat equity is that the inequity 

that women experience in employment is hsepamble h m  wida social relations-" (p. 91) 

The study supported the view that there must be societal supports in place for women 

before the pool of administrative aspirants wii i  inmase. Employment equity policy in 

this light can be seen as being only one tool to be wd to b ~ g  about equality for women. 

Gill(1995) obseived that women must be valued for the skiils and talents they 

bring to administration, rather than compared to traditionaiiy male-definec? concepts of 
- - admrnlstration. 

We need an overail cornmitment on the part of govenunent to bring women into 

leadership positions. We also need to see those governent policy statements 

translatecl into action at the school district tevel. Untii school administration is 

seen as a woman's righdul place, the sumoof di only slide back to admit a few 

aadtheglassceilingwillaotbebmken.@. 61) 

Gill(1995) is concemed tbat the gains made by women educators may be temporary and 

will disappear at a later daa. 
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The strategies which exist to encourage women to enter administration are not 

uniformly available in al1 school districts. There is a danger that in tough 

economic times the strategies that help women becorne administrators will fdi 

victim to budget cuts. . . . Baniers and obstacles to women becoming 

administrators do e x i n  They exist in the fonn of -des which claim that 

women canwt or should not do the job, pDmcuîarIy at the junior hÏgh schoot and 

senior hi@ school levels. They exïst in the fonn of the image of an effeaive 

school administrator as a "tough guy." They exist in the form of societai 

expectation that women will shoulder the major responsiiility for homemaking 

and child rearing- (p. 60) 

Taylor (1995) noted 

By ww, we realue tbat ëquality for w o w n  in the public sphen of the workplace 

requires material change in the private sphere of family life. She cites 

(MacKenaa, 1987) This change requùes women gainhg access to positions of 

defining values, not just gaining access to positions vuithjn e g h g  patriarchal 

seuctur~s. @. 98) 

Taylor (1995) coacluded "it is necessaiy to begin to understand how women experience 

positions of added responsibility within the context of employment wty policy. Only 

then can we begin to understand the implications for mmen of equity poiicy in practice-" 

(P- 84) 

In their paper presented at the CSSE Confereuce, Padro, Rees and Scane (1995) 

reported the most k o u s  problem impacting upoa the effectïveness of employment 

equity progtams (Ontario) is the perceived reluctance of younger women to seek 

positions of added respom-bility. 

The role modeIs tbey see aie mwai who wodr long hours (with shortet vacations 

than teachers) in a stnssful job, who either bave adult children or no children and 

extremely supportive husbands, and who appear to be, to all intents and purposes, 
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workaholics. To a woman with a young f W y  that she would Like to have time to 

enjoy. even the hancial compcasation is not adequate. Clearly if employrnent 

equity is to be accomplished, positions of added responsibility d l  have to be 

ratiodiad to a c c o r n m h  the neecis of this popdation. (p. 9) 

To encourage women to apply for administrative positions, the organizatoa needs to take 

steps, and a&rmanive action policies and procedures are helpful There has not been any 

mention in the iiterature revïewed about or-011s moving beyond afkmtive action 

policy statements to esEablish persomel policies or admowledge women's participation 

through a collective agreement process. 

Experiences of Fernale Administni 
- - 

tors 

The previous section documents what bas been -tten in the literature about the 

experÏences of women as they aspire to positions of added responsibility, and it shows 

that these experiences differ historically fiom those of men. Once women have been 
. - 

successful in achieving admmstdve appointments. what have been their eqerieuces as 

femaie principals and vice-principals? 

Ef fa t  o f  Gender u m n  Relationships with S-dents- and Parents 

Shakeshaft (1987) noted that research on women administrators uncoven 

ciifferences between the ways men and women appmach the task of administratio~~, 

The legacy of discrimiaation and exclusion has shaped a world in which women's 

experiences and behaviors are o h  MWre those of men This women's wodd has 

important implications for theory and pmctice in educatiod administration. 

UseM theory and practice in a field needs to take into accoiint the -ence of 

aii the players. (p. 404) 

Shakeshaft (1987) fidm notexi tbat the field of educatiod Idministnsti 
. .  on 

has not seen the world f h m  a fanale pnspective and thus only presents a partial 

picture- . . . Women occupy a world. in addition b the one in which white males 
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live, that provides them with eexpriences and approaches to life that are different 

fiom those of mea. (p. 404) 

Shakeshaf? (1987) stated 7 n  trying to command or maidain authority women must take 

into acoount not only the people with whom they work but aIso how these peuple view 

womei~" (p. 410) Many women noted that ways of establishuig authority that work for 

men do wt necessarily work for women "Confracy to the notion thpt king Iike a man 

will autornatidy si- authorïty, many women voice conceni over the effectiveness of 

such strategies." (Shakeshaft, 1987, p. 410) She found many women try to look less 

authontarian, less in charge, and l e s  tbr;eatening in an effort to be effective. The more 

male dominated an organipnioa, the more women are conscious of their owa behavior 

and the more they calculate each move-" (Shakeshaft, 1987, p. 410) Women are viewed 

as always king  "on stage", which adds stress to already S t r e s a  jobs. 

Russell (1995) foimd isolation to be a bmier to career advancernent for women. 

She noted u- . .being a principal is very lonely for a womaa Having fewer people with 

whom to discuss and work through problems Iimits one's ability to improve problem- 

solving and decision-making skills." (p. 130) Isolation contnbuted to a lack of 

o p p ~ ~ t y  to access socialization to organîzational noms and values. Russell (1995) 

m e r  noted that womea tend to empbasiw theü cndentials and demonstrate hard work, 

believing 

superior qualifications and hard work will lead to advancement, while men 

interviewees tend to stress the importance of visiôility and comections. Male 

careeis appear to get a head start as a result of contacts with other males who have 

relevant experieaces and information to share, and men tend to be proactive, 

sceking out such ai& to advancement Women appar eager to please and fit in 

and are carefbl not to be seen as aggressive in prnmiag advancement. (p. 130) 

In their study, Tabin and Coleman (1993) ~ported evidence ofa change over time 

in women's perceptions of their work in education. The two most senior principals 
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inte~ewed chose to continue to teach while in the priacipaiship and measured their 

successes as teachers d e r  than as principals. Neither had expected to become a 

principai, nor had they auy confidence that they could. In contrast to this, the women who 

appeared most cornfortable in their roles viewed themselves to be principals and 

demoastrated strong priorïties and vision. Tabin and Coleman (1993) spenilated that the 

seme of oneself as a principai may be developing more quicldy and sûmgly among 

cment appointees. 

Taôin and Coleman (1993) compsred the experiences, as administrators, of eartier 

and recent appointees. They found almost al1 principals demonstrated a strong sense of 

personal priorities and had school goals which appIied to teachers, students, and 

currïcuium development In reporting about appointees' rdationships with staff, students, 

and parents, they found "A number of recent appointees mentioned a positive relationship 

with children . . . and descnibed theù relationship with staff as one of support and 

encouragement, facilitating rather than directulg." (p. 389) Recent appointees were found 

to descni their approach as people oriented, open-door, warm, humanistic, caring, 

emotioaal, intuitive and reflective. Eartier appointees also focured on a positive 

relationship with children. They too boasted of a supportive, encouraging relationship 

with stafE But only two spoke of the caring, personal aspect of being a p~cipal." 

(p. 389) 

In descniing theu administrative style, i-e., how they interact with staff, students 

and parents, recent appointees placed emphasis on what might traditionally be called 

feminine quslities. Tabin and Coleman (1993) found the new women administrators to be 

more democratic and more willing to collaborate in dacision-making with staff. Of 

particular interest was the effect of gender upon relatiouships in the workplace. Tecent 

appointees did not report the effects of tokenism, exclusion or discrimination, or 

harassrnent and criticism fiom men." (p. 389) These womea, however, did refer to sex- 

role stereotyping as being prevalent in the comrnULiity among parents. Many women 
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principals had the experïence of having parent. surpriseci that a woman was the principal 

and had a position of authority- Recent appointees dso ceportecl having to work harder 

than men to prove to others they merit tbeÛ positions. Iaterestingiy, the earlier appointees 

mealed they had indeed experienced the effects of tokenism, exchsion, dishnination, 

chauvhïsm, and harasment fkom male wlleagues. "These women encountered much 

sex-role stereotyping and fought a double standard regarding theu conduct Personal 

traits and actions that wodd have been accepted quite calmly in men were crîticized in 

them." (p. 390) 

Tabin and Coleman (1993) fecognized a signifiant change over the 1st few years 

in the social context and work of women priacipals in elementary schoois. Recent 

appointees were found to still have to prove themselves to outsiders and still Face sex-role 

stereotyping nom society; howêver, they are now accepted and supported by their male 

peers. 'Wew women principds also demonstrate greater aueer initiative than dieir earliet 

countergarts and are more active in their planning and punuit of career g d s .  They show 

much Iess fdse rnodesty about their attainments and prospects." (p. 395) Tabin and 

Coleman (1993) concluded that the differences between earlier and recent appointees' 

experiences as principals nflect growth and change in educational administration 

In ment studies, Baudoux (1995) examined the issue of g e n d d  experiences in 

the workplace and has suggested that discrimination @mt women administnitors does 

exist Of particular interest to the effects of gender on relationships in the workplace is 

how women administrators choose to ~spoad to discrimination, if indeed they are aware 

of it. 

Baudow (1995) found that 

many studies have shown that, at the beginniag of dieu careers, women do not 

perceive the obstacles set in their way. Such obstacles are in fact hsidious and 
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only reveal themselves when women administrators compare the way they are 

ûeated (when they are aware of it) with the way men administraton are treated. 

0- 76) 

She found that negation ofd isc r im~on by m e n  aüowed them to awid the traumatic 

experience of viewing thanselves as opptessed Baudoux (1995) cites Erickson (1984) 

who exploiaed the negation of di~c~miaation as a survival mechanism "If women 

administrators were aware of the discrimination W s t  them, they would have to face up 

to it and take steps agaiast it, endangeriag their cerrers and theu everyday rehîions in the 

organktiom" (p. 77) 

Gender, then, does have an impact upon nlatioaships in the workplace. While 

exlier appointed administrators acknowledge discrimination toward them, later 

appointees did not find this directed to them by staR Interestingly, however, al1 

administraton acknowledged feeiing they had to work barder than males to prove they 

merited their position. The very fact that they fe1t "on stage'' would seem to indicate a 

hyper-vigilance on their parts to the perceptions oftheu abilities as women administrators 

by others. 

Networks of Su~mrt  for Female Administrato~ 

Young (1994) reviewed the issue of support structures for wornen appointed to 

administration. A cornmon experience was that women found no support group as 

principals equivaient to the ones they had enjoyed as teachefs. Women administraton 

tend to be isolateci and lack access to the existing mde networks which provide men the 

impoztant opportunities to socialize, seek advke and information, obsewe and imitate 

acceptable conduct, become known to those with more power and influence, and 

paxticipate in informal decision-making of the organhtiom 

nie Tabin and Coleman study (1993) sought to detenniw if and how the 

experiences of recentîy appointed women principais differ fiom those of earlier women 

appointees. It is of particuiar interest to note that many of the reflections of the earlier 
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appointees support the literature while the perceptions of the more recent appointees 

demonstrate what may well be evidence of signifiant change in how administrative 

*ce is viewed fiom the incumbent female's prspective. 

Upon becorning a pùicipai, earlier appointees networked extensively, especially 

with d e r  women principais. They met in formal groq when their numbers were small, 

only gradually ceasing to do so d e n  significantly more women were himi within the 

district (Tabin and Coleman, 1993). "In this case networking was cleariy a finction of 

numbers; forma1 gatherings provided an opportunïty for underrepresented women to 

encourage and support one another and helped offset the negative feelings associated 

with being tokens." (p. 387) 

The recent appointees intervieweci in the study did not network specifically with 

other women. Because the number of women principals was greater' they did aot report a 

need to make a special effort to develop support as did their earlier wunterparts. They did 

not report being excluded fiom the "old boys' club." Tabin and Coleman (1993) 

speculated that eatry into this group is now open to the- or perhaps ment  appointees 

did not acknowledge exclusion. A third possibility given is that recent appointees may be 

choosing to chart their own course alone and develop their own style of leadership. 

Russell (1995) noted that women face spezial challenges in trying to manage their 

CaTeers. 

While female managers in these studies bave had some catching up to do, they are 

developing quickly in theù understanding of the need for visibility, the value of 

stntch assignments, the need to be aware of "the big pictute," the value of a 

variety of work expenences and the importance of finding menton and other 

support systems. (p. 140) 

Russell (1995) found women's support networks focused upon their particular 

needs; they used marginal statu, ingenuity, and humor and were active in valuing and 

promoting the perspectives of women in the organizatioa She noted women used a 
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variety of techniques for dealing with obstacles. "Arnong those they describe most 

frequently en wnflict resoiution techniques, negotiated solutions to problems, putting a 

positive spin on marginality, aad feminism as a cornmitment and investment in others." 

(p. 141) She noted that mmtors, role modds and various support qstems can be helpful. 

In addition there is a recognition by wornen in management positions tbat ttiey owe a debt 

to the women who have preceded hem and to those who will follow. Netwocks of 

support continue to be important to women administrators. What has changed in ment 

times, however, is that these aetworks tend to be las  formal. Women who administer in 

an enviromnent where the number of other f d e  administrators is greater find support 

more d i l y  available. 

Effects of Gender umn Balancipp the Demands ofhféssional and Home Lifc 

Young (1994) reported that women administrators experienced career and home 

(rnamagdchild care) responsibilities as king mutually exclusive. Far more were single 

and childless compared to men in similar positions. Except for the recent appointees 

(Tabin and Coleman, 1993), women with children at home experienced guilt over 

professionalffamiiy role conflicts. In addition, many women struggled with the competing 

urgencies of wmpleting acaâemic studïes, usually on a part-thne basis. Women's careers 

tended to be characteri& by pt-time paid work, hilnlIing lateral moves, interruptions 

in paid wodc for child care, and a delayed or slower hierarcbical progression Women's 

career noms of achievement compand witb men fomd them in the situation of being 

Yate bloomers" (Young, 1994, p. 76). 

In her study of Women in School Administration in Rural Manitoban, Thibdt 

(1995) pmented a profile of women administraton. 'They are hard-worbg individuals 

who have a r d  desin to make the clirnate of their schools conducive to ieaming." 

@p. 1 15-1 16) These women fece enormous pressure to be "superwomen", balancing 

work with the competing urgencies of child dnglhousehold respomibilitiedcare of 

aging parents/academic upgrading. 
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Edson (1988) studied the career goals and expectations of 142 women in 

administration across the United States. She noted they seewd highly motivated because 

they believed they must be in order to succeed in a male-dominated profession. They 

achiowledged that in order to gain access to toplevel positions in school management, 

they must have superior determination as well as superior credentials, and they 

recognized that life circumstnnces such as child rearing, as well as organizatiooal 

practices of bias in recruitment and hiring, impinged upon their drearns. Those who 

delayed careers due to child-rearing responsibilities experienceâ more conflict in iheir 

work lives than those women without such obligations; those who aspireci longer without 

attaining a principaiship were more discourageci and more often citeù barriers to their 

career than those just beginning to seek management positions. 

In the Tabin and ~ o i e r n k  (1993) study, it was the experience of those earlier 

appointed women to corne to the principalship at a later age than men. uiterestingly 

enough, recent appointees were found to enter the principalship even later. Many 

interrupted theu areers for familylchid care responsibilities. ïhey have had, bowever, as 

long a career as the earlier appointees with perhaps fewer aaual yean of total teaching 

time as their counterparts without children. "Importantly, the careers of these women 

principals with children do not differ significantiy from those of women principals 

without." (Tabin and Coleman, 1993, p. 388). While it was once thought that children 

would delay or limit women's career advancernent opportunities, this study did not show 

this effect Tabin and Coleman (1993) reported that most of the recent appointees they 

in t e~ewed  studied part-the to complete degrees, while they worked ml-time or part- 

tirne, and had young children at home. These women were determined to M e r  their 

ducation, anci exhiiited much tenacity in doing so." (p. 385) 

The literature reviewed presented a pichne of somewhat tenacious women indeed. 

Recent appointees were purposeful in thcir planning, seeking, and achieving 

appointrnents. They were able to work full-time or part-time while upgrading their 
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academic credentials and baving young children at home. The litmature does not reveal 

what kinds of home-life supports succesfiû appointees experienced in rems of handling 

household and child-care tasks which might have allowed these women the time and 

energy to pursue their cafeet g d s  as well as tdce on the time-consuming, stressful, 

work-intensive principaiship. 

A review of the liteniture pertahhg to equity initiatives presents a conflicting 

picture of organhtions and people in transition. Taylor (1995) found "there continue to 

be far fewer women than men in educational aàministration in Ontario. despite the 

existence of provincial employment equity policies for women for more than twenty 

years." (p. 83) She noted *gender relationships in the workqlace indicate the historical 

and continuing imbalauce in p k r  relations between men and women." (p. 97) Taylor 

(1995) stated "existing practices in the workplace-which include male noms in 

administration and male-preferred career paths-work against employment equity policy" 

(p. 97). What is important, Taylor (1995) found, is that "women rewgnize that there are 

reasons for their feelings of ambivalence about such policy. It is also important for 

women to recognize that the implementation of such policy requires their active 

participation" (p. 97) 

At the organizational level, Baudoux (1995) has found a final strategy which 

involves support for equal opportunity programs. 

These actions lead to fomal actions of a socio-political and legal nature tbaî have 

a greater impact on women in general. . . .Thus, changing organizationd realities 

rnay be possible through political stniggles that conceni al1 women. Feminist 

administration, through collaboration and solidarity with the othet women 

administrators and with women teachers, and through collaboration with their 

male and femaie allies in the educational milieu, may be able to change the 

milieu. (p. 80) 
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She M e r  noted that equal oppominity programs have begim "a revolution in the work 

place" (p. 80)- Baudoux (1995) believtd that e q d  opportunity programs have created a 

favorable mvironwnt for the hiring of women adminisbators. However, in spite of the 

increase in such programs, the proportion of women in administration is much less than 

that of women in teaching- "We must prevent this smd arnount of progress h m  king 

short-liveà . . . Henceforth people need to demand a right to career, regardlas of their 

sex" (p. 80) 

Pacûo, Rees and Scane (1995) stated: 

Past research has sbown that 'informal' barriers can hinder the promotion of 

women even more than formal Witten procedures. The attitude that women 

cannot exert authonty in the sarne way as men still persists, but there is a growing 

sense that a male author& figure is not the only kind that can command respect 

nom students. (p. 2) 

Padro, Rees, and Scane (1995) report that while their review of the research has given a 

good picime of the reality of women in positions of fesponsibility in education (Ontano), 

they caution that "we must also take into account the views of Canadian society in 

generai." (p. 2) According to the press in Toronto, which is heavily influenced by the 

business community, "the views of the general (i-e., white, majority) public are not in 

sympathy with the principles of  employment equity, and these will undoubtedly have an 

infiuence on boards of educztfion." (p. 5) These authors huther note: 

While we in the world of research may th& that many of the problems associated 

with employment equity for women are on the brink of beiag solved, insofar as 

the world of education is interhivined witb society in general, we have a double 

role to pecform: 

(1) we must continue ouf efforts to support employment equity and basic quality 

for women, and 
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(2) we must extend our efforts to educate sociq at large to the advantages for 

both men and women (and industry) of the fhdamentai principals of employment 

equity- (P. 3) 

Padro, Rees, and Scane (1995) concluded in Ontario that few employment equity/human 

ri@ policy programs are provided to existing staff. 

This deficiency bas unfortunately contriuted to the lack of understanding (and 

thaefore the large amount of kk lash)  for the raison d'être of employment equity 

programs. It is not sufficient to say that women have aa in-âepth understanding of 

women's issues because they are women. Many do not recognize systemic 

discrimination and have been too strongly socialized as dependent and 

acquiescent. Others may become susceptible to the male 'excellence' for 

promotion argument that has totaily ignored the history of meritorious wornen 

disregardeci because they were not men. Some will renounce feminism, while 

blithely taking advantage of every opportunity their pmïecessors made possible. 

(P. 4) 

In a M e r  concIusion to th& study, Padro, Rees and Scane ceporid that boards 

in Ontario do not ask their candidates for promotion to pnncipoilships and supeMsory 

positions about their understanding of employment equity principles. In a auruber of large 

corporations, candidates for promotion are asked to demonstrate an understanding of and 

cornmitment to the principles of employment equity, and to provide examples of what 

they have done to promote employment equity in their present positions. nie authors 

state: 

We believe that questions such as these would fostet a proactive stance among 

administrators in school boards, and help bring the issue h t  and centre where it 
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belongs. an iacreasing awareness of the issues involved M l  also . . . cause 

administrators to in- their attention to related issues in the school curriculum, 

The principies involved rne as important for the students as for the administraton. 

(P 5)  

The literature revïewed was largey concerneci with entry-level administrative 
. 

positions at the elementary school lwel but did not wncem itself with subsequent 

promotion experiences of women Administrators. What are the expaKnces and views of 

women administrators toward the effêcts of affirmative action policies upon theu future 

career opportwiities? How do affirmative action procedures support women's enüy to 

higher level administrative positions? The literature sunoundhg these issues is 

alanningly sparse. Perhaps it is too early in the pmcess of seeing women in the 

principal's chair to know how th& will fm in subsequent selection scenarios. 

Re-statement of the Problem 

This study has investigated the experîences of four women administrators wïth the 

affirmative action policy of The Winnipeg School Division No. 1 in particular 

1. Concerning theu initial appointaieats: 

a) What factors did they consider as they wece makhg a decision to apply for an 

administrative appointment? 

b) What encouragement did they receive and h m  h m ?  

c) What did they do to prepare themselves for an administrative position? 

d) Whaî weie k i r  experiences as they went through the procedures mandated by the 

division's atlhmtive action policy? 

2. Conceming theu administrative p d =  

a) In what ways, if any, bas their gender affected their relationships with staff, 

students, parents, and divisional personneI? 

b) What networks of support, if any, do they have? 
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C) In what ways, if any, has theù gender been a factor in balancing the demands of 

their professional work and dieu perwnal life tesponsibilities? 

d) In wbat ways, ifany, has the division's afnrmafive action policy and procedures 

&id them in their pe60rmance as an administra 
- - 

ter? 

The literature reviewed bas explored a number of issues which relate to the 

experiences of femaie administraton nom the decision to aspire to king an 

administrator. k e  is a need to expand the literature to include the study speciscaily of 

the impact of afKrmative action policy and pfacftke upon the continuum of the 

administrative acperience of women. 

This midy examineci the impact of the policy environment of The Winnipeg 

Schwl Division No. 1 which bas implemented dhnative action procedures for a period 

of nine years. It examined the experiences of women in the context in which 

o p p ~ ~ t i e s  are available, as well as the differeaces between the experiences of those 

women appinteà at the omet of policy to those appointed most recentiy. 
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cbagter3 

METKODOLOGY 

Theories in Educatiod Airi ini-mon Research 

Theories about educational administration and methoâoiogies for generating 

knowledge in the field have expanded substantiafly over the past two decades. 

Educationd administration as a science gaigaineci popularity in the 1950s in the United 

States (Evers, 1995). The Theory Movement, modelled upon an epistemology b d  on 

physics, purported to show the advantages to educational administrative practice of 

providing rigomus pnnedures to impmve the profession's kwwledge base- The Theory 

Movement believed the knowledge ihus provided could be readily applied to 

organizations. Scientific theory' is coasidered to be systernatic, diable over tirne and 

capable of providing tnie generalizations about schools, bureaucraties, teaching, 

leadership and organizatioiial design 

This movement was cbaracterized by the following six ideas: 

1. Statements about what organizations and administrators ought to do cannot be 

encompassed in theory or science. 

2. Science theones treat phenornena as they are. 'ïheories descni, explain., and predict, 

but do not prescri'be. 

3 Efféctive ieseatch has its origin in theory and is @deci by îheory. 

4. Hypotheti~eductive systems are the best exemplars of theory. 

5. The social sciences are essential to theory development- 

6. Administration is best conceived as a general phenornenon found in all ~rga~zations 

(Stapleton and Long, 1995, citing Culbertson, 1988). 

It becarne clear to many scholars that reseaiçh using method01ogies inspirecl by this 

epistemology were not produchg the Iàads oftlindings tbat led to impvements in theory 
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or practice of educationaI administration A major critique of the movement came with 

Thomas Greenfieid's fiimous 1974 papr which ushered in subjectÏvism. 

The Subjectivist Theory focuses on the importance of the hurnan experience of 

organizationd lifê. GreenfïeId (1974) viewed social science as k i n g  irreducibly 

subjective. Wuman behavior can be r e - d e m i  as partly a fimction of thought, 

intentions, mewings and understandiags." (1974) The subjectivist approach sees people 

as engaghg in meaningfbi action and is, therefore, a powerfiil methodologicai tool for 

accotmting for organizational We. In this firamework it is hurnan action and intention 

which are real and which fonn the "entityn of the O ~ O ~  ï'heu, accordhg to some, 

aotably Evers and Lakomski (1991), Greenfield's attack led the way to other 

methodologies which were inspiied by cdtrnal theory, criticai theory, and ferninim. 

Even those who agreed with Greenfield's (1974) criticism, but who found fault 

with his brand of subjectivism, have agreed that methodology in educational 

administration has to take into account the emences, intentions, and dispositions of 

organizational participantsts Coosequenty, a study ofa select nirmber of women who have 

had first-hand experiences of an important public poücy is warrante& 

TraâitionalIy, knowledge, üuth, and reality have been constructed as if men's 

experienc were normative, as if king human meant king male. Participants in 

ment movements for social change have asserted that this hentage bas excluded 

theu experiences. Whaî was once accepteci as an objective world view bas been 

recognized as being the Limiteci aad ümiting peqective of a particular gender, 

class and race. c ers on al Namatives Group, 1987, p. 3) 
. . 

e Femmist nipply 

The strongest challenge to educational administration within the humanities and 

sociai sciences came b r n  femiaist theory. 
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The fact that human experience is gendered is central to the radical implications 

of feminist theory. T b t  recognition of the impact of gender and an insistence on 

the importance of the female eqerience have providecl the vital common ground 

for fminist nsearch and thought (Personai Narratives Gmup, 1989, p. 4) 

Feminist theory emerged b m  and mponds to the lives of women "The recovery and 

interpretation of women's Iives have k a  centrai coacaa~ of feminist scholarship. . . . 

Listeni11g to womea's voices, studying womeu's Mtings and leamïng fiom women's 

experiences have been crucial to the feniinist reconstruction of our understanding of the 

world" (Personal N d v e s  Group. 1989, p. 4) 

Wesearch on women and gender in educatioaal administration bas progressed 

through six stages essential to a paraâigmatic shift" (SbaLeshaft, 1989, p. 326) 'The first 

stage documents the lack of women in positions of administration, providing an 

informational base about where women are and are not in the school hierarchy. The 

second stage identifies exceptional m e n  in the history of school administration, adding 

to the existuig data in the conventional paradigm. Stage 3 investigates womem's place in 

schools h m  the fiamework of women as disadvantaged. At Stage 4, women are studied 

on their o m  terms with fernale perspectives king identified and desmied. The data 

gathered from these perspectives lead to Stage 5 which challenges existiag theoiies in 

educational admimstration. Finally, Stage 6 transforms theory so that we can undentand 

women's and men's experiences togethet. At this level we can hop to produce an 

inclusive vision of human experience based on differences anci diversity, d e r  than on 

sameness and generaiipitions (Sbakeshaff 1989). 

The study of four women admiaistrators with the Affirmative Action for Women 

in Administration poücy in nie Winnipeg School Division No. 1 fiiUs into Shakeshaft's 

(1989) Stage 4 of research on women and gender. The female perspective of these 

administrators is identified and descrï'bed as they intnsct with the policy and pn>cedure~ 

of the affirmative action initiative implemented in this school division. 
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The InteMew Meth4 

McMahon and Rogers (1994) citcd McMahon (1989, p. 5) in reporting The oral 

history intemîew is a unique documentary form in which evïdaice originates in the act of 

oral face-to-fiice communication," Intervr*ews involve the assigned mles of interviewer 

and intem-ewee. The interviewer is responsible to acquire information and the 

ïnte~ewee is rrspoasible to provide that information (Sypher, Hummert and Williams, 

1994, p. 47) 

Each i n t e ~ e w  contaius withui it a set of implicit guidelines or d e s  for nsponse. 

. . . They include at a minimum that (a) the interviewee respond, (b) the 

interview's response address the content of the interviewer's questions, and (c) 

the response be characterized by appropriate elaboration (commentary expanding 

on the question asked or-idormation associateci with the commentary that would 

be helpfül to the interviewer). Successful information acquisition is cbaracterized 

by the extent to which these guidelines are fulfilled (Sypher, Hummert and 

Williams, 1994, p. 49) 

Sypher, Hwnmert and Williams (1994) delineated the points that the relevance of 

the information content is largely detemined by the intewiewer and that the elaboration 

of a response is appropriate to the extent that it provides relevant details that the 

intewiewer needed in oidei to capaire a mare complete account of a set ofwents. Factors 

which idluence the i n t e ~ e w  inferaction include interview tesponsiveaess, attention to 

the other, and personal and situational factors associated with accuracy. 
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Table 2 

Strennths and Limi ns of  the interv 

1- I n t e ~ e w s  involve the structure of 

assigned roles of interviewer and 

inte~ewee- 

2. Following the implicit guidelines for 

intewiew can provide successful 

information acquisition 

3. Relevame of informational content 

is largely detennined by interviewer to 

provide details relevant to the research 

4. Estabtishing a balance between the 

quality of relationship with respondents 

while maUitaining proper distance avoids 

bias in data 

S. Interview method through persona1 

contact is able to access data about 

"lived" experiences within the 

organizatiod conte?& 

6. Intewiew me- is able to make an 

accounting of organizational life h m  a 

personal perspective. 

7. Quality of data is enhanced by 

1. Penonal e+ences at a particular . 

point in time cannot be reconstructed 

preci-sely . 

2. No researcher conducts an 

investigation just like another, therefore, 

exact duplication is  ciifficuit 

3. Results derived fkom a select study 

sample reprisent the belief system of that 

particuIar group of respondents at that 

point in the. 

4. Participation is voluntary and may 

lünit the number of respondents and omit 

giving voice to a particular view. 

5. With the intewiew relationsbip, 

subtleties may occur which contribute to 

riespondents king less open to self-expiore 

in regard to research questions. 

6. h-ew s*biags are artificial. 

quality of relationship estabüshed 

(labkcominues) 
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- - - - - - - - - -- 

Strrngths Limitations 

8. Additional data are obtahed by 

providing respondents a written 

transcript with opporhmity to comment 

or elaborate. 

9. High validity derives fiom data 

collection and anaiytic tecûaiques d 

10. Respondent interviews are less 

abstract than methods used in other 

research desigas. 

My study is interesteci in the very subjective aspects of the personal experiences 

of women administrators toward selected issues of policy and practice within an 

educational organization. It is an oral interview study that fits into a subjectivist 

framework and has importance within the field of educational administrative inquiry as 

research at Shakeshaft's (1989) Stage 4 level. uiterpretation of the experiences of women 

administrators toward the impact of selected issues of the policy and practice of 

a h a i i v e  action within an orgaaizational context will add to our understanding of bot .  

the organization and the eqxxiences. 

Data Collection - Cohort Selection 

School-based administrative piactice in The Winnipeg School Division No. 1 

ocçws at the principal and vicaprincipai levels. School sites include elementaty schools 

(Nursery to Grade 6). junior hi@ schools (Grades 7-9). Grades 7-12 schools, senior hi@ 

schools (Grades 10-12). and a number of Nursery to M e  8/9 schods. This stuây is an 

exploratory and open-ended investigation which identified four respondents to be 

ïntenriewed. The n u m k  of four respondents seleaed for bis study was decided upon in 

order to keep the amount of data collected at a manageable level. Two in-depth 
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inte~*ews with each respondent allowed them the opportunity to elaborate, expand upon, 

and add detail and description to their rrsponses to the research questions posai. The first 

step in the selectioa process involved dividing the broad category of women 

administrators into those first appoïnted betweai the years 1986-1995. 

Figures collected by the Atfirmative Action Comminee of The Wimipeg School 

Division No. 1 (1986-1994) show the gender breakdown of fiat appointrnents to 

administration for the years 1986-1994 to be as follows: 

Table 3 

Year Fernale Male Total 

Number Percentage Number Percentage Number Peantage 

Total 53 67 26 33 79 100 

Sou- Affirmative Action Cornmittee Report, 1994 
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My study focwd upon an in-depth interview of the four selected administrative 

appointees (two principals and two vice-principals) from the total of the 53 women 

appointed between 1986 and 1995. The candidates selected to partkipate in my study are 

from the annually publisbed list of The Winnipeg School DMsion No. 1 administrative 

appointments (19864995). The categories of elementary school, junior high school, 

Grades 7-1 2 school, Nursery to Grride 8 or 9 schooi, and high school were l i s t d  Each 

female administrator was assigned to the list of the school-based site she presently 

occupies as a principal or vice-principal- One principe1 and one vice-principal and an 

alternate for each fiom each of the school-based site categories were selected. The list of 

prospective in te~ewees  was carenilly inspected. From this inspection, two principals 

and two vice-principals were selected. One principal and one vice-principal were 

appointed in 1989, one principial was appointed in 1993, and one vice-principal was 

appointed in 1995. nie four administrators selected hold appointments representing 

Nursery to Grade 6 Elementary School, Nursery to Grade 8 school, and two senior high 

schools. nie  altemate administrator list would have been utilized only if any of those first 

selected candidates for inclusion chose not to @cipate in my study. I presented myself 

to the selected potentid participants through a letter of introduction which bnefly stated 

the purpose of my research and requested pdcipation in the study (Appendk B). This 

was followed by an ktroduaory phone cal1 to request participation in the study, answer 

any questions or concerns, and select a mutually agreeable time for the first interview 

session. Al1 four women agreed to in the study. 
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Pilot Interview 

Pnor to inte~ewing the selected respondents, a pilot interview was conducted 

with a pre-selected principal. This pilot interview followed the interview protocol 

(Appendur A), which was developed afker a review of the liteniture about women in 

administration. 1 addressed questions 1 wished to investigate and learn more about from 

women administrators. I grouped the i n t e ~ e w  questions into two sections. The fint 

section concemed the aspirants' experiences and the second investigated the p s t -  

appointment experiences. The interview was tape fecorded, and a transcription of the 

interview was prepared and analyzed. The intemiew protocol was examined and revised 

according to the areas of need which amse h m  the pilot study. Upon completion of the 

pilot study and analysis of the interview protocol, al1 tapes and tnuiscripts were 

destroyd 

The first intewiew focused on the respondent's experiences in aspiring to 

administration and her initiai successiùl appointment experience. The second cenmd 

upon the pst-appointment experiences of each respondent 

The-four key respondents selected took part in two in-depth interviews of I to 

1 1/2 hours each in duration. The interviews were prefaced by a statement of research 

purpose, assurances of confidentiaiity, and an outline of how the interaction was expected 

to proceed. Administration of the interviews was open ended. Durhg each intewiew, the 

respondents were asked about the same topics and issues, using probes for elaboration, 

exploration, clarification and completion of detail. Cues were given for shih in intewiew 

focus to allow respondents to adapt theu diinking in new directions. Interview questions 

were designed to reveal how participants perceived their professional experiences, and 

how they explained these perceptions. Questions were fonnulated which included: 

background, education, and teaching expcriences; the impact of affinaative action policy 

and practice on the following-the formulation of the decision to aspire to administration; 
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pre-appointment experiences; the appointment process; initial appointment; career 

preparation motivation; influence and supports; fbtrations auci satisfactions; and advice 

to aspiring administrators. Tape-recordings of the interviews were transcnid for 

analysis. Idommts had an opportunity to review the transcripts and were able to make 

additional comments 

The Affhative Action Conmittee Reports for the years 1986-1996, published by 

The Winnipeg School Division No. 1, were examineci and analyzed to provide a 

background and documentation for the status of women in administrative positions in this 

school division. Annually published aames of school administraton in The Winnipeg 

School Division No- 1 for the y e m  1986-1995 were exarniwd. These names were cross- 

referenced with the appointment by gender documentation in the annual Aninnative 

Action Cornmittee Reports (Winnipeg School Division No. 1)  to produce a list of 

possible interviewees who were appointed to administration following the 

implementation of the Atfirmative Action for Women in Administration policy of The 

Winnipeg School Division No. 1. From the list of d l  potential interviewees, four women 

administrators were selected for this study. 

The four tapondents in the study were inte~ewed oa two occasions. Each 

interview lastecl no more than 1 to 1 1/2 hours. AU interviews were tape recorded with the 

consent of  the respondent. The interviews followed the intewiew EVotocol (Apndix A). 

Tape recordings of each i n t e ~ e w  were tramcriid. In accordance with the ethical 

procedures of the University of Manitoba, al1 inte~ewees' iesponses were anonymous; 

thereaftef, each participant was given a pseudonym, and any potentially identiqing 

information was eliminated from the transcriptions. Participants in the study had an 

opportunity to read and approve the transcripts of their intemiews before king included 

in the study. They had the option to delete any portion of the transcription that they did 

not want mentioned in the study. Participants retained the nght to withdraw from the 
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study at any time. Following the completion of my thesis, al1 tape recordings and 

transcriptions were destroyed. 

Analysis of the Data 

The data collected fiom the selected sample of principal and vice-principal 

respondents were analyzed through the fonnal tasks of perceiving, comparing, 

contrasting, aggregating and ordering, establishing linkages and relationships and 

speculating (Goett and Lecompte, 1984). Transcncbed tapes were studied to discover 

similarities and differences in participants' responses to the selected issues. Qualitative 

studies involve the combination of data collection with analysis. "Anaiysis and data 

collection occur in a pulsating fashion--kt the inteMew, then the analysis and theory 

development, another inteniew and then more anaiysis, and so on-until the resmh is 

complete." (Bogdan and Biklen, 1982, p. 68) Bogdan and Biklen (1982) cited Glaser 

(1 978, p. 70) when they identified steps in the constant comparative methoci 

1. Begin collectuig data. 

2. Look for key issues, recurrent events, or activities in the data that becorne 

categories of focus. 

3. q l e c t  &ta that provides many incidents of the category of focus with an eye 

to seeing the diversity of dimensions under the categories. 

4. Write about the categories you are exploring, attempting to describe and 

account for al1 the incidents you have in your data while continually searching for 

new incidents. 

S. Work with the data and emerghg mode1 to discover basic social processes and 

relationships. 

6. Engage in sampling, coding, and writùig as the d y s i s  fôcuses on the cote 

categories. 
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Bogdan and Biklen (1982, p. 156) noted that "as you read through your data, 

certain words, phrases7 patterns of behaviour, subjects' ways of thinking, and events 

repeat and stand out'' Developing a coding system involves sesrchhg through your data 

for regdatities and jmttems as well as topics your data cover, then writing d o m  words 

and phrases to represent diese topics and pattems. The topics and patterns revealed 

become coding categories which are used to sort wllected data. "Particular research 

questions and coacem generate certain categories." (Bogdan and Biklen, 1982, p. 156) 

Biographies ofeach respoadent bave been prepered Further analysis determineci 

the common characteristics ammg the cohort and developed the emergeat themes about 

the impact of affirmative action policy and pMce of the selected issues. The study 

included two administrators appointed in 1989 during the early stages of policy 

implementation, as well as two &minted as recently as 1994/95. Therefore, differences 

in the experiences of the appointees have been presented (Tabin and Coleman, 1993). 

1 scanned the categones within which the data are organized to discover 

relationships and emerging themes which fonned a fiamework and generated coding 

categories, and a summary of the major findings mis prepared Integration of the Gndings 

within a broder area of interest has allowed me to look at cornparisons to the Tabin and 

Coleman stuây (1993). 

Limitations 

This study was centered upon interviews of the "recalled" experiences of 

individuals at a particular period in tirne, rather than on a longitudinal study of 

respondents' experiences of the selected issues. It was based upon the respondents' 

perceptioas about their experienas, and required reflection about and recall of events 

nom 1986 through 1995. Thus it was limited by the selected d l  and memory of those 

experiemes. 



Affirmative Action 45 

Delimitations 

This study was conflned to an examination of women administraton within The 

Winnipeg School Division No. 1 in the city of Winnipeg, Manitoba, who were appointai 

in the years behNeen January 1986 and September 1995. 

This was an exploratory study and, as such, was limited to the examination of the 

impact of affirmative action policy and practice on two selected aspects of the 

professional hes of women administraton id a particdix peziod of tirne. 
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-pter4 

FOUR WOMEN ADMINISTRATORS LN THE 

WINNIPEG SCHOûL DMSION NO. 1 

The four wumen administrators initiaily selected to be interviewees in this midy 

agreed to @cipate. AU were fint appomted to administration between 1989 and 1995 

when the Affirmative Action for Women in Administdon policy in The Winnipeg 

School Division No. 1 was in operation They took part in two i n t e ~ e w  sessions of 

between 1 and 1 1R hours each in length. Two were principals and two were vice- 

principals at that the. Theu administrative placements were at the Nursery to Senior I 

level, the Nursery to Gtade 8 Ievel and at the senior high school level. 

The purpose of this chapter is to present a profile of each woman. in order to 

preserve their anonymity, someomissions have been made about theu work situations, 

and they have been givea pseudonyms. Every effort has been made to represent the 

women accurately without revealing their identities. It is inteaded that this chapter assist 

the reader in understanding the dynamics of their situations in order to better relate to the 

findings of this study which are penteci  in C h e r  5. 

Profiles of Four Women Administrators 

Anne 
Anne is the full-time principal of a large elementazy school with grades Nursery 

to 8. She was fint appointed to administration in 1989 when in her early €orties and is 

just completing her ninth year as an administrator in this division. Anne previously 

served as a vice-principal in an elemeatazy school a d  a Kinderprkn to Grade 8 schaol. 

Anne taught for 15 years prior to her fkst application for administration She 

joined the teachiag profession later than most pople as she tmk some tïme away to bave 

two children and aiso to complete fiathet university midy. She had completed her 

Master's Degree in E d d o n  by the tirne she reœived her 6rst appointment. By that time 

her two children were school-aged which she felt gave her a litîle more flexibility. Anne 
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enjoyed the full support of her husband in exploring an administrative career path At this 

time Anne and her husband have one darighter living at home with them. in her leisure 

time Anne likes to waIk and exerckese She and her busband go to movies and the theatre 

as often as their schedules permit 

Table 4 

Profiles of the Four S e l m  Womm A- - - 

- .  
pamt~on appointment 

Anne Principal 1989 hrlEd. scbool Partner 

(K-8) Administrators' Spouse-reîired 

Certificaîe - Level I 1 chld 

School Pnncipais' 

Certificate - Level II 

Susan Principal 1993 P r e - W s  Partnef 

(S 144)  Status in Ed- No cbildren 

Pwch, 

Lina viœ- 1989 B,Ed School Partner 

Principal Adminkmors' 1 child 

(S 144) Certificate - Lewel 1 

D o ~ a  Vice- 1995 B-Ed - Piutner 

Principal No children 

WS1) 

Anne states her decision to go into administration was not made in a conscious 
- - 

way. She was appmached by others-fnends, wileagues, her € d e  -or--and 

encouraged to consider becoming an administrator- After sorne self-examination, she 

thought she should take this on seriously. Anw mdertook and completed the provincial 
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Adminis~ators' Certification Rogram for Levels 1 and II. At the tïme she began applying 

for administration, Anne saw herself as aradeaiicaily prepared and capable. She viewed 

herself as king highly organjzed with a leadership style that was very efféctive. Anne 
. .  

was successfkl in her application for nrfministrafjon on her third attempt 

Anne was a m  of and had read the  division*^ Mimative Action for Women in 

Administration policy adopted in 1986. Aithough she believes she had weU prepared 

herself as an administrative candidate, there was a ceriain level of confidence m lmowing 

that women were now being taken seriously. She feels that afknative action gave 

women the opportmity to get into the entry-level positions in order to make it 

successfiil1y later d o m  the he. 

Anne hopes that before she retires she will be pincipal of a larger school. She 

wishes to continue with her academic goals in a PhD program which she plans to 

complete before retirement At this point in time she expresses no interest in a 

superintendency; however, she is not piepaied to say never. 

Susan 
Susaa is the bill-time principai of a srnail hïgh school. This is her second year in 

* .  

this position and her first principaiship. Her first appointment to administration came in 

1993 when she was in her late thirties at which time she was appointed to a vice- 

principalship in a Nursery to Grade 8 school. Rior to her entry into administration., Susan 

had taught at the junior high school and senior high school levels. She became involved 

in division-wide cornmittees and had an interest in king reaiiy engaged 3 5 1  what was 

happening, not only in her school but within the division 

Susan hes completed ber pre-master's status in Educatiod Psychology and bas 

plans to wntinue academic study in the fuhne. She bas taken part in the professional 

development program offend by this school division where she mis able to bmaden her 

kaowledge base and make important contacts beyond the local scbool level. 
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S m ' s  interest in adminidministratioa developed gradually over time and through her 

own profwsional devefopment activities. Her nnt encoraagement towards administrabon 

came nom a female principal. At that tinte Susan deched to make application for 

administration. Over the next two years she applied for one of a number of advertised 

vamcies but was not mccessful. When she appüed n e  she received en inteMew and 
. 

went on to be successful through the pssessment centre process and entered the vice- 

principal pool fiom which The Winnipeg School Division No. 1 selects appointees as 

vacaacies atise. At the thne ofher applications to sdministration, Susan viewed herself as 

an outstanding candidate with much experience. She described herself as having good 

communication skills, king both a good Iistener and a hard worker. She felt she had 

good organizational skills and the ab- to work with people and have them assume 

respombility for some tbings-a team player. 

Ia ber personal Iife, her partner has been very positive about ber career 

aspirations. Sbe Mews her household as operatiag with real equity. Although some 

traditional roles do happeu, there is generally a joint division of tasks. There are no 

children in the home, so child care concens are not an issue. She views herseIf as quite 

able to put in the time and energy required in an administrative position. 

Susan was aware of and had read the division's Affirmative Action for Women in 

Administration policy, and believes it encouraged her in her aspirations towards 

administration tn an ~conscious way it provided the knowledge that The Winnipeg 

School Division No. 1 was loolang for women, mis prepared to accept women and see 

them in a new üght, and was open to women becoming Administrators. She believes thaî 

the af3jrmative &on policy has aiiowed women to become administrators before her and 

has assisted ber in king successfUl in g a g  there. 

In the fuhne, Susan would lïke to take on one more principalship where there is a 

lot of work and challenge. Then she envisions a piincipalship where she can feel really 

cornfortable and be able to relish her career. At the present time she would not look to an 
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administrative level whïch takes her away fiom students because it is very important to 

her to maintain a relationship with thea Ho-, sbe remak open to opportmities as 

they corne up and will seek those positious as goals for her own professional growth or 

b u s e  she believes she has somediiag sigaikant to conûiiute. 

Lïim 
Lina is a full-time vice-principai of a large high school in this school division aad 

is in her seventh year as an adminisirator. She was fmt appointed to administration in 

19û9 when in her mid-thirties and had applied for five years in a mw before king 

succasful. She was fmt appointed to the vice-principalsbip of an elementary school 

(Nursery to Grade 6). 

Plior to her initial appointment, Lina had taught for 14 years, and her experience 

included primary through to elementary classrooms. She became involved in special 

prograrns at elementary school level within this school division. While in her teaching 

positions, Lina received encouragement from administrators to consider leadership 

positions. She then became involved in the W-TA. and on divisional cornmittees to gain 

an understanding of how the division worked and to get to know a broader base of 

divisioaal personnel. She felt it was important to ber carrer goais to have decision-makers 

know who she was and what she could do. Lina consciously spent four or five yean 

networking and keeping actively involved divisionally to continually inmase her 

knowledge, and she States that she had set up a five-year career plan in anticipation of 

applying for administration. 

Lina ba9 completed her B.A. and B.M. academic programs. She bas also taken 

advantage of the Administrators' Certification program and has achieved the Level 1 

certifiate. At the time she began to maice application for adminishatîon, she klieved she 

had a good knowledge of teachiag and &ective people skills. 

In L W s  personal üfe she bas a m e r  aud thrœ childreu. Two are adults and no 

longer in the home, while the youngest child attends elementary school. Lina views her 
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husband as having been a wonderful support for her. There is more responsibility for 

child care with a young child, and Lina beiieves that her husbmd bas assumed his fkir 

share of that and other home-life responsibilities. 

Lina was well aware of the division's Af'firmative Action for Women in 

Administration policy. She found it to be supportive to women in that there was now a 

recognition that women would k seriously considered. It gave her an awareaess that 

there was someone out there championing for women because of that policy. Lina 

believes the a f fmt ive  action policy bas made a difference for womea. 

Lia believes that there wiil be many opporninities to challenge her in the future. 

As vacancies arise, as a vice-principal she may be appmached by the superintendent to 

consider another position, or she may apply for a pdcular position in which she has an 

interest Lina expresses that her horizons are certainly wider than thîs particular schooI 

division. She h a  Iived abroad and would consider relocating, or she may return io 

university for further academic study. She is not interested in aspiring to a 

superintendency as that pariicular job does not attract her. 

I2!mM 
Donna is the flll-time vice-principal of a large Nursery to Senior I school in this 

schooi division, and this is her first appointment to administration. She was appointeci in 

1995 and is in her mid-forties. At the time of this interview, D o ~ a  had been an 

adminisaator for about one-half year. 

Donna had taught for over 20 years prior to this appointment Early on she was 

involved at the elemeatary level, afîer which she became a consultant in the school 

division Through this position, Donno was able to netwotk with other principals and 

divisional staf f  and become hown beyond the local school level. She applied to 

administration on two occssions and was aot successful in her f i t  application. 

Doma applied for administration at a later age &an do many aspirants, either 

male or fernale. Sée bad received encouragement to apply for administration ten or f iken  
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years earlier, however, at that time she loved her teaching job and couid not imagine 

wanting to becorne an admmtmt . .  or. Later oa, a f e d e  principaî also encourageci Doma 

toward administration She feels that the idea to aspire then came h m  others, and it took 

her a wMe to fee1 she was reaciy. At this point in ber career, Donna wps looking for some 

new challenges. 

Donna d o a  not fal she was weil prepereû academïcally in tenns of university 

education to become an adminrdminrstrator. She may, however, continue with furthet 

education in the future- Donna did develop herseif through the myriad of profaional 

development oppominites provided wiihin the school division. She took part in the 

professional development pmgrani offered within this school division, and also attenâed 

nwerous workshops. 

In Donna's home life she bas a partner, but no cbildren in the home. She views 

her partner, now retired, as being very supportive to her and to the household 

responsibiiities. 

Mihile Doma expressed an awareaess of the division's m a t i v e  Action for 

Women in Administration policy, she does not r d  specifïcally sitthg d o m  to read i t  

She rememkrs seeiag a statement on idmhistrative vacancy bulletins, indicating that 

this division is an qua1 oppominity employer with an affirmative action policy and 

proceduces; however, she only remembecs thinkiag that this was a good thhg and that 

now she would have an equal chance. Dom felt that now the hinag praws  wouldn't be 

favoring men w&, bad had the inside back, but she &O did not fcel it meant that women 

would be favored either. 

Doma believes that a lot of woik was done ttuough affitmative adon initiatives 

before she became an administratot in 1995. She lwb at the affirmative action policy as 

having been a means of te-educating people to an awareness tbat there are capable 

women who had not been getting these particular jobs, and recognized that it has played 

an instrumental rote in the history which allowed her to get there. Doana, bowever, has a 
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perception that the younger aspirants bave by now, aAer aine years, to an extent grown up 

with things in place that a lot of people fougbt very hard for- 

D o m  includes in her goals for the future rurther university studies. She 

anticipates king in her p e u t  position for another year or two and then looking to a new 

appointment Donna is i n t d  in the junior high and middle yem school settings and 

wodd consider a position in a larger school where there is more of an administrative 

team. At the present time, however, administration is still sa ncw that she feels she bas 

much to leam 

Summarv 
AU four women administrators who participateci in this study were successN in 

gaining admi~strative appointments between the years 1989- 1995. None was appointed 

in her initial application process: Anne was successful on her third attempt; Susan was 

placed in the administrative pool after her second applicatioii; Liaa coatinued to apply 

five times before king successful; and D o ~ a  was appointed followiiig her second 

application Al1 four cuntinued their applications for administrative positions within an 

environment of affirmative action policy and practicece 

This environment of inclusion for women was referred to by ail four women and 

may have encourageci them to continue to pursue administrative appointments. Al1 four 

women were appointed to administration after k i n g  successful with the hiring and 

seiection processes mandated by the Affirmative Action Policy irnplemeated in The 

Winnipeg School Division No. 1 in 1986. 
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Chapter 5 

THEMES AND ISSUES OF FOUR WOMEN ADMINISTRATORS 

IN THE WINNIPEG SCHOOL DMSION NO. t 

Introduction 

The four women interviewed in this study are al1 unique. Each came to 

administraîioa dong a different patb, b ~ g i n g  different experixperiences, qualifications, goals, 

persondities and perspectives. They had in common only the fact that tbey were 

appointed to administration during the practice of the Affirmative Action for Women in 

Administration initiative in The Winnipeg School Division No. 1. Their expenences as 

they aspired to and were successfiil in becoming administrators show both similarities 

and ciifferences. Comrnoa themes and issues about their expenences as aspirants and as 

fernale administrators a- &ughout their stories. 

This chapter has been broken down into sections which address the research 

questions ofthe sady. 

Initiai Appointment EWences 

a) What factors did they consider as they were making a decision to apply for an 

administtative appointment? 

The fint factor referred to by al1 four women in their deciding to aspire to 

administration was the influence of signifiant &ers. AU four womm, seemiagly pior to 

their own decision to aspire to administration, were approached by others with the 

suggestion that they consider an administrative career path. For many, this was the first 

planting of the seed of interest in even looking at tbemselves in an administrative role. 

Swan said, 

My administrator at that the came to me one morning and said "I waat to talk to 

you, and 1 think you should consider applying for this administration cal1 that 
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they're doing." It was a f e d e  principal and she went on and on and on about 

why sbe thought I wodd be an excellent candidate, why she thought 1 should be 

an adminisûator- 

As for Anne? 

It @y wasn't a cooscious decision in some ways. 1 was approached by fiiends 

of mine who thought that 1 had some background and the capabüity of becorning 

an administrator. My pincipal was instrumental in suggesting that 1 try this route. 

One of the factors that Lina spoke of was this same kind of encouragement fiom 

others to consider leadership. 

When 1 first started applying 1 was still a classmom teacher, and 1 had 

administrators who had said to me, "You know, you should really consider 

leadership." At that point in time I really wasn't sure what leadership looked like, 

beyoad the fact that y w  chaired specific school codttees and so on 

Doma taught for over 20 yean prior to her appointment and had aspired at a 

much later age tbau either most females or males to administration. 

A superintendent in the division enwuraged me years and years ago. and 1 was 

ho"fied at the thought. I loved my job. and I couldn't imagine wanting to be an 

admhktrator. It wasn't my idea first, it was others sayhg, "Why don't you pursue 

this?" and 1 think it just took me time to feel that I was ready. 

The theme of feeling persodly "readyn nuis throughout the stocks al1 four 

women teil about their experiences. In each situation, the initial hpetus they reported 

came from outside themselves. ûther people-Eends, colleagues, administrators, both 

male and f&e. aad superintendeats-aii gave voice to the suggestion early on that each 
. . 

of these women aspire to aàmmstmtion None of the interviewees acbwledged she hacl 

had ambitions to becorne an dmhistrator pior to outside encouragement. Perhaps they 

deemed it inapprojniate to appear overly ambitious, or else theu own awarmess of these 

ambitions coincided with others' recognition of their potential. In any case, this 
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recognition of the potentiai in each candidate seems to have played an important role in 

initiatiag a process o f  change, growth, and an i n c d  acceptane of themselves as 

capable of becoming adarinistrators. 

The readiness of each woman to actuaily apply for an administrative position was 

not immediate. It took nom several years to over a decade on the part of one interviewee 

to do so. However, once the seed of interest, or at least cousideration, took roof each of  

the four wornen began to look with new eyes to the @ce of administration around her. 

A second fwtor viewed as important by the four women in the study was their 

parti~laar state of academic m o n  for an admh-strative career patb. hterestingly 

eno~g!ri, ody  one of the women had completai a Master's degree in Education prior to 

her initial application. While ail of the women interviewed supporied the ideal of higher 

education and espouseci goals of pursuing fLrther academic study, at the present time 

Susan has complcted pre-master's qualifications for graduate degree work; Doma and 

Lina each hold BA.  and B.Eâ degrees. Three of the women, those not holâing MEd 

degrees, expressed difEerent opinions about the weigbt this factor played in their decision 

to apply for administration. Lina expressed the belief that at the t h e  of her application 

this was note an issue. 

In oui division, M. in other divisions, yes. And again, tbat might be a pferequisite 

for the initial job and so it might be important, but in tenns of doing the job weil, 

i fs  d l y  important to be a leamer, that you kep cunent with cesearch, and you 

don't necessarily have to be involveci with the university to be doing that But 

you need some connecbon to leaming. 

Doma, on the other han& stated "I don't feel particularly p r e p d  in that way, 

and I lmow I've got to get back. 1 did emol in University in administrative studies yean 

ago, but 1 got distracted with other things." Anne, the most highly academically 

accfeditd of the four women, said: 
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1 thought 1 was academically p~pared and that 1 was capable in that area 1 think 

that probabIy vais my greatest strength because ï was of the opinion, and still am 

of the opinion, that you've got to be the best at what you do, and 1 believe that 1 

would U e  to be consïdered because L am capable. 

In spite of the @cula. dSierences piid by these women to the issue of acadernic 

credeatials, al1 of them put a gnat deal of effort into gainhg lcnowledge to improve their 

administrative potential prior to their initial applicatiom Two of the women, Anne and 

Lha,  had achieved theu School Administrator's Certifiate - Level I, and Anne had also 

received a School Principal's Certificate - Level II. 

A third fjictor considenxi by the four women studied was theu work experiences. 

While each woman has a distinct teaching history, each had brought herself out of the 

classroom to positions which off& a wider scope f b m  a c l a s ~ ~ ~ ~ r n  or even local school 

perMve. Doma had spent over 20 teaching years *thin the divisionœ Her experiences 

included teacbing successfidly at the primary and intermediate levels, in special ne& 

programs, and in a consultant position. The consultant role "removed me, 1 gwss, one 

step from the classrooa I worked more with adults than with kids." 

Lina enjoyed successful teaching for 14 years prior to her appointment. Her 

classrwm experiences were at the elementary grade levels, after which she todr on a 

position which was ''reaily my first opportunity to work with teachea in a team and to 

work with adults." 

Susan workcd for su< years ouiside of this school division, cornhg to the present 

division in 1984. She taught at the junior high school and at the high school level and 

took an interest in and became engaged and involved in what was happening, not only in 

the school but in the division. " M a t  it did was reaüy broaden my own base for myself. 

and 1 leamed a phenometmi amount, and 1 thidc it was part of a process that the focus 

wasn't to becorne an aâministrator ody ." 
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Anne had taught outside the school division for six years and received her 

appointment afler an additionai nine teaching years within this division. When she went 

into the resowce area, she feh "that position gave me a lot of opportwity to develop rny 

leadership skiîls, and 1 todr a lot of responsibiiïty in that area" 

A fourth factor considered ia the deckion to apply for administration was a self- 

conscious assessrnent of the skilîs each felt she possessed. Susan saki, 

I would have described myself as having good communications skills, a good 

listener, hard workhg. 1 would have desc r i i  myselfas someone who wanted to 

support initiatives of teachers. G d  organjzational skills, the ability to work with 

people and have them assume nspoasibi?ity. Team player. 

Anne responded, 

I thought I was highly organized, and 1 felt that I bad a leadership style that 

worked very well for me. My people skills were quite good because 1 got along 

very weli with people and learned very quickiy to get people to work with me as a 

team, rather than be the person who is directing. 1 redy thought I had what was 

necessary. 

Lina contends that she had a belief in her shlls aad knowledge of teaching. She 

felt that as an administrator sbe could involve teachen in the best practices which meant 

leaming, growth and development. 7 think the people sbills are really important, that 

you're able to just rnake people feel relaxed, tbat people can trust you, that you'll go to 

bat for hem, tbat you're supportive, that's also a really important piece. So' it's the 

knowledge piece and it's the support piece, 1 guess." 

A fifth factor each of the four woman also coasidered was her particular life 

situation in ternis of the roles and responsibilities she bore to her partner and family. 

Susan has a partna at home but there are no chüdren, so for ber, child care concems were 

not an issue. Her parhier has been very positive about her caner aspirations. Susan views 
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the division of househoid tasks as being very equitable. She sees herself as able to 

commit to the t h e  and eaergy reqwred of an administrator. 

Lina alw, enjoys tbe support of ber partner toward her administrative career path. 

Two cbldren a, lmger live in the home. nie youagest cbild was of pre-schoo1 age at 

Lins's 5nt appointment so she had to consider child crue conceras and additional time 

reqtiirernents carefirlly. Her parimr assumes his f e  share of home responsibilities XI tbat 

this s u p p t  wodd a b  Lina flexlbility. 

In Doma's home life she has a partner who bas supporteci and encoiifaged her 

aspirations, but tbere are no children living at home. Because he is now retireci, he wodd 

piavide enormous support around home respoasibilities wbich ellouis Donna mare timc 

and energy for her aireer. 

When Anne initially to administration she had two school-aged childr+n at 

hume. Her büsbmd supportai her aspirations towarû administration. Anne, however, 

recalls a more traditional pattern of roles in her home. She tmk on a great deal of the 

rqonsibility- far chilil care and bousehold tasks and maintained a belief that she needed 

to be a perfect wife and mother. 

A si* factor considered by al1 four womea iateniewed waii w&at the); felt to be 

the ntgative q-dities associakd with administration. niey knew that administration, 

hi le  providing an oppommity and challenge to their own professiod growth, &ad the 

negative quaiity of being very time-intensive. It would mean longer worlang days, &er- 

school and evening meetings, divisional committsz obligations, petit cüunci: mil 

cornkW actbIties, weekend codtments to support t m  at the junior high and high 

school levels, tune to keep current with p r o f h o d  feading, plus M s~wmous amaiint of 

paperwork, much of which would requin evening and weekead attention. Each of the 

four womea in the stuây gave consideration to the time factor which would be inwlvtd 

with siiiministration- It would seem £iom the extra commitments they took on More their 

abmai initiai applications tbat they were 2ach a l i 5 -  sbowing a brader cümmi'mtar îü 
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education as a practice and to what they feit they had to contribute beyond the level of a 

classroomteack 

The seventh fador which infiuenœd the decision of ail four womea to apply for 

administration was the climete within The Winnipeg School D ~ s i o n  No. 1 toward 

women in dmhïstraîi~nL1 AIL of the women in the W y  were aware of the division's 

Afnrmative Action for Women in Administration poky which was adopteà in 1986. 

Each had concluded that the impkmentation of the policy had created a climate of 

cornfort and encoufagement for women, All four women felt that this policy supporteci 

their belief that The Winnipeg Scbool Division No. 1 was looking for women and was 

prepareà to accept women and see them in a aewer iight and was open to women 

becoming administnit 
. . 

Ors- 

SummarY 
In Uus study there were seven factors which were considemi by the four women 

in theu decision to apply for administration. Each may have assigneci different weight to 

the seven faetors considered, depending upon her own situation, background, life 

circumstances, and personality. 

Al1 four women re f ed  to the influence ofsignincant others in recogauiag their 

potential and suggesting administration as a goai. Whether they indeed held no prior 

personal ambitions toward administration or viewed it as inappropriate to appear overly 

ambitious is bard to speculate upoa, as none voiced such ambitions. The early recognition 

hom signifiant othen, however, may have given each women a seme ofpennission and 

support to aspire more openiy. Secondly, aiJ four women considered their academic 

qualifications in terms of degrees held and their knowîedge base about administrative 

tasks and divisional issues to be an important factor in the seidon process. 

Thirdly, consideration was givea to the work experience each brought to her 

appiication. Fourthly, each uaderiook a seIf-analysis in regard to the particular skills she 

possessed appopriaîe for administration 



A fifth factor considered by di four woaien was üieir particular life stylzs and 

what couuniûneat tky Iiad to theu Iwme Iife responsibilities. Each filt b t  support h m  

th& m e r  was asential to ber pursuit of an administrative a e e r  path, and fortunately 

for =ch, ail four had this support 

The sùah factor îonsidered by oli four women was tk realistic assasment of the 

diEcUities associated with king an adminisirator. Al1 recognized and acceptai the fact 

that longer work days as weil as eveaiag and weekeud cornmimats wodd be rayuird 

The seventh factor identifid by al1 four women was the positive, perhaps more 

indusive to women, clhate withùi nie Winnipeg ScbooL Dh-ision t h  1. &ch felt that 

tics factor was the dirat restait of the Affirmative Action for Women in Admini~=ation 

pky and its man- prdl i fes ad pcactiœs. All four women, w l i k  iichowlaiging 

affimiative action Uiitiativij as à factor, were alsu =mg in expresshg their own ''oierit'' 

for theu administrative appühtmeats. 

b) 'h11at et~couagement toward &~stmtion Jid you reoeive and fiom whom? 

In response to interview question la) about the factors considerd by the four 

women before niaking a decision ta uaspire", each mentioued "the support and 

encouragement of odK~s." E n ~ o ~ g t n ~ e n t  and suppod came to wii of the four wümea 

studied from nicnds, colleagues, family, administrators, and supzrintendents. Initially, 

encouragement toward an administrative amer path seems to bave been przsentcd by 
- - 

otbers prior to the rrspondents viewiug theinselves as adtmwtrators in my truiy coixrete 

or "decision-mack" sense. Anne r&, 

When I was approacheû and askd  wheher it's something I was 1ooki.ng ai, at the 

time 1 really wasn't But I guffs the more p p L e  speai; tu you about if it becornes 

pait of your thinking, and in doing some self~xamination, 1 came to the 

conciusion . . . mayk it is mmsthing 1 shuuld talc2 ûo sciousiy. 

Susan ûid not know if tbat encouragement made her kgin to thiak about hersdf 

in tilat d e ;  bowever, 4 rdly  started to look arouud, and i taiked to ber (femalt 
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administrator) a fair bÏt in those two yean that foiiowed and assurned some different 

kind of roles and responsibiütia that starteci to Iead me towards the administrative de." 

Lina said 

1 had lots ofgood support and advice dong the way . . .a lot of women who were 

very instrumental, a lot of men as well, but women telIing me what their 

experieuces were Wre because our experiences were different Eom mea at that 

point in tune and just saying to expect f ie  no's before you get yorn first yes. And 

tbat's a very important message because when you ceceive those no's you're 

rather devastated and you begh to second-guess and you thiak, 'WeiI, rnaybe 1 

don't bave those skills? as opposed to sayïng, Well, what shlls would 1 need to 

develop to do the job?" and to recognize as well that when administrative 

placements are made, there's a whole list of factors that go into that and 

sometimes it's not a personai reflection as to why you're uot receiving a specific 

promotion . . - 1  hacl administrators who had mentored me and encouraged me, 1 

had coUeagues who have done iikwises and it was something 1 was interesteci in. 

Donna was encouraged by a femaie superinteadent and two femaie principals for 

over a dec@e before she chose to aspire to administration Y think it just took me time to 

feel that I was ready." Donna views the school division as having been extremely 

supportive in terms of professionai development opportunities in her circumstance. She 

reporteci, '7 have a wide network of people worlaag in the schools. They weren't 

necessarily teachers there, but principals in the school, and former principals of mine 

have been supportive." 

Each of the four pacticipanb in the saidy enjoyed a high degree of support and 

encouragement fiom their spouses to access an admiaidve career path. Anne pehaps 

expressed it best 

Most of al1 1 would say l had the full support of my husband in exploring this and 

in encowaging me into it, and even at times when 1 would becorne discouraged he 



Affirmative Action 63 

was always there to Say. Tt's not tbat easy, you know. If you really want it, you 

really have to go &r it" 

SIonmanr 
For each of the four women interviewe& encouragement to consider an 

administrative career path was not only an important factor in the dqcision to "aspire", 

but it aiso played a significant mie ahmg the way as the k i s i o a  to aspire became the 

pursuit of an administrative appointment. This encouragement, especially by 

superordinates, prompgd the four women to assess theu credentiais and take steps to gain 

knowledge. to assess their work experïence and seek expanded roles outside the 

classroorn. and to assess their skills and take steps to further develop these. 

Encouragement toward an administrative career path from home-He partuers provided al1 

four women the ability to take time corn traditional home and M y  tesp0nsibiiitie.s and 

apply it to career goals. 

Perhaps the seeds of aspiration were there, but not yet germinated, and would 

have propelled these women toward administration eventually without this 

encouragement We cannot lcnow thaf bwever, because each of the four women did 

receive the voice of encouragemeat. It is interesting to note that none of the four women 

aclmowledged hearing any negative sentiments about aspiriag to administration from 

others. Perhaps they simply did not d l  any since theu applications to administration 

were uftimately successN 

c) What did you do to piepare yourseif for an administrative position? 

Oace the decision to uaspire to administration+) took mot, each of the four women 

in the study began a process to prrpare for h a  initiai application. Individually, in her own 

way, each woman evolved a plan whereby conscious steps were taken to improve the 

potentiai of her candidacy. Choices were mede by each womaa to broaden ber educaîion, 

either academicaily or h u g h  professional development opportunïties and cornmittee 

membenhip; to broeden the scope of her work experieuce beyond the classroom level; 
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and to expand her contact base with divisional personnel capable of assisting her through 

advice or mentorship, and in guiding her to hi- visibility throughout the division 

Lina expandeci her teaching mences beyond the classroom. 7 didn't have the 

type of slalls that you needed to work with ad& because they're difTerent and it cakes a 

different honing." She got involveci with the W-TA. and in divisional cornmittees, which 

gave her a sense of how The Winnipeg Scbool Division No. 1 wodced. L k  believed it 

was important to idorm the decision makers about who you are and what you cm do. 

She speat four or five years doing those kinds of diings When she applied in 1989 she 

felt she bsd more skills to offer as a potentid administrator. 

When I first startsd applyhg, I tbought 1 had the s W ,  and realwd t h  1 didn't I 

didn't have the skills that 1 needed. I really did need to breaden rny knowledge 

and my repertoire and mi basic skills. So each of the mjections sent me back to 

develop those SWS. 

Susan assumeci some different d e s  and responsibilities that started to lead her 

toward the administrative role. Moving into the counselling area allowed her to be in a 

position to view the school as a whole and to see a larger picture, as opposed to the 

classroorn, ~d it gave her a wider varkty of experiences. 

1 think it was a very good move for me, but 1 hadn't made that move for the 

purpose of becoming an admllu'sttator. 1 made that move for my own professional 

growth, but tbat ceaiiy had a positive affect whea L thhk about it now in terms of 

k i n g  an adrninistrator. I was also part of a leadership team which facilitated 

workshops for scbols.  1 just Iearned an awful lot by facilitaîhg workshops for 

ciiffirent staffs and with worbg with people. 1 îhink it was pretty signincant 

Donna, too, moved away h m  the classroom to a position which served to 

provide her a much wider scope of experiences. She viewed heiself as gradually taking 

on larger challenges and gaining greater confidence in h r  capabilities. 
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Anne removed herself fiam the classroom through the tesource role. She found "it 

gave me a lot of opportunity to develop my leadership sküls." She fouad herseifUdoing a 

lot of organïzing and the scheduling aud the intemiewhg." Anne thought that she was 

very good at this, enjoyed it and got dong welI with the people she worked with. It was a 

tumïng point for h a  as she now began to think seriously of administration 

A M ~  had viewed herself as well prepated acaciemicai1y for an administrative 

position She had wmpleted a Master's of Education degree and had done some course 

work in sdmini?itratioa She bad completed both the Level 1 and CI cerÉificate programs 

for administrators. She applied for the divisional professional development prognun but 

was told by division personnel: 'You've done it ail. You don't really need to do the 

Professional Development Program." Anne recalls attendhg same divisionai Affirmative 

Action Couunittee workshops as well. Although she had completed her Master's degree, 

she said 7 didn't expect to be in administration earlier k a u s e  the division has a policy 

of being in the profession for at lest five years . . . before you can think of 

administration," 

Donna took advantage of professional development oppommities to broaden her 

kaowledge base. She participateci in the divisional prof&onal development program and 

attended many workshops on a varie@ of topics. Of the four womea, D o ~ a  expressed 

the most concern with her lack of a higher academk standing. She bas completed a B-A 

and a B E d  program. She does hop to continue with her educationai goals in the future. 

Susan had completed her pre-master's status in Educational Psychology prior to 

her application for administratioa. This direction in her studies took her out of the 

classroom and dowed her to enter the wunsellhg field She had also pticipated in the 

divisional profasional development program, "That was done severai years before I had 

applied for administration." This experience served to give ber a &der scope of 

understanding about bow the division fimctioned orgaauatodly and brought her hto 

contact with divisional pexsomel beyond a perticular school setting. 



Affirmative Action 66 

Lina had completed the BA- and B E d  program prior to ber initial application to 

admi~stration and had a 5-year plan for herself. Duting that time she also accessed 

support fiom superordinates and colleagws. 'T had lots of good support and advice dong 

the way . . . a lot of women who were very instrumental, and a lot of men as welln 

Donna took advantage of the oppommity to follow the advice and of the 

Human Resources Department atter her first UIISUCC~SS~~~ application to administration. 

I di& however, follow up on the opportunity to vis& with personne1 to find out 

what their opinion was of my application and my i n t e~ew.  and 1 got feedback 

fiom them. . . . They gave me feedback on everythuig £tom the look of my résumé 

to how I conducted myself in the interview- 1 was given the opportunity to see my 

file and I felt 1 was given very honest and open fixdback, positive as well as 

negative. 

Donna also recalls she was told that her references weren't as strong as they could have 

been and took this advice to improve her administrative references at her next 

application. She consciously sought out the advice and guidance of superordinates, 

although not in a regular mentoring role. 

When 1 had a question or a pmblem or an idea and needed somebody's opinion, I 

phoned these people and asked them. Yes, 1 did seek them out. 1 called a former 

colleague, Who is ais0 an administrators when I had specific things, like 1 wanted 

to hear her experiences about the assesment centre . . . so people were very open 

to helpuig me when 1 did ask. 

Anne utilized the support of her principai and her superintendent to duect her 

toward the positions she should strive for. "Once 1 made up my miad, 1 did consciously 

go out and seek advice in terms of what 1 should be doing." She applied for 

administraîion three times. Mer each application there was an oppommity to meet with 

Human Resources staff  to do a debriefing which she redis as having been helptul. 
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1 remember . . . asking what 1 «in do, and she did give me some advice- Part of it 

was my visibility. I was not lmom at the scbool division level, except for my 

local superimeildendent Half of the superintendents wver heard about me. 1 was told 

that was part of my poblem. I neeâed to get more involved in the division on 

cornmottees and be a representasive to whatever 1 could do in the school division." 

Anne then asked ber principal and supe~tendent that her oaw be put forward to serve 

on codttees. She did this purposefiilly "because I felt that if there were areas 1 had to 

develop in, then I had to go out and do it Y g  1 did it very coasciously." 

SummarY 
The four women in this stuc& presented themsetves as very highly motivated to 

increase the potentiai of their candidacy for a-stration. AU four sought to increase 

their knowledge base, leadership skills, visibility to superordinates, and commitment to 

divisional issues and concems through taking on special assignments or committee work. 

Two of the women did avail themselves of the opportunity to gain from and act upon the 

feedback from the Human Resources Department after being initially unsuccessful in 

their application process. 

Al1 four women nmoved themseIves ficm the classmm to bmaden their level of 

experience with addts through roles such as raource, counselhg, consulting, and inter- 

school projects. They al1 were able to showcase dieu leadership abilities through these 

out-of-classroom roles, and through committee memberships at school and divisional 

levels. 

d) What were your experieiices as you went through the procedures mandateci by the 

division's afbmtive action policy? 

The AEhative Action for Women in Administration policy was adopted in The 

Winnipeg School Division No. 1 in January 1986. Some of the women in the study had 

initially made a fint application prior to this date; however, aii were appointai after the 

policy practices and procedures had been implemented. Anne and Lina received 
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appointments in 1989, Susan was appointed in 1993, and the most recent appointee, 

Donna, was successfiil in 1995- The four women studied each underwent different 

experiences in her pursuit of an administrative appointment. Al1 were hired to 

administration alter king successfd with the procedures mandateci by the- f i m a t i v e  

Action policy. 

Anne was first appointed to a d a w ~ ~ ~  
. O 

on in 1989 when she was over forty. She 

had applied three times and was successfiil at the last round In her first @cation, prior 

to 1986, she applied for a specific position which was builetined within the school 

division, as the administrative vacancy procedure d l e d  for at the time. T h e w  that I 

wasn't going to be ready or get in,'' recalled Anne. She acte4 however, upoa the advice 

of colleagues who suggested she test the waters. "SO the first one was more like a trial 

run. 1 made it to an interview, that was important, which 1 did." In her very first 

application, Anne was interviewed by a panel of 15 people in a boardroom setting. "1 

recall seeing al1 males in the boardroom, and 1 d making hui of iî, sayïng 'Well, this 

could be my lucb âay.'" 

At her second application, a year or two later, Anne felt that affmiative action 

procedures had "really kicked in." There was an open invitation to al1 individuals who 

possessed the basic repuirements for and were interested in administration to apply. Anne 

applied, was shortiisted, and went througb the i n t e ~ e w  pfocess then in place. "At that 

time they had eliminated that entire boardmorn OP people who interview& yod' Anne 

does not recall that there was at this time a conscious effort to have male and fernale 

representatives on the interview teams. ''I t h i d  the oniy wascious effort was that there 

was a superintendent, a -tee, a parent, a W.T.A. rep." In this process the i n t e ~ e w s  

were conducteâ by smaller groups who then "made liec~mmendations, and those people 

were inte~ewed again and were shortlistecl, then htewiewed for SpeCinc positions and 

placed." It was Anne's e-rience that she "made it right up to king intemie& for a 

specific position but never got it." 
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The third application was again an open call, and even though 1 got to the point 

where 1 was interviewed and would bave been considered for what you call a 

"pool", there was nothing lïke a pool in those days. You had to go back to square 

one and go through that pocess again, which I did 

At tbis tirne* the procedure in place cailed for those successfid in the interview screening 

pocess to then apply for specific positions as they became vacant "So that means you 

were inte~ewed upon inte~ewed upon h t e ~ m f e d .  Every school that came up, you 

went to be intervieweci You were interviewed by the principal and whoever else showed 

up. So it was an exhausting experience." Anne was inte~ewed on three occasions. 

Although Anne did not receive an appointment to any of these schmls, she was 

nonetheless successfiil. 

It mis at this time I was p l a d .  Actually I was the last of that group that was 

placed, and 1 guess 1 was almost at the point where 1 thought, Y don't think I will 

ever make it" because so many positions were filled. 

She had been interviewed for s e v d  schools, which she didn't get The placement she 

did receive was one she had aot been specifically interviewed for. ' h i a s  just called and 

told If I'm interested, then here's a position for yod' At the last application process, she 

felt fat. more relaxed. 

1 walked in and said, "Well, whatever is here, Cm willing to give it a W." And it 

wasn't as though my life depended on it or my career depended on i t  At that point 

in time 1 'This was going to be my last year." 

She recalls feeling self-confident at this point and that she had a lot to offer 

administrative practice. "1 was very confident. 1 felt that 1 knew the job, I felt 1 was 

capable, 1 felt 1 was deserving. 1 said to myself, 'If you guys can't see this . . . .'" 

Anne was aware of and bad read the division's Afhnative Action for Women in 

Administration Policy. She stated, 
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I don? thiDk that was the guiding force in my decision to enter. It did help me and 

it did support me a gnat deal, but it wam't as a mult of the policy that 1 made a 

decision to put an application in. It was something that 1 felt 1 wanted to do at the 

tirne. 

Anne believed tbat the policy dÏd provide a climate of cornfort for women who were 

applying to administration at the time. 7 think it r e d y  gave women at that thne the 

encouragement that they wili be looked at seriously. Yes, 1 thïnk it was suitably 

beneficial to us at the tirne when we were aspiring to be administrators." 

Lina was in her mid-thirties in 1989 when she received her first appointment to 

administration. She had applied for five yean in a row before king successfbl and had a 

number of different experiences with the processes in place for application to 

administration over the years 1985-1989. Prior to January 1986 there was no AfErmative 

Action for Women in Administration policy. The process for application for 

administration was that vacancies for vice-p~cipalships at a particular school were 

advertised within The Winnipeg School Division No. 1 through an administrative 

vacancy bulletin. Applicants meeting the basic requirements applied in writing using a 

standard divisional form and included three references and a statement of philosophy. 

Candidates were then notified if they were shortlisted for an intewiew Approximately 

four or five candidates would be intemiewed by a large cornmittee and a selection would 

be made. Probably an administrative recommendation would be included here. That 

peson's name would then be submitted to the Board of Trustees for nnsl approval, and 

the successfbl candidate wodd be notitied by the superintendent . 
In her first four applications, Lim was shortlisted to be i n t e ~ e w d  She was not 

selected and received very little feedback h m  b t  process, so she did not h o w  which 

were her weak areas or how she mi@ impmve ber candidacy. She did not contact the 

superintendent to gain this information as she felt unsure of the proper protocol. "You've 

got to be cognizant of what that protaool is so you don't offend p p l e .  So 1 didn't seek 
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that out It wasn't offered, and 1 didn't seek it out" At the fifth application, there was a 

new prowss in place to cnate Ekom among dl  the applicants an administrative pool from 

which vice-principalships wodd be iXed as they arose. 

1 was one of the first people to go through the assessrnent pool so they had 

obviously starteci that, I guess, in 1989. And that was coming in vwith a group of 

colleagws and going through a secies of exercises in which you were obsewed, 

how you handled things, and h m  thae 1 got on the shottlist of that group and we 

knew that we would -ive appointments as they came available. 

Lina was one of the 10 to 12 people chosen for the nrst administrative pool. She was 

notified of this in the spring of 1989 and was appointed to her first vice-principalship in 

the fdl of 1989. Afler being selected for membership in the administrative pool, Lina 

recalls that they received sÙpport €tom the division to help prepare them for 

administrative roles through workshops. The division's Affirmative Action Cornmittee 

oflerai 

dl kinds of workshops which they stiU continue to do for women, and that was 

really important because the tenor of those m e e ~ g s  changes when you have just 

a gmup of women as oppobed to worrying about the different dynamics that are 

there when you've got men in the room whose experiences are dinerent from 

what yours were. So those are reaUy important supports to just being able to say 

"1 d y  wony about this" or to have someone say "You kww, I've had a similar 

experience." 

She remembers that "the W.T.A. was very moag with the a&rmative action and that 

ttiere was a Status of Women in Education Com&tee." 

LÏna was well awon of the 1986 implementafion of the Afnrmative ActÏon for 

Women in AdmmiWon policy. She had read it dtbough her f%st application sas 

prior to this policy, she viewed it as beiag supporhve to wmea a d  an encouragement 
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for women to apply to administration "You knew that you were going to be seriously 

considend* 

Lima does not recall persodly feeling there was a change in the climate toward 

women applicants between the f is t  application she made in 1985, prior to the 

impiementation ofpoiicy, to ber successhil application in 1989. Tersoaaîiy, no, 1 didn't 

Overall detinitely there was a change which resulted in women w w  representing a little 

over 50 percent of our administration. But persondy, 1 diMt feel that at thet point in 

tirne, no." 

Susan was first appointed to administration in the spring of 1993. She was in her 

mid-thirties. Her first application for a vice-principdship occuned prior to the 

admùiisûative pool process. She recalls "niey Uitewiewed a aurnber of people. You were 

not beiag interviewed for a pa&cular school, you were king interviewed for the four 

schools." At that tirne Susan infomteâ the Human Resources Department of her interest 

in these vacancies through a telephone c d .  She received an intewiew with a smail pane1 

but WPS not selected for any of  the positions. 

The process for selecting new administrators at the pend in which she 

experiencec! success was the general "all-cati" for those interested in administration, 

followed by an interview with a repaentative from the Human Resources Department, 

as well as one elementaty and one secondary school principai (one of whom was to be 

female). Those successfiil to this point then aneaded an assessment centre. Candidates 

perforrued a series of tasks in a saeening pn>cess which resuited in the creation of an 

administrative pool of 10 to 15 individuals who would then be selected as parti~ular vice- 

principaiship vocaacies amse. Susan explained tbat the assessrnent centre process 

twk two halfays. There were lots of Merent sessions. You just ran fiom one 

session to the other, totally raa. And you were obsewed, either by a group of 

people that coasisted of superintendents, assistant superintendents, Human 

Resouires people, or you were oôserved by one penon 
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She recalls feeling anxious îhrough the process, but not trying to look for a purpose for 

the 

I awer answered any of it that way. I was nervous for sure, and anxi~uss because 1 

think there were about 50 of us who went through the olympics. The 

superuitendents, tbe assistant suptentenden& aü the people that were doing the 

assessing did everytbiag they couid to make you laugh, or that was the impression 

that 1 had, that they were king helpful in al1 kinds ofways so that the best part of 

you would shine- It was nerve-mcking- I ach>ally remember some people going 

into the wsshrooms and duowing up in beîween the sessions. So in that respecf 

that's real bard on people. 

Susan believed the assessment centre format worked well for her- 7 think what 

they were reaily looking for weke process skills. People who had the ability to look at 

situations in a process kind of way as opposed to black and white or accordiug to policy, 

common sease kinds of things." She felt this to be in line with the administrative 

direction within The Winnipeg School Division No. I toward site-based, school-based 

decision-making. Susan felt you had to be on top of the division's priorities and 

initiatives, even though you were not expected to recite or quote anything or refer to any 

particuiar policy. Along with the candidate's performance at the assessment centre, Susan 

recalls that weight in the selectiou process was also given to the initial inte~ew, the 

philosophy statement, and the quaüty of references submitted. Susan felt 7 think it gave 

you a good shot" 

Susan dis that there were about 50 iadividuals attendkg the assessment centre. 

There appeared to be an equal balance of male and f d e  candidates. There was also in 

her perception an ethnie componeat to the mu of participants. She feels this may have 

been the result of the division's affhative action policy procedures. If there were any 

advantages in coasideration given to these groups, she didn't view this as king so wrong. 
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1 didn't corne out of there thinking 1 was one up over the males. 1 didn't thllik that 
. * 

way. . . If1 wuid have been applying for an ndministi.ative position twenty years 

ago. do 1 think I'd be a principai of bigh school? No, 1 don't For sure. 1 don? 

think 1 wodd. I'm pretty coafident, So I'm sure the aiBrmative action policy has 

made a great diffetence, so it must have made a dineremce in the assessment 

centre in temis of selectiag. 

After the assessment centre expience, Susan becacue part of the administrative 

pool from which candidates would be selected as vacancies arose. Candidates were 

i n f o d  about king select4 to the pool following the last meeting of the Board of 

Trustees in June. At that tim+ there were already a ninnber of viceprincipalships to be 

filled 

I don't know how many openiags now, for moving right into, an administrative 

position for the upcoming September. It dependeci on who phoned you . . . if one 

of the superintendents called you, you actually got a position. If  Human 

Resources calls you, you were in the pool. 

Susan recalls one wmponent of  the administrative pool king that the Uidividuals were all 

very differept "There are some of us that are very similar to each otber, and yet there's 

some of us where there isn't a cornmonality in vision or foaa." She recails that there 

"were more females thaa males in my group. For sure." In the course of the usual 

administrative pool procedure, the individuals in the pod would aU have been placed 

befoie amther pool was sel- however, in this instance, Susan r d s ,  

Wetl, we were an interesthg group b u s e  we had mther assessment pool join 

us in the middle. We were a group unto ourseives for a year, and that would have 

been about 18 of us, 1 think, something Liln kt, so m were togetber for a year 

and then people got appointmenîs, and then that September there were fewer of 

us. there was maybe 12 or something, and thea t k y  did mother pool that was 

foc& on visible minorities ami ethnic groups. Then those people joined into the 
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pool, so in the middle of the year we pulled together as one, and that would rise 

back up again to 26 or sornething tüce that, so that was kind of an interesting 

piece. 

Susan was in the administrative pool when an opening mse for her to take on a 

vice-principalship 9 was c d e d  and offered i t  And it's interesting. You're not 

necessarily offered it 1 mean, you can turn it down 1 guess, but you wouidn't" She 

recdIs that al1 of the members of her pool were appointed within the aext two-year 

p e r i d  Susan had the impression that when vaamcies for viceprincipiships came up, 

principals would oAen bave an awareness of who was in the pool and would ofien state a 

preference for a partkular candidate for that psition At other times a principal was just 

told by the superintendent that this person would be his or her VP. 

Susan was aware of and had read the division's A f k d v e  Action for Women in 

Administrative policy following irr ÏmpIernentation in January 1986. 

I'm sure it encoucageci me- I'm sure if not in a conscious way, definitely in an 

unconscious way, of knowing tbat the division was looking for women, or was 

prepared to accept women and see them in a newer light, and was open to women 

becomuig administrators. 

Donna received her fÜst appointment to a vice-principaiship in June 1995. She 

was in her mid-forties and had taught for over 20 yean. At the time of her first 
- .  application to adrmnisnation, the dmsion's p d m  was also the gened bulletin cal1 to 

everyone interested in applying for entry level administrative positions to submit a 

written applicatio~ Al1 applicants who submitted the proper documentation were 

guaranteed an interview. At Donna's fint application she recalls 

1 wasn't successful past the inte~ew. I bad the interview, aad aadn 1 got the letter 

saying 1 wouid mt be going to the assamat centre from there. 1 di& however, 

foiiow up on the oppominity to visit with personnel to h d  out what their opinion 

was of my application and my inte~ew, and 1 got feedback from them. 
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Donna felt that riiat debriefiag, aAer my unsuccessfiil attempt, was very helpful." Donna 

made a second application two yeam Iater and was chosen to attend the assessment 

centre- 

The assesment centre was d i y  interesting- 1 biad a, idea what to expect so 1 met 

a fnead for breakfast and sbe had been through it and brought some things tbat 

she couid remember that happened then. I &a7t ùnow ifyou CM reaiiy preparr 

for that She told me some tittfe bints7 1iLe shc said tbere was a writmg task and 

she said "Write like Mi!" 

. . . Mostly I th& it's an oppcwtmity for them û~ see how you'll react under 

pressure and how good you'd be at flying by the seat of your pants because so 

rnuch of this job is like that . . - 1  enjoyed the people thete. 1 came away thinlcing 

that everybody there w& a good candidate. 1 didn't come away feeling any more 

qualified or not qualified I just rememk thinking, %ee7 what a bunch of really 

talented people there are in this division* So 1 didn't feel the that anybody was 

there to try to trip me up. 1 felt tbat the tasks were there for me to show or to 

demonstrate what 1 codd do. 

Donna does wt recall fkding the assessment centre as stressful as some of her 

colleagues did 

Yes, 1 think if you worried about wbat they wanted b m  you and what you were 

supposed to do, 1 codd see it king veiy stressfcui. Ifyou just sort of forgot about 

the end product and thought, mll, what cm you do with bis-it was bard, but 

certainly no harder than what 1 have in a day h a .  So, I didn't see auybody really 

feeling par&icularly sttessed in the gmup wheie I was, but thai again sometimes it 

was individuai, then a smaü group and then a big group. They kept changiog the 

group and just nmning h m  place to place was a l i ' e  bit sûessful 

Followïng the assessment centre experience, Donna was not informed if she was or was 
* .  

not incIuded in the ahninlsaatrrre pool. 
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After the assesment centre, none of us were told anything, so 1 was never in the 

pool- Oîher people in the p s t  have bad a chance h m  the pool to have their new 

administrative group workshops and things like that I diddt have that We 

weren't told we were q t e d  hto the pool or rejected, Notbing- None of us were 

told anything aad 1 was jwt appointed to this posibon 

Donna received word tbat she was appoiated foiiowing a Board of T~stees meeting fiom 

an assistant superintendent "So to tbat point 1 didn't know. I didn't even know I was in 

the! pool." 

There was some conhision for the participants of the assesment centre as a tesult 

of not kaowing whethet they were in the pool and for those suddenly appointed. Tt was 

also confiising. Donna d s ,  

Now for me it was a ha& tirne because 1 was selectd 1 felt badly for the people 

who didn't know, who didn't receive appointments, because 1 didn't ever know 

what happened to them, what they eventually h e a d  I don't think they heard 

anything by the end of Jun+ and then 1 thiak this f d  they opened up the pool 

again and they said they were going to take some more people and combine hem 

withgeople fiom the pool in the spring, so 1 d y  don't know how it ended for 

those people. 

Although Donna was the most recentiy appointed administrator of the four 

women studieâ, she was the least aware of the Affirmative Action for Women in 

Administration policy . She stateà that she had not nad the policy itself; although she was 

aware of the affirmative action procedures of includuig in administrative vacancy 

advertisements a statement thaî the division was an equal opportunity employer with an 

affirmative action policy. Donna recalls thinlcing, '? guess the ciimate is conducive . . . 1 

remember thialring, 'Well, tbst's nice. I'm glad thet I've got an equd chence-'" She was 

not of the opinion that women would now be considend more seriously than perhaps 

they hadbeen in the past 
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No, 1 didn't think about that 1 just thought that 1 guess it wouldn't be favoring 

men because they've always bad the iriside trac4 and 1 didn't expect that it would 

favor me. If 1 wasn't qdified, then 1 dicin't expect to get the job if they didn't 

thhic 1 was the best person for the job. So, 1 don't remember thinking tbat 1 just 

remember thinking, Well, that's nice.* 1 just see it as an equal thing, rather than 

fkvoring people. 

Her awareness of an attitude that women were bekg favonsi came h m  contacts with 

other male teachers, 

Before my t h t  application, 1 was at a social nmction and sitting aaoss the table 

from a man who had applied for administration severai times and hadn't been 

chosen, and when he heard 1 was appiyhg and he was realiy upset about thaf 

saying that the problem &th aii these women applyiag for administration was it 

was diluting the pool to such a point he would never get his. Well, at best I think 

he's a mediocre person for administration, but 1 chuckled at the thought that he 

thought he mis entitied to this d e ,  rather tban on merit He trdy feels that it's 

because of people like me that he hasn't got the opportunity. 

S u m m  

Ali four women acknowtedged awareness of the Afhmtive Action for Women 

in Administraiion policy, and di four recognizeû a resulting change in climate w i t b  The 

Winnipeg School Division No. 1 which was more positive and encoroaging toward 

wornen. AU four referred to the progress for wown made by those who had cbampioned 

for women before them aud influeuced the adoption of the policy. Each of the women 

nonetheless insisted that she haâ achieved her appointment by merit rather than through 

differential hiring practices. It wodd seem thaî aii four wmen believed the policy was 

important but not instnimental in their perticdar selection to administration Since al1 

four women were appointed through the hiring pmcedures in place as a result of the 

affirmative action policy, it is not possible to lmow how t k y  would have fared under the 



Affirmative Action 79 

prior hinng prabices. It may also be that it is difficult to view oneself as a 'Ugeted" 

group for wbom Mereutid hiring practices have been deeated necessary. 

Post-Appointment Experiences 

Al1 four women who participiited in this study were successfully appointed to 

administrative positions, and ail were appointed d d g  a time when procedures and - 

practices had been implemented by the Atnmiatve Action for Womai in Administration 

policy aâopted by The Winnipeg School Division No. 1 in J a n m y  1986. Two of the 

women, Lina a d  Donna, hold viceprincipelships, while Susan and Anne bave moved on 

to occupy a principal's chair. The second set of questions investigated in this study are 

wncerned with the experiences of the four women followhg thek success in becomïng 

administrators. Once again, the experience of each woman is different and unique. 

Nonetheles, each of the women-was in the situation ofbeing apjminted to administration 

during a time of differential promotion practices for women in administration. 

a) ui wùat ways, if any, has your gender affected yout relatiomhip with staff, students, 

parents, and divisional personnel? 

Anne was 6rst appointeci to administration in 1989. She served as a vice-principal 

for approximately five yean and has just completed her third year as a principaî. In her 

present position she works a male vice-pnncipa1. Anne's reflections of the 

perceptions others hold of her relate to her experiences as both a vice-principal and a 

principal. Having had administrative experience as a vice-principal, she feels she brought 

credi'bility to her role as a new principal. '7 haven't had too much of bat feeling that 1 

wasn't aaqted as a person who is capable." She said of- 

When 1 first went there as a principal, there were two of us, and we were two 

fernales so it was okay, and people never made the distinction between who mis 

the principal and who wasa't 1 thùik staff have always b a n  very accepting. 1 

think I've had good support h m  the male sector of the stafT in tenus of 

rec0-g my capabilities and recogDizing me in the position of principal. 
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Anne befieves that perceptions différ with parents and visitors who corne uito the 

schooI, and she can feel a stereotype stil l  exisfs about women administrators. When there 

were two fernale administraton in the school, parents did not seem to need to make a 

distinction as to who was the principd 

But, 1 notice in the lart year 1 bad a male vice-principal, ifa parent coma in or if 

anyone cornes in off the street to see the administrator o f  the building. they 

automatidy wül go to the male. Even with the police department where police 

of]Eicers came in to see the administrator, the pincipi, they automatidy will go 

to the male. 1 even made fun o f  it and said to the police officer, "What is it with 

you guys? You wak in hen. you see a male and a femaie, and you automatidly 

think the male is the principal. Why would you do that?" They apologized 

pfiisely for if but t happens. 

Anne bas found with students that wben the vice-principal is a male and the 

principal is f d e ,  students automatidy assimie that the male is in charge. 

They wouid Say to me, "You're the boss." and that's the way they get the 

reidorcement that 1 am the penon in charge, but it's very, very cornmon for the 

young kkis to assume that the male is the principal and thaî I'm just the helper in 

the office. 

Anne har found parents to be very much entmched with the notion of d e  leadership. 

They would rathet speak to a male than speak with a fernale about discipline 

issues. . . . 1 had one parent who acaially m b d  to îaiâ with me about bis child, 

he was going to taîk to the vice-principd because he is a male and knows what 

he's dokg, d I'm a femaie and 1 didn't lmow what 1 was doing. He eventually 

decided to move his child to a nal school where there was a ieal pincipal because 

there was a man as a principal. 

AMe considers that this khd of view may be more representative of community and 

parental viem in her school location "It's because of the cultural biases, and 1 don? 
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mean cultural in the sense of race, but in their beiief system. In-their belief syaem the 

male is the dominant person, the male is tbe person in charge? Anne questions wbether 

such views would be less automatically held in c ~ m t n ~ t i e s  where the cornmunity 

standard is one of higher educational levels of parental achievement and where women 

are visible in higher level employment situations. 'T would d l y  like to thuik that this is 

the way it is, that in other areas they will not automatically jump to the assumption, but 

they would at least be more open-minded in tems of finding out who the priacipal is." 

Awe feit that as a new administrator there was positive support h m  divisional 

personnel. She had no negative experieaces nom divisional personnel toward her as a 

woman administrator. ''1 always felt very cornfortable, even as a vice-principal . . . 

phonuig and asbg for advice." 

Anne has the impression that women administraton have to work much barder to 

be seen as king capable. There is an added pressure for women in that regard 

It was almost like you've got to be t w i i  as good in order to be accepted as equai 

to. 1 felt that in my job, as well, especially in the early stages as a vice-principal, 1 

felt 1 had to work twice as hard in order to prove that I am capable of the position. 

Right now in rny present position it is still a guiding force that 1 feel 1 have to 

really be on top of  everything, and tbat 1 should be able to be involved in 

everything that's going on so 1 aui be accountable for if and the ody way for me 

to ôe accountable for what's happening is  For me to be part of it. So, yes, there is 

that pressure. 

Lina has been a vice-principal for seven y=. She was nrst appointed in 1989. 

She felt that st& initially had questions about whether she could fiilfil certain roles in 

tems of discipline, king seen as aa authority figure in control. "1 don? think that's 

gender related I ihiak d e n  you corne into a new setting, people want to know what you 

can do and where your strengths are, and they Mon fhd out" At her high school there 

were two previous fernale administrators. She believes that she has been very well 
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received by stafE "Staff bring discipline issues to me nine times out of ten becaw that is 

seen as a strength." Lina believes that when you have proven your capabilities, you are 

accepted in that role regardles of gender. When Lina was appointed to this position, she 

had had no high school experience. 

This was a big leap for me in tenas of my professional career. . . . 1 diâdt come 

into the job with much crediiility at ali. 1 wasn't f d a r  with the curriculum. . . . 

So, yes, thete would have been al1 sorts ofassurnptions and peronceived notions. 

Al1 1 cm do is do the job tbat 1 know how to do, and it's really important to 

network with people, to connect with people. to show them who you are, where 

your line of support is, and to start making deposits in the emotional bank 

accounts of the people you are working with so they begin to see you as someone 

who is competent, knowledgeable, tmstworthy, supportive. There are no gifts out 

there, people aren't going to give you that credibility shply because you've come 

into a position, and I don3 think it rnatters if you're male or fernale. It may 

happen that people give it to you once you've established a reputation in the 

division, and they may go, "Oh, this person's corning to our school and here's 

what we know about them." But 1 haven't been in the division long enough to 

know ifthat's mer going to happen for me. 

Lina has never felt she mis looked upoa as being successful in her appointment 

because of affhative action initiatives. 'Tve never felt that-aever. NOW, not to Say that 

people haven't ever thought tht, but 1 never felt that in my d d n g s  with pemple, and it's 

certainly never been a backlash or bas never been a comment tbat's come to me." She is 

aware of a perception that womea need to work barder or prove more in administrative 

roles than do mea; however, this bas not been her persona1 experience. 

Certainly the male colleagues that I have bad the opportunity to work with do 

evezy bit as much as 1 do. They do things differently, but certainly they do as 

much as 1 am doing. . . . You have things to prow. but not more. . . . You have to 



Affirmative Action 83 

prove that you are comptent, you bave to prove that you are able to handle 

discipline probkms. you'n aide to access fûnding, you're able to deal with the 

myriad of issues that you deal with and do them weU and do them properly. But 

thet's not a male or a fende thing, that's just the job. 

Lina has felt very cornfortable in her relationship with students. She has proven 

her capabilities in dealing with student issues in a U r  and equitable mannet to the point 

that staff will most offen bring these matters to her. She makes herself available to 

students with an "opendoor" policy. 

I guess with some students, they're wt always cornfortable talking to a male, or 

confiding. At lunch time this door is open, and this room is aiways filled So it 

makes a difference to some students, in t e m  of their cornfort Ievel, as to whorn 

they wam to talk, and with whom they will go. 

Visiton to the school have commented on how impressed they were with how students 

are handled in the building* and that staff are reaüy on top of things (relating to her as a 

female administrator). 

Now 1 would assume that that's what you would see in any school, it doesn't 

matter if it's a male or female administrator, that kids would be r e m l ,  you 

would be on top. and you would lmow who your kids are. 1 don't know why that 

surprises them. 1 don? probe that maybe they're thinking that this persoa who's 

not very big is taking to big kids and they're achially listening, but thai shouldn't 

be surprising. And 1 don't even have time to wony about that This is  just the way 

we conduct ourselves in this building. 

In tenns of parental responses to a woman dministrator. Lina feels that she 

coaducts herseif in a professional manner, and parents, Qpending on their particular 

background, address her in different ways. She does not take these as king  derogatory 

but radier a cuitutal thing which she does not ailow to interfère with the issue they bring. 

She had one parent who made comments about ber sppearance, but: 
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We get over those things really quickly and get down to business. 1 understand 

him, that's just the world he cornes from, so I don't take ofEence. I would take 

offence in other contexts. KI had a colleague wbo was doing this, 1 would cal1 

him or her on that But w, no, I haven't found tbat to be an issue. 

Divisional perso~el  have been very positive in Lina's perception. Her 

superintendent. a womaa, has been avaiIable for advice, to cl* any issues, or to 

discuss any rnatters that anse. The relationship does not seem to be based upon gender, 

none the Iess. there may be a deeper sense of accurate communication because of gender. 

There does not appear to be any question about her capability as a womm adminisüator 

at the high school IeveL 

Susan has ban an administrator for approximately four yean. She was appointeci 

to a vice-p~cipalship in 1993 and became a principal of a high scbool in 1995. In her 

first appointment as vice-principal, she redis feeling warmiy received. She had replaceci 

another fernale administrator. 

1 diân't see any kind of gender issues. There would be times where I would 

choose, or together with the male administrator choose, that perhaps it would be 

better if the f d e  did this, perhaps it would be better ifa male did this. 

In tenns of staff, she recalls "I do remember a couple of male staff  who I felt were in a 

sense negating me, but they also did that with other women on staff." As an 

adrninistrator, Susan was aware of some stereotypic viewpoints on the part of staffwhich 

included viewing women as not king able to maLe their min& up, king wishy-washy. 

Some people would deliirately look for staternents to reinforce that. 

Men m e r h g  b M e  boys ûyïng to adadQess women in that littie boy kind of way 

as opposed to penon to person And some of it, it's hard to Say whether it's 

personaüty clash or whether it's gender M. I've chosen aot to deal with it nom 
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a gender perspective. I'rn dealing with it fiom a personality difference 

perspective. It's a hard thing to pinpoint because there hasdt been anything up 

front, and men are too miart for that in lots of ways. 

Susan has found many staff to be very open to her. They would really share. I doa't 

know ifthat's a fende thing. Sometimes it is. Sometimes you c m  be perceiveci that way, 

and you can legitimately be tbat" 

Of her workload as a woman aciministmtor, Susan nys, 

I'rn not one who believes I have to work harder to show that 1 deserve (a 

principalship), because I feel 1 deserve it to begin with. 1 know I'rn good, and 

there's lots of other women out there that are good too, and 1 don't think 1 have to 

continue to prove to people that I'rn good. What 1 need to do is to continue to 

work hard at what I do for reasons that are of benefit to students in the school and 

eduation 

Susan views her school to be running well. At this level she hds there are few 

discipline issues. StafT and students have a positive rapport, and there do not seem to be 

any issues around her as a woman administnitor fiom the studcnts' perspective. Susan 

feels that parents relate well to her also. "Acnially 1 find tbat parents are very open, and 1 

just hear their entire story, and I don? know wbether that's because L'm femaie. It might 

be." In a situation where parents were opposed to her decision in regard to the 

consequences to their child, she did not have a sense that the disapprwal would have 

been any dürerent with a male admiaistrator. When Susan was a vice-principal, the 

principal was male. Parents accepteâ ber as the vice-principal, and she felt that perhaps 

because the senior position was held by a male, issues of her authority as a female did not 

mise. 'There the phcipi was male and the vice-principal was a fende. That scenarïo 

makes a Werence in people's min&. Not only de-female, but the position." Susan has 

found the Superintendent and Human Resources personnel to have been very supportive 
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to her in her administrative positions. She believes hm requests or concem are addressed 

appmpriateiy. 

When Donna first reœived her appointment, she recalls king aware that gendered 

perceptions about her king chosen had surfaced, One male on staffindicated her success 

was based on gender and the afFimiatve action h h g  practices in place within this 

division. 

Most people were genuiuely happy for me when 1 got my appointment and were 

congratulating me, but one male did make a point of telling me, Well, &er dl, 

you know, you're a woman, so that's why you got it." But, you know, 1 can't 

w o q  about him. Lots of men did congratulate me so you can't take hirn as king 

representative. 1 thiuk there are fewer, or they're smart enough to keep theù 

mouths shut. 

Donna was appointcd to administration in 1995. The vice-principalship she 

presently holds is her first appointment, at wbich she bas now completed her fht year. 

She has found that there has k e n  an assumption on the part of staff that in a Nursery to 

Senior 1 schwl she would be responsiôle for the younger grades. "Many people have said 

to me, 'Oh, so you look after the younger grades and the principal looks aAer the higher 

grades, nght?'" She fin& these assumptions to be gender related. 

They definitely are, or else they associte with the position, that the VP. beiag the 

lower position, that somehow or other lower grades are easier to administer or 

sotnethhg but several people have asked tbat, and 1 say, "No, whower is around 

and available takes k" So I ûy to dispel that. I heven't worked much . . . in junior 

big4 and 1 think 1 need more expertise there. 

Doma fin& that staff ofkn go M y  to the principal with their questions. She 

acknowledges it may not be beuwse she is fernale, but because she is seen as king new 

and inemenceû 
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1 mean, he's been there for yean so they're going to probably get an answer fiom 

him fister- However. if he's not there, there's m, difference. Tky'll corne to me. 

But it could be because they know him better, they know what to expect h m  him, 

and they biow WU probably know the answer where you know, I probaôly won't 

On a &y-to-day besis Donna does aot sense gender biases toward her. S t d f  sometimes 

"kibitz" around, but there does not appear to be any maliciousness in i t  There are still 

some "myths" about certain interests and activities king gender associateci- '7 know 

when 1 was Qing to see if there were some people intecesteci in going to International 

Women's Day. some of the guys made comments like, 'Ha, ha, is it going to be a tea 

-9"' 

In terms of viewing the administrative role and responsibüities, more women have 

expressed to  DOM^ the opinion that it is a job they would never want They question her 

as to why she would ever want that job. In her experïeace, no men have expressed this 

particular view. Donna feels that maybe women feel more cornfortable expressing 

comments that might seem more personal, that women see the dual roles of career and 

home responsibilities as king too demanding and therefore the job is unattractive, or that 

men may fiel reluctant to express king unintetested in administration and be viewed as 

unambitious. Doma has not felt discrimination oa the b i s  of g d e r  fiom students. 

With students, 1 can't say that ['ve felt anythhg like that The odd tirne, 1 think, a 

couple of female students have corne to me because 1 was female, with issues . . . 

where they didn't feel cornfortable perhaps going to the male principal. 

Donna redis, 

I was womed a Iittle bit about pana& but I think my predecesson (two female 

vice-principals) have dispelleci the notion that women don't have any authority. 1 

know my principal told me that a couple of parents came to him because the 

women next door wouldn't be able to do it, or they dida't want to talk to her, or 
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whatever, and he's dispelled that, that she bad evety bit as much authority as he 

did mund the, so tbat shouldn't be a problem 

Donna does not hiow whether parents see her role as a subordinate one because of the 

title or because shc is a woman. "He's been there and probably dealt with them over their 

older child and t b g s  Wre that, they just go to th." 

Donna does mt feel she bas to wotk harder as a woman . . or to prove her 

worth. 

1 don? thllik 1 woric harder because I'm a wornan, It was a value in my Gunily. . . . 

1 mean, we wefe raised with a very strong work ethic. There are times d e n  1 feel 

ovenvhelmed and swampeâ, but so does evetybody, male or fernale. So fiom my 

experience, 1 would say no. 

Donna has found divisional personnel to have been supportive to her as a new 

administrator. She feels a real level of cornfort in the guidance and advice she has 

received fiom her superintendent who is a female. 

Summarv 
The ways in which the four women in the study responded to the effects of gender 

on their work relaîionships showed both simikities and differences. Al1 viewed gender 

to have had an impact on relationships, but none was prepared to acknowledge instances 

where it proved especially problematic for her. Perhaps few such incidents occurreà, or it 

may be that as women thy are accustomeci to king treated in certain ways and that upon 

becoming administrators, they noted no d a t i o n  in gnidereâ perceptions. It rnay also 

be the case thaî they do not acknowledge prejudicial m e n t  outright and thus are able 

to keep relationships in the worlrplace more workabie. 

Al1 four women experimced a range of perceptions about female leadership fkom 

the parents and communhies. It seems that the= are cultural beliefs within communities 

which &ect the miad sets of individuals about the authority that women can comm8tld 
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AU four of the women hteMewed acknowledged an awareness of the sentiment 

that women g e w d y  have to work barder to prove they merit their positions. OnIy one 

woman in the study was driven by the need to do so, while the other three women 

expressed a confidence in their entitiement to leadership positions, staring they worked 

bard but not harder than their maie counterparts. Nonetheless, ali four reported a high 

seme of personai accomtabüity in th& d e  as administrators. Ali four women stated thaî 

their gender was less significant to staff in assessing their crediiility as administraton 

than mis the degrce of relative experience they were perceived to have. As they moved 

fiom being newly appointed vice-principals to occupyïng the principal's chair, their 

ciedMity with staffseems to increase. 

The perceptions of elementary students of a female principal appear to be more 

stereotypicai than do those of senior high school shidents. It may be that older students 

have a broader world view and have experienced femaie leadership more than yomger 

students whose views may represent -y or comm~ty  beiïefk 

The perceptions of the four wornen in this shidy of the cecewon they receive 

fkom the nrperintendeats' department have been pmtïcularly positive. It is of interest to 

note that al1 four women have a woman superintendent AU four women have stated they 

don? hesitate to d l  upon their superintendent for advice or clarEcation of policy issues. 

Ail four women referred to feeihg supporteci by their superintendents in the process of 

developing their own particular leadership style. They al1 voiced "ease of 

commUIUcation" as fepresentative of their encorners with their niperintendents. Perhaps 

the high levei of cornfort in communication they enjoy with theu supe~tendents has 

been impacted upon by the fact that thcy are of the same gender. 

b) What networks of support do you bave, if my? 

Anne, appointed to her nnt vice-principdship in 1989, has noted that the 

networks of support for her have changecl as she moved h m  entry level administration 

to a more senior position. 
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As a vice-p~cipal 1 had the support of my immediate principal, but 1 always felt 

cornfortable and people reached out to me as a vice-p~cipal in tems of saSn& 

TIease feel free to 4" 1 always fou11d-md this is probably a bit strange-but 1 

found that the male principals were very, very supportive to me as a vice- 

principai, more so than the f d e  adminïstrators7 and 1 can't M y  understand it. 

Anne recalls feeling isolated eariy on in h a  caieer as an administraior. 

I felt the isolation quite a bit in the earty stages because there was always the M e  

groups, the females having formed their networking, and I wasn't part of that . . . 

As a result, I thuik 1 sort of vaiued the support fiom the males . . . giving me 

advice, and helping me uirough budget hm-, those kiads of things. . . . As a 

principal 1 tbïnk 1 sort of levelled off a little where the females accepteci me at the 

senior leve1, so tbat was much easier, and right now 1 have strong networking in 

temis of the femde administrartors, a group of us who m a i n  in contact 

She still keeps in contact with these support people, either by phone or by meeting for 

coffee. 9 su71 call people for advice, in tenns of how they're bandling things. I thinb- Ït's 

important* Anne acknowledges an awareness of an 01d boys' club. 

Yes, 1 felt excluded in some sense, but 1 don't think that 1 d y  felt the need to be 

iavolved or included because 1 believe they've got a right to associate with the 

people they feel cornfortable witti. I thiak people who were in administration 

earlier than 1 was felt the pressure a lot more. %y the time 1 got in. 1 thinlr it was 

opening up where the male administrators were v e y  helpful to me, so I didn't feel 

they were excluding me. 1 know that there are situations where you fiel pressure 

that it7s behg manipriateci by a certain group of people in order to get certain 

actions gohg their way, but 1 think W s  the way pIiîics go aayway, whether ït's 

male or female. 1 think earlier administrators before me there experienced 
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exclusion because 1 used to hear fiieads of mine who were there before me talk 

about thaf that they were wt accepted, it was very diRicult for them and they felt 

very isolated 

Anne views that this situation had changed overtime. 

But 1 th* by the t h e  1 came aroimd there was a group of women who had 

established themeIves already as netwotkiag for fernales and that certainly 

helped. Also there is a Winnipeg Women Administrators' group that was 

available and thaî invited us to corne in at the very d y  sîages which provided 

that support for people who would f i e  to join the organizatioa Most of their 

active membea in that group were oI&r administration and people who were 

retired and so forth, but at least there was tbat movement that assisted 

In tenns of divisional support to new aâministraîors, Anne recalls king part of a 

new administrators' group for two yean, but &er that there mis nothing formal. "My 

superïntendents have always been v q ,  very supportive-" Today as a principal, Anne still 

feels the senior administrators m the division continue to offer solid support and are very 

approachable. She also ackiowledges that her husband and b i l y  continue to be very 

supportive to ber now that she bas berne an administrator. 

Lina was also appointeci to administration in 1989. She bas serveci for seven yean 

at the vice-principal Ievel. Lina views her support networks to be on a number of 

different levels. "On the home level my husband is a wonQrfirl support and you need 

tbat." She values the support of her administrative working partner. 

We have different skills and differeat streagths so tbat cornplmeut is really 

important for the team and it's important for the schooL I'm lucky because I'm in 

a puinership that 1 have a partner 1 can ta& to who knows what I am EalLing 

abouf the fhtmtions, the dilemmas. the poblems, the celebrations. They can be 

shareà with a m e r .  When you're in a school on your own, you've d l y  got to 

go outside of that school and fkd somebody you cm do that with. The support 1 
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receive fiom staff is really important, just acknowledging the skills that they have 

and the effdveness that tbey have m deaihg with certaia issues, they're going to 

be a whole lot better tban I am. 1 also have a larger network outside the school 

that are really supportive people, just encoiwgiii& they're people you can go and 

talk to. 

Lina does not finà the time to meet with these support people on a reguiar basis. "When 

we go to administrative conferences d so on, then weW sit and talk. There's a group 

that I'U gravitate to and thiags like that." Many fernale administrators have been 

supportive in guiding her in her career to this point Some are aow retired, but acted as 

mentors to al1 the new women cornhg in They bave made it a point to comect and tell 

their stories, and that's an important thing to listen to, so they really bave been very 

suppomve." 

Lha believes that initially there was an old boys' club because there were a lot of 

older male administrators in the systern "That's what they knew and that was their style. 

It's taken some tirne to break down those barriers-" She also believes that as women bave 

taken on p~cipalships over time at some of the largest schook in 'Ibe Winnipeg School 

Division No. 1, that bas caused change. 

I mean, you have three fernale superintendents out of five. So some of those skills 

that necessarily weren't there initiaily are now there with most of the male 

administrators. Their bosses are fernale niperintendents, so they're having to leam 

how to relate, and most of them are workïag in a partnership, with probably a 

fimale edministrator as well. So, yes, 1 th* a lot of that has broken down. And 

the old guys ann't thete. They're just not 

Lina is aware that quite a number of male administrators have retire4 so the old boys' 

club has just disappeand as of the pn>cess ("unless they're meeting and not inviîing 

me, but that's okay"). 
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Lina found the division to be supportive with the New Administrators' Group 

composeci of those successfiil in reaching the administrative pool but not yet appointed, 

and vice-principals who had received appointments. The group met monthiy for two 

yean for workshops. Lina has expressed that The support h m  our superintendent's 

d e v e n t  is really outstanding, it reaiiy is." Tbere has been good support for budgeting 

and m n g  issues which bas made the job ofadministration easier in Lina's view. 

Susan bas been an admuustra 
. . tor for appro-teIy foin years. She was appointeci 

in 1993 and is now a principal. She cefers to her network of support people as king a 

complemeat of both males and females. 

One is the female that really pushed me to go into administration 1 still relate to 

her a lot, and tbat's turned from professional to personal. . . . She continues to be 

my mentor right now. Another one that's pretty strong in my life is  fernale but not 

here within the division, it's personal. she's a female administrator, tm. . . . There 

are two males that 1 rely a lot on and bounce stuffoff of 

Susan recalls that she leamed a lot from and received support fmm two male 

administrators in her first appointment "Now 1 know how much 1 leamed h m  them. 

now that I'm away fiom themm So, in a seme, they were a fotm of a mentor, too." 

Susan expressed that "The environment that I'm in, there are more female 

administrators now than in the previous environment" (prior to m a t i v e  action hiring 

piactices). She sees that 

There is stili the boys' network, but die boys' network is w i i  the older boys. It's 

not so much the younger boys that have corne in. The older boys-4's tough. 

They've got their littie group, and they do thïngs as their little group. and it's a 

s m d  group. which is good. It's the older male administraton. Then's a few 

within that category o f  older male administrators tbat don't fit into what I'm 

saying. 1 have to relate to them differently fiom the new boys. 
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Susan perceives that there is still exclusion nom this group, but "ifs done very tactfully 

and very skillfdly." Her response to this exclusion bas been to do t b g s  to m o y  them, 

try to create opportuaities where they need to see that at some level they have to reckon 

with her a little bit Susan fiels that %cause I'm a f e d e  principal, 1 get sIightiy more 

acknowledgement tban a f d e  vice-principal." 

Susan vie- the support divisiody to be "outstanding." Her superintendent is 

always avai1able. but Susan is car& to indicate the parîicdar level of urgency to her 

phom calls. "If 1 say 'This h extremely important', she'll be back to me within aa hour. 

Otherwise a day or two is okay, but rarely does it ever go two days. She is excellent, 

excellent support" Susan does not know if the quality of the rapport is eabanced by the 

fact that the superintendent is also a woman 7 think at some lwel it is. But I don't know 

whether you can do that with al1 females !" 

Donna is the most newly appointed administrator in the i n t e ~ e w  study group. 

She was appoiated to her nrst vice-principalship in 1995. Donna has male colleagues to 

whom she has tumed for support. 

When I've a question, you know, 1 pick up the phone. . . . I know sometimes 1 can 

wak away nom my desk for 20 minutes and corne back and there's 8 messages. 1 

mean, what do you do first? And just the spesd with which they cal1 me back, and 

the patience they had at my questions, and 1 guess my insehties and how 

encoumghg they were- 

She has found that her male references to her application process who were 

administrators have been open to providing support and help. 

1 tend to phone the women more and ask them, 1 guess, 1 just feel more 

cornfortable phoning the womea and saying, T v e  got this problem? I really felt 

that die administrators when 1 was appointed in the meetings 1 bed beforP the end 
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of school in the spring and the ona I'd nm into in the Street in the swnmer and in 

the fa& where you know 1 just felt like the circle was just expanding a teeny bit, 

rnakiiig room for me. 

Donna has found her principal to be supportive to her. 

He generally likes to know what it is 1 plan to do and he's never said "No." He 

may have a suggestion I'11 say, WeU, I'm going to try this and I'm going to do 

that." . . . So, 1 feel the support there nom him, too. 1 guess he's in charge of 

teaching me a certain number of things, but you know sometimes we just get so 

busy, there will be a &y where you look a r o d  and sort of wave across the office 

because we just don't get a chance to huddie and discuss or debrief. But he's 

always there, certaialy. 
A 

Donna did not express a particulat awafeness of an old boys' club in her experiences. 

1 haven't seen it so either 1 haven't been around long enough to see it. At our 

co&erence in the fa11 1 didn't see i t  We've got a bigger conference, a division 

one, coming up in April. 1 may see it there. 1 don't how. But 1 haven't seen it. So 

if it's the-I wouldn't say it's not thereit's just I haven't seen i t  

Donna has fomd her ami superintemient to have k e n  very supportive. She would 

offer suggestions or alternative strategies fiom her expertise and be able to provide an 

outside perspective while supporthg Donna's decisioas and actions. Doma felt she was 

king given space to team and grow and develop ber own administrative style. She felt 

that her superintendent was then to help her interpret policies and provide coaching to 

help her leam 

Divisional support, in tenns of assisting new administrators to leam, occwed 

after her appointment as she went from the assessrnent centre directly to a vice- 

principakhip. She became part of the New Administrators' Group and attended meetings 

while aiready in the role of vice-principal. She felt she had to at times "muddle through" 

certain tasks which, had she been part of a pool, she could have learned about earlier. 
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From the support meetings, however, she is now looking at how she did certain tasks and 

is making plans for how she will do them the next time. There are also administrators' 

conferences held once or îsvice yeariy on current key issues mthin the division At these 

conferences new administrators have an oppoctunity to didogue and make contact with 

more senior Administrators who can offer expertise in certain areas and becorne menton 

or important contacts for the present or the As a caner move, gctting to know 

administrators who are weil hown and respected cm serve to build one's own status as 

an administrator. 

3l!amaE 
Support networks for the four women in the stuây, upon initiai appointment to 

administration, included principals. This broadened to include administrative colleagues 

and supe~tendents within the division. four women referred to support people they 
- .  

had outside the division, many of whom were also administrators. The network of support 

people included male as weIL as fernale individuais, aithough it does seem that women's 

support was sought on a more consistent basis. Three of the wornen referred to a 

d i s a p w n g  old boys' club whose influence was diminishing with there being fewer 

older male administraton lefl in the division. One woman reported no awareness that 

there was an old boys' club. For di four women, seeking support from this source did not 

seem to be an issue. Marital phers  were also consistently referred to by d l  four women 

as a necesSacy source of support 

C) In what ways, if any, has your gender been a fàctor in balancing the deman& ofyour 

professionai work and your persona1 We responsibilities? 

Amestates: 

1 think it (gender) has been a factor in the generai scheme of thhgs. With me 

penonally, ifs been a bit dinerent in the sense that 1 really started thinking about 

administration when my kids were a bit older, and that the day care issue was not 

as strong an issue. 1 also have been very fortunate in the sense that 1 have a 
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husband wtio has been very supportive through my education. In fact, he probably 

was the one that encouraged me to get into aàministration I take on a great deal 

of the child care in the home, but that again is because of my penonality. mat's 

what I choose to do. It doesa't necessan'ly have to be that way. Tbat part is 

dhual, and I'm not sure everyow would wme with that issue as a problem, but I 

choose to do it that way because that's the way 1 was brought up. 1 fiel that I had 

to be, and stiU feel 1 have to be, the perfect mom and the perfiect wife, so I still 

maintain things like @ar meais and cooking fiout scfatch, and making chicken 

soup from scratch, and 1 don't believe in picking up things nom the m e r  and 

sticking it in the microwave or buying pre-cooked foods. I still spend my 

weekends cooking fiom scratch 

Anne does not, however, see these tasks as k i n g  an additionai pressure to her. "For me 

that is relaxing, and that's part of the fuifilment of king a d e  and mother." Anne 

believes her role as an adrninistrator and her home-IEe responsibilities give her a rounded 

lifestyle. She does have a housecleaner corne in twice monthly because she fin& that 

work very tiring and not enjoyable. Linne beIiwes that her husband helps a great deal, but 

'4 don? think he takes on aaymore than in any other family." They go shopping together 

as he wouidn't do that by himse1f He will bave supper halfprepared and r d y  to go7 and 

when she cornes home they make dinner together. Anne's husbaud is not working now so 

he has time to do this; however, when he worked, Anne assumed hill responsibility for 

going home and stamng suppa fiom scratch. 

Anne finds that the demaads of her administrative career and her home 

responsiiilities m&e it diEcult to find time for leisure activities. 

1 do my walking exercises, so there are things 1 do for personai fulfihent, and 

there are things we do together. We go to the theatre and the movies. Especially 

on the weekend you want to keep your Sundays casual because you don? want to 

be tired coming back to work the next day. You want to be alert the next day so 
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you don't go out mid-week and stay out late because you're in a position where 

you've got to be alext to make decisioas the next day. You've got to watch those 

kïnd of steps, so, y=, it has ceriain limitations. 

Anne does wt view this as king parti~uiarly gender orienteci but, rather, responsibility 

onented. 

Lina stated that her husbaad bas been a wonderfbi support to her in ternis of 

balancing her home and work respoasibilities because he takes on his fair share of the 

responsibilities for home and child care. T o u r  partnef hss to asassume his iespoasibility, 

not more. Let's not assume that men do les, but they have to assume their fair share. So 

at the home level that's important" There are many evening and weekend responsïbilities 

for an administrator at the senior high school level which involve events which require 

her attendance, as well as numerous evening meetings. "My husband and 1 sit down every 

Sunday and look at what our week looks like and plan and work mund it" When Lina 

was fint appointe4 their child was of pre-school age. 

I'm not trying to even pretend that 1 balance things, you don't, but you do what 

you need to do in your Iife. If taking care of parents is somethhg you need to do, 

then you do it. If  taking care of your chilchen is something you need to do, you do 

i t  

Lina has observed that it had ken  quite cornmon to see women administraton 

king in the situation of having older children or of being single. She comments that 

1 think the message is out there or, again, there's a nom within personai situations 

where women continue to over-fûnction in theit relationships, and they over- 

fiincîion at, I thï& detriment to theu partnet, and detriment to themselves and 

even in t m s  of their personal fidfiiment 

Lina has found it is difficult to plan for and uiclude many leisure activities in her busy 

schedule- 
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It's bard, it really is, and 1 thuik anyone who's worbg Ml-tirne these days would 

say the same thing. I don't thinic it's a matter of whether or not you're dohg 

administration. 1 think it's a fiiu-time piece and the fact that the job that we're 

doing, whether it's in the classroom or administration, you're taking work home 

with you as weii. . . . ï'm not one who believes 1 have to work harder to show that 

1 deserve, because 1 fiel like 1 deseme it to begïn with, 

Susan and her husband do not have chüdren in the home; therefore, the issue of 

child care has not affkcted them in terms of an additionai responsibility. She views her 

husband as king very supportive of the t h e  rrquùements ofher administrative role. 

There are some traditional mles h t  do happe11 in my household, but for the most 

part there's a real equity, so that's been tremendous. It's been really helpful in 

beuig able to do some of the things that I've wanted to do and have the energy to 

do. 

Although at the present tirne Susan and her husband share household duties, she hopes to 

alleviate some of the workload in the future by hiring a housecleaner. Overall, in her 

situation, Susan does not feel particul stress with balancing the demands of her work 

and home responsibilities. 

Donna feels it is important for her to try to make time for her persona1 a& and 

interests. '7 work . . . hard at getting a balance! 1 exercise five times a week I'm quite 

possessive of that time." Donna enjoys the encouragement ofa very supportive partner at 

home. There are no children living at home so child «ire issues do not fonn a part of their 

responsibilities. Her husband is ntired so he is prepared to take on the tasb of cooking, 

shopping and cleaning. Often dinner is prepared when Donna cornes home and she hm 

time to relax. 

1 can rejwemte myself, go for a walk, have a bubble bath, and the demands on 

my time at home are very limited So that is a big support- I couidn't imagine how 

people do it raising ici& . . . . You know, 1 couldn't imagine king able to do that 
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In making the decision to go into administration, Donna and her husband 

coasidered the advantages and disaâvantages to their own personal situation in 

that he is now retired while she would be taking on a highly time-consuming and 

demanding administrative carrer. niey were able to look at bavùig a situation of relative 

role reversal fkom the traditional couple situation of a careered male and at-home fernale. 

We are at two different places in our work careers, and k t ' s  the way it is. You 

how, you cm either take advantage of something Iüre that or him it into a 

problem. So we chose to look at the advantages of t@ and you how,  it's hard 

for some men to reverse roles like ht, to do that without feeling th& masculinity 

challengeci or something like th&, but he likes to cook so Pm just as glad to tum 

ovet the kitchen to him. 

Donna views the administrative workload as being heavy, especially for a new 

adminidrator with so many things to leam. 

1 guess I've always put a lot of hom into my job whether 1 was in the classroom 

or whether I was in a support position or now with this job. 1 think every 

professional needs to read and leam and grow and change, so I don't think I'm 

putting in more time. 

SumMw 
All four women acknowledged that their gender did impact upon the ability to 

balance the demands of their personal and professional lives. They generally related this 

to having Ml-time jobs outside the home, rather tban it king a special factor related to 

administration. 

AU four women reported having extmnely supportive partners so that their home 

life experiences were seen as roundhg out their lives, rather than being an additional 

burden of fier-work cesponsir,ilities. It is interesting to note that of the four women, only 

one had a young child in the home. None of the women reported any penonal M e  cd ic t  
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over the division of home care tasks or even in one case a complete reversal of the 

traditionai d e  and f e d e  mies of at-home wife and career husband 

The four wornen stated nonetheless that the daiiy demands of the administrative 

mle required sacrifices in terms of the cboice and fkquency of leisure activities. Each 

reported the need to curtail late-uight activities and conserve energy for the busy work 

week 

d) In what ways, if any, has the division's affirmative action policy and procedures 

affected you in your performance as an administrator? 

Anne believes she has a rote to play in encouraging otheis in the pursuit of an 

administrative career path. 

1 think I have encouraged several people to go that route. Among female 

colleagues, I have supported several people who were teachers on my staffs. 1 

have gone through mock interviews to assist them in how they should approach 

certain things because I've had the experience to assist people who are going 

through the process. So, yes, I think 1 have been and will continue to be a mentor 

for people who are aspiring. 

She was appointed to administration at a time d e n  affirmative action initiatives were 

newly in place. Her advice to women aspiring to administration is: 

To be perceiveû as king a capable individuai rather thaa king perceived, or even 

for people to get the feeling, that you were appointed or you were accepted mainly 

because you were female. Thet is something that I have consciously goae out to 

disprove. 

I thinlc the best advice I wouid give to any young aspiring administrator is 

to make sun that you get the education fht and the experience before you even 

attempt, and you can do that through university courses, but certainly there are a 

number of workshops and so on out there that you c m  take advantage of Try and 

do some visitations and talk to people and seek mentonhips. 1 think al1 those 
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tbuigs are the grounds for new administraton and you've got to train 

yourself, aad you've got to go out there thidcing, 7 can do the job" beuuise deep 

dom inside you h o w  'T am qualifie& I've got the experience, I've got the 

training, and therefore 1 am worth it" 

Her advice to wornen is that they do neffi to be purpweful themselves, to take steps to 

prepare themselves and to maice themselves l m o m  beyonci the local school level to 

people who are decision makas and Who am mentor them. 

Anne believes that the Affinnative Action for Womem in Administration policy 

and procedures have affected the process of getting more women into administrative 

positions over the uine yeam it bas k e n  hplementeci 

1 think it has made women feel that they CM apply, and this is why wve're getting 

more and more wwien appIyuig, and this is wby you've got to be betkr than men 

are in order to be successfiil. It cornes band in hand 

Anne expressed her o m  frdure aspirations. 

My hope is before 1 retire to be the principal of a larger school. To continue to 

pursue my education at the PhD. level, and 1 wouid like to have it accomplished 

before 1 retire. . . . At this point in thne 1 have no aspirations to become a 

superintendent, and I'm saying at this point in thee I'm not saying it's never 

going to be somethuig that 1 would want to do, but right now 1 don't thmk so. 

Lina has been very cIear to state that she feels ha opporfunity to administer et the 

bigh school level would not have been possible ten years aga "At the present time our 

superintendents have told us they're looking for sdminiJtra 
. C tors to go where we need 

admiaistraitors to go, and they're looking at balancing where our fernales and males are." 

Lùia believes that affirmative action policy and practice have played a role in opening up 

entry-level administrative positions to more women. She feels that the more otfen 

comptent women are visible in ptincipaiships, the less peculiar it d l  be to find a 
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woman in any princijd's chair in this division. Lha gives this advice to wornen aspiring 

to administrabon, 

Weli, 1 think you've d y  got to prepare yourself. You're not going to get the= 

because you're a womaa You've got to have your slalls and your knowledge, and 

you've got to be competent at wbat you do, so do whatever you need to do to 

develop the skills that you need to do the job, in terms of communication, 

interpersonal skills, knowledge of The Winnipeg School Division No. 1, 

knowledge of good t e a c h .  knowledge of curriculum, those are al1 really 

important pieces. The other thing is not to take yorirseIf out of the race. If you feel 

that is where you want to go, you tbrow your hat into the ring, and you allow them 

to say "no* to you. You don't take yourselfout of the ntce- . . . And once you get 

there, just be who you are, because that's aîi you can be. Just be who you are and 

keep developing and keep leaming- 

Lina believes that she will be appointed to other administrative positions in the 

firture- She is prepered to envision many possibilities- 

I've lived overseas and 1 think 1 don? know what 1 have in mimi, whether not . . 

I want to go to school or whether I want to go and live overseas again, or do 

something wmpletely different, so that's sort of my personal plan. . . . 1'11 see 

what opportunities present themselves I'm certainly open to beyoad the scope of 

our division. 1 thoroughly enjoyed working here, but life is much broader. - . . 

There could be career change in tenns of consulting, or maybe worlOng at the 

Miversity, maybe going back to study, taling a piincipalship, working in a 

completely different Liad of school. AU kinds ofpossiillities, I'm open. 

Lina does not, however, vÏew herseif in a superintendebcy. 

I don't think so, and the Reson 1 say that is that 1 think 1 could do the job. but 1 

don't Uiink I want to do that job. Thae's a qualty of Me issue there for me that I 
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don't think I want to do that and it's a politicai realm. . . . M y  job satisfaction is 

reaUy important 

i thhk it's really important tbat there are the types of hüing pad~es we 

have and m a t i v e  action is not just gender, at tàis point, to see di groups are 

represented, and that we look that our hiring practices are refiecting our 

popdation, and as long as there are m e  hdicators and support tbat our hiring 

practices are reflectuig our popuiation, tban 1-m very happy with tbat. And by that 

1 mean race, gender* all of those things need to be considered becaux those are 

role models for the childien and that's important, And that dso allows ail groups 

to be representative at dl levels. 

Susan bdieves she now bas a role to play as a woman administratoi in 

encouraging 0 t h  who might aspire- 

I have a mpoasibiiity for that because in dl kinds of ways I am where I am 

because of the people that came before me. They played a sigoificant part in 

opening up those doors, so women definMy, in encouraging them, but I also see 

a role in supporthg good men, too. But, yes, women for sure- 

Susan spoke about possible conce~ls for women iu tenns of hiring practices in the -? 

and their direction in spite of afkmtive action initiativeses These relate to the division's 

direction of  involvuig more input fiom parent councils in the hiring process for 
- - 

admmtsnrators- 

Well, someone once pinted out to me that the mon and more community and 

parent councils are gouig to have a say in who the administrator is, the fewer and 

fewer f e d e  principals you w i i  see in secondary. For sure. You may conthue to 

see the same or more in elementary. 

She feels that accordhg to the direction the provincial goverurnent is taking in education 

in tems of providing for much more parent involvement in the selection process for 

administrators, this may piove problematic for aspiring women 
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That's what the government's ûying to bring aboid, that parent councils or parent 

advisory groups be established in al1 schools and that they have more say in 

what's going on, and there is a tnrid now that parents are more and more s i h g  

on the selection cornmittee for principais of the school. So, 1 think it'll be more 

difncuit Tbey don? have to eaforce an dfimative action policy; the division 

employees do. The superintendents are division employees, 1 also believe that 

they believe in it, but 1 think it changes the playgrouad a iittle bit, and 1 don? 

think we're out of the deep emd here at alî. . . It's gomg to &pend on the political 

climate out there m the bigger commun@, and what clout and what power they're 

given or have or take or whaîever. 

Susan advises aspiring administrators to "broaden your own experience base in 

whatever so that you start to build streag(hs." She feels that demoostraang those strengths 

is important, as weU as the idea of sedsng mentonhip. 

Yes, 1 tbink tbat wouîd be important Hooking up with a fernale administrator, if 

that's possible, and either doing fonnal mentorship or infornial. One thing that 

started to happen to me, it just started to happen and I didn't really kuow what 

was going on, was 1 started aimost sociaiizing with administrators when 1 wvasn't 

an administraîor . . . and what was starhg to happa is 1 started to leam more 

about who they were and what they were about Kind of osmosis, you get a sense 

of what h a s t  is al1 about- 

In addition, she advises Y think some of the things to do is try to move yourself in areas 

or opportunities so that you can continue to broaden your base of experience and renne 

and hone your strmgths." Susan is not certain about the importance of an advanced 
. * 

university degree to aca~sing admtnrstratiou. Tve been told before that you have to 

have that in order to becorne a principal. Well, I've proven that's not tme. There are lots 

of people that have proven that's not true." 
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In the futme, Susan would like a new challenge: 

1 thinlr 1 would want one more place where there was an awfui lot of work that 

needed to be done. 1 tbiak 1 would want one more like that because I've learned so 

much I wodd want to try it again, based on what ï've leamed, where in my 

perception things needed to change. AAer that, 1 wouid want one that reaily felt 
- 

cornfortable so 1 couid reiish my career. 

Susan did not Say that she aspire to a superintendency some day. At present she 

feels other levels of administration beyond the school remove you too much from 

nidents and are not where she sees herseIf in the next littîe while. She does have a goal 

to pursue her own educatiod goals by completing a Mister's in Education program in 

the firture- 

Donna, the aewest appointee to administration, feels that the animative action 

policy and procedures are going to arsist women as they move through their career path 

beyond entry-level positions. 7 think a lot of work was done before 1 got here and there 

are certainly women in those roles. 1 thmk it gets easier. It's just not an issue that much." 

She sees that the attitude within the prof&on of ducation bas changed toward women. 

Dennitely, I mean, 1 can remember years ago when somebody said 'Oh, your 

principal is a w o m  I'd aever want to worL for a woman principal.' And these 

were even women saying this to me. But 1 haven't heard that in a long, long, long 

tirne. 

Now that affirmative action popoücy and pfocedurrs have k e n  in place for aine years, 

more women are visible as administrators. It is not unusual anymore to see female vice- 

principals and pruicipais. Donna f d s  that theV success has made it easier for subsequent 

women, such as berself, to enter administtation with more ease and assinance. 

In spite of anirmative action initiatives. Doana expessed an aversion to thùiking 

she got a position just because she is a woman. The policy statement which mentions that 

when two candidates are deemed to be quai, the fernale will be hi* is cballenged by 
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her. She feels that in most situations then! is going to be something in a candidate which 

will tip the scales in thek kvor. No one, she believes, has exactfy equal qualifications in 

tems of expertise, fields of expenence, refmences, or communication skills. D o ~ a  

would prefer to think of anrmative initiatives as king part of a ptoeess of  re- 

edudon, mther t h  '';idvantage'' toward women 

I guess 1 would bate to think that the advantage bas ever reaîly been there. 1 just 

think it had to be a re-education of peopIe to look and say. There are capable 

-men for this and why aren7t m g a g  these jobs?" So 1 fa1 the balances were 

tipped in favor of men, and I th.idc affirmative action has tipped it to more 

equaiity rather îhan in favor of Some ofour younger women bave p w n  up with 

things that a lot of people fought very bard for. But 1 still thiak the best person 

shouid get the job. 

Donna does not believe there is a solid perception any longer that larger schools 

will be adrninisterd by a male. In the district in which she serves as vice-principal there 

are many women at more senior levels so she is not aware of an exclusion of women 

from senior levels in ber expenence. 7 don't h o w  if this district has levelled out a bit, 

better than some other districts. It could be, because most of the meetings and things 1 

have are in this district and there's more thm 50 percent womeu" 

Donna advises aspiring womea to =go for'it" She beiieves women should do 

many different thiugs to be more prepared for administration and cautions "just to be sure 

it's something you really want to do." She fcels it is important to bave g d  academic 

qualincations and to keep c n t  by reading and learning. "There are certainly lots of 

aew joumals and articles and things Lîke haî.'' Donna would Iike to rehun to University 

for krther ademk shidy in the firhue. She views her situation to be one where she will 

look for a new appointment m a year or two. 'T don7t how. 1 just seem to have so much 

to leam right now 1 haveu't reaiiy thought much about where I'U be in two or t h e  yean 

h m  now. 1 am defhitely interested in junior high and middie yerirs." 
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2iumnaY 
As women who were successful in becorning administrators through the 

procedures initiated by affirmative action policy, it is interesthg to note that dl four 

women reported feeling respousibility toward afhning others, most particuiarly wornen 

Although all four women clearly believe they have achieved appointments through merit, 

they nonetheless recognize the efforts made by eailier women administrators and 

supporters of affirmative action initiatives. 

Tbeu advice to aspiring women is to =go for it" but to etlSure that they are weii 

prepiued academidy, have a variety of work expaiemes, hone theù leadership skills, 

and become divisionally laiown. Their advice seems to very much parallel theu owa 

purposeful climb to administrative practïce. What of the funue? Al1 four women continue 

to exhibit positive self-concepts and a belief that al1 doors are open for firme 

administrative appointments, advanced study, or the pursuit of personal life goals. 

Interestingly enough, none of the four womea acknowledged a particular interest in a 

superintendency. Al1 four women reporteci feeling that pticular job to be extremely 

demanding and a thmrt to achieving a baiance between cafeer and a quality personal life. 
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Cbpter 6 

SUMMARY, CONCLUSIONS, IMPLICAnONS AM) RECOMMENDATIONS 

Introduction 

The purposes of this chaptei are to nimmante the hdings of the study and to 

compare them to what bas been written by other authors about the experiences of female 

aspirants to educational leadership positioas and the experiences of female 

administrators. It explores the implications suggested by the participants about 

afnrmative action policy and @ce and mDses futuie research questions. The summary 

bnefly recaps the research questions in the shidy and the methodology usecl, and it also 

discusses the limitations of the study. The conclusion section focuses on the themes 

emerging fkom the data. The conclusions also suggest areas for m e t  enquiry about 

equity issues which were beyond the scope of this wcular study. 

In the search to examine the experiences of women sdministrators appointed to 

their positions during the implementation of an Afhnative Action for Womea in 

Administration policy in The Winnipeg School Division No. 1, two sets of research 

questions were generated. The reseafch questions were designed to elicit responses about 

the "recalled" experiences of women administrators in regard to their aspirations, 

decision ro apply, selection pmcess, and having been successful, their experiences as 

women administrators. The research questions were: 

1. Concemiag their initial appointments: 

a) What factors did they consider as they were making a decision to apply for an 

administrative appointment? 

b) Wbat encouragement did tbey receive and h m  whom? 

c) Wbat did they do to prepare themsdves for an adminisaati 
. . *ve position? 

d) What wen~ their experiences as they went through the procedures mandat4 by the 

division's atnnnative d o n  poücy? 
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2. Concerning their administrative practice: 

a) In what ways, if any, has theu gender affiected th& relationships with staff, 

students, pments, and dMsional personnel? 

b) Whet netwotks ofsupport, ifany, do they have? 

C) III what ways, if any, has their gender been a factor in balancing the demands of 

their proféssional work and thek personel iife nsponsïbiîities? 

d) In what ways, ifany, has the division's affirmative action policy and procedures 

affeçted them in theu performance as an administrafor? 

The methodology used to investigate the reseaich questions was two 1 to 1 1/29 

hour-long interviews with four women aâministrators apjminted in The Wiipeg School 

Division No. 1. The four women administrators were selected 60m the Human Resouces 

Department's list of al1 fernale administrators appointed between 19861995. Two vice- 

principals and two principals were chosen, representing administrative practice at the 

elementary through senior high school levels within The Winnipeg School Division 

No. 1. The four women were contacted by telephone, and all four administrators agreed 

to @cipate in the study. nie prepared list of possible alternative administrators was, 

therefore, aot required. An interview protocol was prepared for the purpose of focusing 

the two interview sections (Appendix A). The inte~ews were tape recorde4 transcnaed 

and analyzed using the subjective research methodology of qualitative analysis. In 

accordance with the ethics protocol of the University of Manitoba, the interview 

responses were treated as confidential. Each woman was given a pseudonyrn, and as 

much identifying information as possible about each was omitted h m  the data 

The limitations of this study reflect both the sample sue and the methodology 

u s d  The sample size (four) is a d l  aumber and was M v e d  at maiiy to ensure the 

rnanageability of the data and partialiy to acquùe more depth in the recalled experiences 

of the participants. Longer interview sessions serval the purpose of fostering better 

rapport between the interviewer and interviewees. Since none of the four women 
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administers at a particularly senior appointment in a larger school within The Winnipeg 

School Division No. 1, and the two vice-p~cipahhips represent relativeiy entry-levei 

appointments, the viem expressed by this group of women must be considered within 

this particuiar oontext 

The methodology used was an open-ended inteMew focusing upon the 

participants' recalled pre-appointment and pst-appointment experiences as they were 

influenced by the affinnative action policy and practices established withùi The 

Winnipeg School Division No. 1. Each par&icipant took part in two intexview sessions. It 

is possible that a m e r  interview may have given the more time to reflect 

upon certain topics, therefore providing M e r  insights into their experiences. What each 

participant recalleâ at the time of the intewiew and what she chose to reveal are also 

considerations for tbis data Given the intent and limitations of this research, the next 

seztion will be a presentatiion of the wnclusions dram h m  this study. The conclusions 

are divided into two sections which follow the sequence of the research questions in the 

study. The tint section relates to the experiences of the aspirants to administration, while 

the second relates to those of the women administrators, once appointed 

Conclusio~ 

F m  consi&red bv f-Dtr b IeadershipppyaQpS. . * 

nie four women administrators who participated in this study identified seven 

factors they considered when maluag their decision to aspire to positions of added 

respoasibility. Each wornen assigned different weight to the seven factors she considered, 

depending upon her own persona1 circumstances, characteristics, career stage and 

competency, and her environment of opportunity or discouragement (Robertson, 1993). 

The first factor reported by d l  four women in their decision to "aspire" was the 

influence of signincaut others (home partnm, colleagues, principals and superintendents) 

who recognized their potential for admiaistration and encouraged them towards an 
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administrative career path. Ali four stated that this 'outside recognition" played a key 

role in their begioning to look at themselves as firture administrat . . ors (Myers and Hajnal, 

1995). Until they were encourageci, each related to her "love for teaching" as being a 

fmus which rwted her in the insûuctional role. These nspoases support what bas b a n  

found by other authors in regard to women's entry into administration. Young (1994) . 

reporteci that mrmen applied ody after encouragement by superodinates, viviewirrg it to be 

inappropriate to appear overly ambitious. 

Interestingly, none of the four study participants voiced a prior interest in 

becoming an administrator. As was the case in the Tabin and Coleman (1993) study, the 

four participants in this midy reveaied that administration was not originally a career 

goal, but developed gradually throughout the teaching process. More significady, for 

these women it developed subsequent to encouragement noin superordinates. Each 

referred to the process of aspiring to have corne fiom the suggestions and encouragement 

of others, and in particular fiom superordinates. FoUowing this "outside encouragement," 

each of the women began a joumey of self-analysis in terms of her own feelings of 

"readiness" to aspire to and apply for positions of added responsibility. This analysis led 

each of them to give consideration to the six other factors identifieci in this study. 

nie second factor referted to by the four interviewees was their state of acadernic 

preparedness for Isdministration. It is of interest to note that wtiile aU four women vieweû 

graduate degrees highly, oaly one woman, Donna, held a Master's in Education degree. 

The other three women succeeded in becoming administrators without this degne. In 

fact, one wornan, Lina, stated it was not that important "in this division." Susan had 

completed a B.Ed. degcee and her pre-hrlaster's program in graduate studies. Both Doma 

and Lina held B.A. anâ B.Ed d e m .  Two of the wornen, Anne and Susan, hold the 

Administrators' Certifcate - Level 1. Anne also has completed the Principals' Certifiate 

- Level11. Al1 four w m e n  espouseci the view that high demie qualifications were an 

ideal and reported having a goal to retum to stuây ia the future. It is important 



Affirmative Action 113 

to note that dl four women reported taking steps to increase their knowledge base 

through professional development activities. 

Thirdly, consideration was given to the factor ofkinds of work experience each 

woman bmught to the application process. AU four women coaxiously set out to btoaden 

their work experience base by moving outside of the classroom to positions which 

brought them p a t e r  visibility within the school and the division and which led to 

fostering skills in working with aduhs within the system. ûne woman became active in 

the Winnipeg Teachers Association and one with a Manitoba Teachets Society leadership 

program. AU four women recognized a need to improve their capabilities with working 

with aduits anci took steps to do so- 

A fourth fictor coasidered by al1 fou. women had to do with the skills they 

possessed appropriate to adminikitive ptactice. Each considered the level of leadership 

abilities she had to offer in the area of organizational, management and communication 

skills and knowledge about The Winnipeg School Division No. 1. Al1 four women, 

following a self-dysis oftheir slrills, purposefully began a pnness to in-, develop 

and expand on the skills required in positions of added responsibility. Three of the 

women in the study participated in the Professional Development Program offered by 

The Winnipeg School Division No. 1. This program was presented as a vehicle for 

personai growth and development and a means to lem more about the division 

operationally. It was not specincally designed for aspirants to administration; however, it 

. did provide a means of interacting with superordinates in human resoufces and at the 

superintendent level. Many participants of the progrem were subsequently successfully 

appointed to administration, as were dvee of the women in the study. 

Fifthiy, aii four women considered their homelife responsibilities and life-style 

commitments to determine if they would be able to wmmit to the time rrquirements of 

king an administrator. Ali four women strongly stated the need for a supportive home 

partner to enable them to give that tirne and eaergy cornmitment and still manage their 
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personal life responsibilities. Sbakeshaft (1989) had noted that barriers to women in 

administration have much to do with the lu'& of jobs men have defind Women in this 

study had cwcems with the demmds of f d l y  and home conflicting with the demands 

of an administrative carrer path. All four women inteMewees bad home partners Who 

were able to take on more homelife rqonsibilities h temis of child care and household 

maintenance tasks as they became more engaged in their admÏnistrative pmuits. This 

situation of a highly supportive partnet may be mique to these particdu women and may 

differ fkom the larger population of women who aspire to positions of added 

responsibility, thus warraating M e r  investigation- 

The sixth hctor cotlsidered by al1 four women was the lsnd of job they perceiveci 

administration to be. Al1 acknowledged the view that the role required intensive energy 

and time commitments- Long'hours, as well as additional evening and weekend 

respoasibilities, were identified as a negative quaiity. However, al1 four women also 

reporteci bat, as teachers, they were driven by the standard of a strong work ethic and 

considered the administration workload a manageable requbement. 

The seventh factor identified by the four participants was the organization's 

(Winnipeg School Division No. 1) attitude towards women applicants to administration. 

Al1 four women believed The Winnipeg School Division No. 1, through the 

implementation of its Affirmative Action for Women in Administration policy, showed 

encouragement and was supportive towardo womea. All four women were innuenceci by 

this inclusive-to-women environment in their decision to aspire. 

The four womea, in giving weight to these seven fwtors while mnking their 

decision to aspire to administration, gave consideration to what were bamers to women 

and saw ways to overcome them. 

Al1 four women in this study were encouraged by others to consider 

administration as a career path. This process appears to have set in motion a series of 



Affirmative Action 115 

events on the part of each woman that, once begun, led each to improve her candidacy for 

administration in tems of becoming more knowledgeable and more experienced with 

educational perspectives outside the classroom and even the local school arena. After 

initial encouragement by. in particular, a prùicipai, each woman continued to access the 

support of that individual as a mentor and in taking on more leadership positions within 

the school and the division (Tabin and Coleman, 1993). The chalienges of these new 

roles and responsibilities led al1 fou. women closer to the goal of becoming an 

administrator. Each of the four women reporteci benefiting h m  hearing the experiences 

of women who had become administrators earlier on and refened to their stories as 

"different h m  men at that point in time." AU four of the womea in this study twk 

advantage of a mentoring process nom more experienced admiaistraton, both male and 

female, although they do not d l  having sought these mentors out. The results of this 

study support the fiadiags of Tabin and Coleman (1993) in which the recent appointees 

received mentonhip they did not claim to seet The four women in this study also 

reported receiving strong, supportive guidance and active help in developing their 

leadership skills and in solidifying their philosophy fkom these superordinates. It was the 

case for each of the women intervieweci that the encouragement and support which came 

fiom fhi ly ,  peers, and superion was iduential to the participant's aspirations in 

becoming a Ieader (Myers and Hajnai, 1995). 

It is of particular interest that each of the four wmen was wt successful in her 

- nrst attempt to become an administrator. Two women made two applications7 one made 

three attempts, and the other applied for ariarinisrration five times before being 

successhil. Two women spoke of taking advantage of the review for an unsuccessN 

application process offered by the Human Resources Departmeat Both found that 

process to be positive and directed at assisting her in identifying areas where het 

application had been deemeâ weak. It also providecl suggestions to overcome these 

defects. Both women took action toward improving their potential for administration and 
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were ultimately successful- The two women viewed this process as one of 

encouragement. Of the other two women, both had been encouraged by others to keep 

"throwing their hat in the ~ g "  and not to give up. Thus, encouragement continued to 

play a d e  for aU four women, evea though they faced setbacks to their aspîraîioas by 

king initially uasuccessful with the selection process. 

Mygs and Hajnal(1995) noted that leadership aspirations were &cted by lack 

of ~ e l ~ c o ~ d e n c e  as weU as by lack of f o n d  credentials ln contras, al1 four of the 

wornen in this midy were active in seeking to prepare themselves appropriately for 

leadership positions. Al1 four women dernoastrated havùig superior determination and 

high Ievels of motivation in their desire to ~ c c e e d  (Edson, 1988). 

Once the decision to "&ire" to a d r n ~ o t l  took mot, each of the four women 

in the study began a process of preparation toward her initial application. Each woman 

evolved a plan of conscious neps to enhance the potential of her candiâacy. Choices were 

made by each woman to broaden her education and biowledge base, either academicaily 

or through professional development opportunities and cornmittee membetship; to 

broaden the scope of her work experïence beyond the classroom level; and to expand her 

contact base with divisional personnel capable of assisting her through advice or 

mentorship and guiding her to hi* visibility tbtoughout the division. 

Tabin and Coleman (1993) noted that recent appointees in their study 

- demonstrated a purposefulness in career planning by seeking new assignments and 

experieaces, upgrading academic credentials, accessing mentors, becoming lcnown 

divisionally, and taLing initiative in the application process. Each of the women in this 

study took on new educationai cballenges outside the c l a s ~ t ~ ~ m  which put her into a 

position of worbg  with more aduits in the system. They also took on leadership roles 

and nsponsibilities which allowed them to practice and demonstrate those slrills. Each of 

the four women in the study made reference to the fact that she did indeed take very 



Affirmative Action 117 

purposefil steps to becorne as qualified as possible prior to her initial application to 
- - 

admuiistratiou. Even &er the rejection of that initiai application, each continued to leam 

nom this disappointment and took firrther Seps to enhance her candidacy. 

Rees (199 1) spdre of the aspirant's nsgoasibies to the application process in 

ternis of knowing the hiring &teria and p@g herseif appropriately. She noted that - 

the aspirant must be prepated Werm*caiiy; must demonstrate her communication and 

human relations slàlls in working with adults, as well as chilchen; and must have 

leadership experience. The purposehil career planning of the four women in this study 

refiects that of the recent appointees in the study of Tabin and Coleman (1993) and 

differs ftom the situation of the earlier appointees who atiriibidbd tbeir appointments to 

worhg  hard and king in the "riit  place at the nght the-" For these earlier appointees 

in the Tabin and Coleman (1993) study, chance played a sigaaicant d e  in their success. 

It does not appear to be so for the four women in study- 

E *mon v 1i i to the a@ tcaûon 0 .  

process- 

Unlike the womea in Edson's study (1988) who report& that organizational 

practices of biases in recruitment and hiring impinged upon their drems, the women in 

this study were ail in the position of aspiring to administration at a time when the 

organization (The Winnipeg School Division No. 1) had Wated  aflhnative action for 

women in administration practices and procedures to alleviate organizational biases 

towards women The efféct of the affirmative action program on the four aspirants was 

apparent in that by its very existence it assisted al1 four women and was OP itseif proof 

that The Winnipeg School Division No. 1 had uadagone a process of assessrnent to 

ensure tbat norms and procedues would no longer be prevalent which suppressed the 

hiring of, promotion of, and attractveness of the organbation t o w d  women (Rees, 

1 990). 
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The four wornen each underwent different experiences in the initial application 

and selection pfocess as a resdt of the chaaging recnilment processes that this school 

division had put in place over the nine y e m  nom 1986-1995. Each woman experienced 

eventuai success in the process whïch was in place as mandated by affinnative action 

policy practice and procedures. It is important to note tbat wbiîe the specifics of the 

application and seledon process varied from 1989-1995 when her appointment was 

made, each woman was aware of the irnplementation of an Afnrmative Action for 

Women in Administrati * .  

'on poiicy and was influenceci by Ït in k application and selection 

proces- 

AU four women recdled being aware of the affirmative action policy. Each felt 

that the policy off& a cbate of cornfort to her application in that she felt that, iadeed, 

women wodd be viewed as serious candidates. Each stated that the presence of the policy 

was not the guiding force behind her decision to apply. Ali four women stateâ, however, 

that it rdly  gave women at that time the encouragement that they wodd be lodred at 

seriously. They viewed it as king suitaMy beneficial to those women who were aspiring 

to be administrators at that tirne. Aithough aii four of the women found the policy to offer 

support, each of thw was adamant in stating that she felt she had eamed her appointment 

on rnerit, and that the policy tended to pmvide a more level playïng field, not hvoritism 

toward women. The results of this study agree with those fomd by Tabin and Coleman 

(1993) whenby the ment appointees aclmowfedged the iaauence of affirmation action 

- to their appointrnents; however, they also demonstrated a pcnposefulness in career 

planning and believed that they did writ thcir 
. . e 8pln)intments- 

While ail four women in this shidy revealed that they felt they had benefited nom 

and k e n  successtul due to atnrmative action initiatives, they ail demoastrated that they 

were indeeà qualifiecl, vvere aware of the hiring criteria, and were apprqriately prepared 

to becorne admuy'sttators. As aspirants, all four women played a role in working to 
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change the perceptions of those in positions of hiring by k i n g  qualified and in king seen 

to be quaiifid (Rees, 1991). 

Al1 four women administrators who @cipated in this study were appointed to 

their positions during the t h e  when the f i m a t i v e  Action for Women in 

Administration poücy was in effèct in The Winnipeg School Division No. 1- The earliest 

were appointai in 1989, three years after the 1986 adoption of this policy, whiie the most 

ment were appointed in 1993 and 1995. At the time this shidy was undertaken, two of 

the women held viceprincipaiships, while the other two womea were principals. It was 

important to interview both principals and vice-priacipais in order to leam if there 

seemed to be differences between how entry-level administrato~ and more senior female 

adrninistmtors perceivecl their d e s .  It was also signifïcant to i n t e ~ e w  administraton 

fiom a variety of school sites which represent the %ope of elementary to senior high 

school phce uvithh The Winnipeg School Division No. 1 in order to u n a d  how 

female administrative experiences might diffa. 

The effects of & on ~mfessional relationshipe 

The administrative experïences of each of the four women appointees differ fiom 

the othen. Each administer in different school settings with varying populations, 

personnel, and community comjments. However, because each was appointed during the 

implernentation of afnmiative action policy and practice, some cornmon expriences and 

perceptions about the female administrative experience emerge. 

Shakeshafk (1987) noted that women in leadership positions need to take into 

account the people with whom they work anci how womea are viewed by them. The four 

women in this study aii  reveakd what was, in their view, an ovedl positive regard 

toward them as administrators by staffmembers. Ni four women beliwed themselves to 

have been well reœived by theu staffs as new administratocs. Each expressed the view 

that the "experience" she brought to her appointment was more important in establishg 
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her credibility with school staff than was her gender. Each felt the need to prove her 

capabiüty in the administrative role by doing a good job, showing leadership skills, 

developing trust and rapport, and demonseating her student management abilities- 

Each woman felt she had to ppnm h a  capabilities most in her initial appointment, 

but that as time passed and she had established a prfomuuce record with staff, each was 

accordai more confidence in her leadership by AU four women related to this 

aproving" experïeace as king n a t d  for any m o n ,  male or female, new to any 

position. This ceseaicher cannot h o w  if the '%am welcome" from statf was truly 

genuine, or if pethaps staff felt it to be inappropriate to comment on gender. It was also 

true that as new adminisirators, each appointee was in the position of being a 

superordinate, thereby establishing certain power positions in the school hierarchy. There 

may have been gender commeats that staff were sharing among themselves which were 

not voiced to the interviewees. 

None of the four women in this study acknowledged king particularly blatant 

gender issues in her initial and subsequent appointments fiom sm They alluded, 

however, to more subtle areas where gender suppositions and myths occurred on the part 

of staff. Al1 four women believed they were being judged on theu ability to discipline 

students and command ''authority," skills women generally are perceived to be lacking 

(Shakeshaft, 1987). Each was aware that a belief ewted that females were indecisive or 

'îwishy-washy" decision makers. StaaF were also reported to have the expectation that 

- where there was a male and a female administrator, the female wouid automaticdly 

administer at the lower grade leveis while the male took cbarge of the hi* ones. 

AU four women related at least one experience where staff bypassed th- to go to 

the male adminissator with qwstïoas and conceras. Since this tendecl to occur within 

their initial vice-principal appointments, they felt that it may have been more 

"experience" than "gender" relateà The male administrators did indeed have more 

experience and had been at the school for a longer tune, and staff were cornfortable with 
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this route. Another myth alluded to was in terms of what staff may consider femde and 

male interest areas; in one instance, a women's gaUierÏrtg was r e f d  to as a %a party." 

The four midy participants aii demonstrated a strong work ethic, held themselves 

highly accountable for al1 anas within their schools, were aiways conscious of their own 

behavior, and caiculated each move (Shakeshaft, 1987). All four women in the study 

report4 woiking very hard to show they mer-teâ their appointmeats (Russell, 1995). 

Chdy one woman, Anne7 reported the feeling that she had to work harder, as a woman, to 

be seen as capable. Lina, Susan, and Donna aü were of the opinion that any administrator 

has to work very bard, whether male or female. AU three were aware of the perception 

that fernaics had to work hader, but felt it did not relate to their own experience. These 

three women felt the male administrators they knew worked as bard as they themselves 

di& They d i 4  however, note kat the ways in which men worked hard were oRen 

different fiom the ways women worked hard (Shakeshaft, 1987). 

It is interesting to note Uist the four women in the sîudy reported gender to lx an 

issue most often when they were partnered with a male adminisirator. For Anne, who has 

a male vice-principal, casual visitors to the school, as well as new parents, automaîically 

assumed the male to be the senior administnitor. Sbe believes parents are very much 

entrenched with the idea of male leadership but views this as a cultural perspective, 

perhaps more prevalent in ha school wmmuliity than in others. Lina has referred to the 

fact that parental response to ber can vary with the cultural background of the parents. 

- Susan feels parents have been vexy open to her. When she was a vice-principai partnered 

with a male priacipal, paulents accepted her as viceprincipal; however, b u s e  the senior 

position was held by a male, issues of her female authority did not arise. Donna, as the 

vice-principal in a school where the principal is male, Boes not know if parents see her 

role as subordiaate because of the title or because she is a fernale. 

Of the four women studied, two administer at the seaior high school level. Their 

perception of -dents' responses to female leadership bave been very positive. Students 
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are wncerned with issues of faimess and of king treated in an equitable manner, and do 

not seem to be uncornfortable with a femde administnitor. At the elementary grade 

levels, where there is also a male administrator in the school yomg students were found 

to assume he is in charge, regardless of the titles held Once they have become 

accustomed to the h a l e  king '3he boss," they bave s h o m  quite an easy acceptame of 

her authority- 

In their initial vice-principal appointraents whea paraierd with a male principal, 

al1 four women reported a positive acceptance of  a female vice-principal by the male 

principal. Al1 four womm feported the male superodnates to have acted as mentors, and 

they believed the administrative workload was divided with a view to each of their 

interest areas and to ways of complementing each other as an administrative team, with 

no gender avoidances king app&nt, 

Al1 four women expessed a high degree of positive rapport and support ftom 

divisional personnel in the Human Resources Department and with their superintendents. 

It is important to note thaî in this particular division, three of the five superintendents are 

women. Al1 four women inte~ewed referred to the fact that the gender of their 

superintendent may be a factor in the ease of rapport and commtmication they have 

experienced. Gender may play a part in the fact that these four women are able to seek 

help or advice without feeling their capabilities are in question. Perhaps female 

superintadents offet positive role models for d e r  women administrators who then feel 

. encourageci to question and leam to express their interest and ambition which might have 

been viewed as a negative quality for femaies to possess in the past 

As was the case in the Tabin and Coleman (1993) study, the women participants 

in this study did not report the affects of tokenism, exclusion, discrimination or 

harassrnent and criticism nom men Sex-role stereotyping was identified as evident 

within communities in respoase to a woman k ing  in authority (Tabin and Coleman, 

1993). 
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It may well be that the four women in this study did not perceive that obstacles 

which were set in their way were related to k i r  gender. Baudow (1995) r e f e d  to such 

obstacles as king "insidious". coming to light ody when women administrators compare 

the way they are treated with the d e  administrators are treated In this study, two of the 

women (Swan and Lina) p r e f d  to view incidents about their authority as personality - 

rather than genâer oriented, and chose ta respond in that way. The two other interviewees 

@orna and Anne) did not acknowledge obstacles related to gender. The ''refÎamhg" or 

king "unaware" of the situation of discrimination toward them ma. reflect the use of a 

survival mechanism which supports the study by Baudoux (1995) who cites Erickson 

(1984) in reporthg that negation of discrimination would endanger women's careers and 

everyday staff relations by forcing them to fixe up to it and take steps against i t  

The four wornen in dus study prrsented themselves as king very self-confident 

Each was prepared to be quite independent and work hard to prove she achieved her 

appointment by merit Each reporteci the support in her initial vice-principalship of her 

immediate superordulate, the principal, whethet tbaî person was male or female. Anne, 

one of the two earliest appointees in 1989, felt very isolated in her fvst appointment She 

recdls that in her case, male administrators offered her support and encouragement and 

invited her to seek their advice anci guidance when she fek the need to do so. She felt that 

the existing female principals had a networluag group, but did not feel included in that 

early in her administrative career. When Anne became a principal, she fek more support 

and inclusion &om other Iidministrators. At preseat she views henelf as enjoying the 

support of a strong network of femaIe administratacs with whom she remains in reguiar, 

though not formal, contact 

Lina, also appointed in 1989, views networks of support to be available on 

diffeient levels. She, too, enjoyed active support h m  her administrative partner, a male 
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principai. Lina considers the support of her staff to be important to her, and she spoke of 

networks for her of women administrators outside the schwl. 

Susan reported her network of support to include both males and fernales. She 

makes ceference to the fêct thaî for her, appointed in 1993, her enviromnent has been that 

of more female administrators DOW tban in the past, Le., pnor to affirmative action 

initiatives. 

Donna, newly appointed in 1995 and in her first vice-principlship, refm to male 

and fmiale colleagues to whom she has turwd for support, She voices her own feelings 

of newness and insecdty about administration and is grateful for her network of 

suppomve administratom Wben she was appointed, she felt a w a m  welcome fiom 

women administrators already appointeâ and believed they were consciously enlarging 

their circle to include her. ~ h e ,  tw, has received wonderfid support nom her male 

principai. 

Al1 four women network with both male and female support people. They 

acknowledge seeking other wornen out as a matter of cornfort, but do not have fomal 

women administrators support networks who meet formally or regularly. This supports 

the findings of Tabin and Coleman (1993) where recent appointees did not network 

specifically with other womea. As was ûue in that study, the four women interviewed in 

this study also did not report a need to make a special effort to develop this kind of 

support b u s e  îhe number ofwomen principals was pater- 

Young (1994) found a common experience for women was that they found no 

support group as principals equivalent to the ones they had enjoyed as teachers- Women 

administrators tendeâ to be isolateci and lacked access to male networks which provide 

men the important opportunities to socialize, seek advice and information, observe and 

imitate acceptable conduct, become known to those of power and influence, and 

participate in the infornid decision making of the organization (Russeli, 1995). In this 

stuày, al1 four women reported that administrative practice at the elementary level, where 
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only one admllustnitor was present, was difficult and an isolating experience regardless 

of gender. Without another administrator to b'scuss issues and concems with in the 

building, it became necessary at times to access another administrative support person 

outside the buildiag. Three of the women in this shidy ceporteci they would find this 

isolation diffidt were they to be appointed to a princijmlship in a small school. 

Al1 four women in this study reported an awareness of an old boys' club- Theu 

experiences with this exclusively male network were varid Anne felt excluded in some 

sense; however, she statd she didn't feel the need to be involved or Uicluded because she 

felt those individuals had the right to associate with the people with whom they felt the 

most cornfortable. Anne acknowledged that she had the support of male administrators 

for advice and guidance which was helpfbl to her, and that was al1 she required. She 

believes that earlier women &iministraton suffered much more h m  feelings of 

exclusion, especially when there were so few female administrators. She believes this 

situation has changed over time and that power groups are a political ~ality. wbether they 

are male or faale genderd. 

Lina is of the view that there was an old boys' club because there were, indeeâ, a 

lot of older male administrators in the system at an earlier time. She feels these barriers 

have broken dom by the fxt that there are now over 50 percent f d e  administrators in 

this school division. Women have been principals in some of the largest schools in the 

division, and thnx out of five superintcndents in this division are women. Lina believes 

- that men have had to gain new and different skills and leam how to relate to women 

administrative partners and supemrdkîes. As an nriminisûator, she sees that the "guys" 

are just not there anymore. One othet possibility she mentioued is that if the old boys' 

club has mt just disappeared, it may meet in secret which is not a k t  to her. 

Susan acknowledges the existence of an old boys' club, but Jtates that it is with 

the older boys, not so much the younger boys that corne into the system. The group is 

small, and they do things as a group; there is still exclusion from this group, but it is a 



very tactfid exclusion, done very skilfully. She believes female principals get more 

recognition from this group than do vice-principeis- 

Doma, appointeci to a vice-prllicipalship in 1995, is not aware of the o p t i o n  of 

the old boys' club, although she had heard it existed She feels that perhaps she hasn't 

been around long enough to have seen i t  in ber briefexperience with large groups of 

administrators in this division, there have been mow female than male administrators at 

the meetings and conferences she bas attended 

nie awareaess and nsponses of the four women in this study support the findings 

of Tabin and Coleman (1993) where they did not report k i n g  especially excluded fiom 

the old boys' club. did not acknowledge such exclusion, or chose instead to chart their 

own course doue and develop their own style of leadership- 

Another network of support reported by al1 fou. women was that of the school 

division support networks. These took the fonn of support groups for new administrators 

which were set up following the appointment process for selecting vice-principiils- New 

administrators, and those in the current administration pool, attended a series of formal 

meetings for a period of up to two years. Meetings were held monthiy and focused upon 

communication skills, budget operation, student assesment, and other current and key 

divisional issues as they amse. 

The superintendent's department was cited as a major source of support for al1 

four women who felt they had access to the immediate attention of their superintendent 

- for any advice they might need or coacem they haci. 'Ibey each felt invited to learn and 

question how policies worked and were encouraged to seek guidance and support In al1 

four cases, the area superintendents have also been woxnea. This may have indeed 

impacted upon the level of comf'ort all four women in this study felt toward accessing 

support at U s  administrative level. Each women in this study referred to the k t  that 

communication with another womm had been a very cornfortable experience. 
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Each of the four wornen inteMewed made specific mention of the fact that she 

considered her home partner and fmily to k an eaonnous support to her and a necessary 

component- 

In the study by Tabin and Coleman (1993), the ieceat appointees to administration 

came to their principalships at an ewa later age  th^ did the e d e r  appointees. Many had 

interrupted their careers for family/cbiid care responsibilities. In tbis study, the youngest 

appointee was in her mid-thirties, and the eldest was ia her mid-forties. T h e  of the 

women were in the position of haviag either childrea who were grown and out of the 

home, young duit-aged children living independentty within the borne, or were without 

children. Only one of the four women had a pre-school child while pursuing an 

administrative m e r  path AM= reported she did not actively consider administration 

until her cbildren were in school, and so delayed her aspirations. Of the women in this 

study who had children, noue felt that this limited her caner advanceaient opportunities. 

This concurs with the study by Tabin and Coleman (1993). 

AI1 four women responded that they believed îheir gender was a fiictor in üying to 

balance their professional work and personal Me responsibilities. Anne admitted that she 

was responsible for die rnajonty of the homolife tasks. She saw this as king cultural in 

that this was how she was raiseâ In her view, Anne did not consider this to be an 

additional nsponsibility for her, buî Mead was how she expestai herself to be as a wife 

- and mother. She refemd to it as another side of her M i l e  which sbe had the aeed to 

hilfil. Anne fin& the biggest challenge to balancing a pmfessioaal and pemnai lifé to be 

in tems of en- management. She is always carefiil to limit her leisure and social 

activities in tems of aot having late nights during the week and kaping her Sundays 

casual and relaxhg because she knows she wül n a d  ber energy to fsce aii the demands 

of k i n g  a ptincipd. She féels a high level of tespmibility in being aleri and ready to 
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make decisions and be accountable for everything that goes on in her school. Anne 

believe this pressure is typical of women in her position. 

Lina relates to her p m e r  as taking on his fair share of the home-care 

responsbilities. She feels the= is a good baiance here, and that each does what is fair- 

Lina b e k e s  this support is necessary as administration is highly demanding and ofien 

involves afkr school, evening, and weekend the. Luia ha9 obsmed that many women 

are in a position of overfimctioning in the area of home responsibilities and states that as 

women we need to examine this. She believes that women aeed to begin to delegate 

responsibiiity for some of these tasks so they do not bum out She has fond that many 

women administraton have older children or are single (Young, 1994) and sees this as 

giving a message that administration is not for women with young children, that you can't 

have both, that you must delay your aspirations. She -1s it is important to change this 

notion by beginning to examine why women take on 80 percent of the home 

responsibilities. Lina also fin& it difficult to make time for leisure activities and fin& 

that energy management is  a critical consideration. The need to be alert and responsible 

places certain limits on leisure activities. She believes this to be mie for everyone 

working full-the, not just administrators. 

Susan reports that her husband is very supportive of her amund the time 

requirements of king an administrator. Whde she admits there are some traditional roles 

that exist in her household, in general she feds there is a real equity in the quantity of 

tasks performed. There are no children in the home. Susan stated she does not feel 

particular stnss with balancing ber professionai warL and personai Iifi. 

Doma, the most recent appointee, states she makes a concerted effort to make 

time for her personal life intensts. She, too, enjoys a high level of support k m  her 

husband. He is retind and is able to take care of most of the home responsibilities. Doma 

was aïs0 coacemed with the issue ofenergy management She believes that she neeâs to 

take a r e  of herself in ternis of relaxing, eating properly, and exercising so that she has 
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the energy to give back to her job. She, too, mentions the neeâ to be alert and at her peak 

on a M y  basis as an administrator in order to be able to hade the myriad of things 

which just pop up. She fcels that her situation of king so new to administration is an 

additional stress to her, 

in many ways, the women in this study supporteci the work by Young (1994) in 

expehcing career and home responsibiiities as king m d l y  exclusive spheres. The 

interesting difference is  that dl four women in this study rekrzed to the need to create a 

balance in tems of energy management so that they could enjoy both spberes and 

achieve a sense of personal and professionai firlfilment This supports the study by Tabin 

and Coleman (1993) in tbat these four women did not express feelings of guilt over 

professional/fjunily role conflict They may be a unique group of women, in terms of the 

high level of spousai support, encouragement and household task sharing they enjoyed 

The area of lifestyle and its affect upoa the decision to aspire may be one tbat bears 

investigation. 

Summaiv 
The administrative "role" bistorically de- by men, as one which requires an 

inordinate amount of t h e  to the detriment of a homdfmily life, the notion of authonty 

by gender, and assumptioas that males shail lead have al1 contributed to limiting 

women's interest in and access to administration. The message that administrative 

practice is open to women once theü homelife respoasibilities are lesseneci is one which 

- must concmi feminist scholars- It compeis us to be wary of oomplacency about women's 

progress simply by viewing more women in administrative roles. We need to look more 

closely at who these women are and what message they mete about administration and 

the orpani?atiom AU four women in this Jtudy were approached by female feachers who 

stated they would never want to be an administrator. This researcher can only wonder 

how beliefi about female leadership have changed h m  the viewpoint of "followers." It 

would be interesting to evaluate if indeed the presence of many more women 
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administrators in this division has made administration as a career more attractive to 

women, or if instead we are seeing a flash-in-the-pan effkct initiated by finnative action 

practices but that overall the administrative role remains just as unattmctive to most 

women. 
. . E f f é c t r v e  BE~POP~~ICV u a > n v e  

The four women in this ali v i e d  themselves strongly in the administrative 

role (Tabin and Coleman, 1993) and saw themselves as baviag the experience and 

capabiiities to be in leadership positions. They expressed a soiid sense of self-confidence 

in being vice-pruicipais or principals who had paid their dues tbtough the time and effort 

they had put into purposeful uueer moves. AU four women believed that women could be 
. - admuustrators at dl tevels aad that perceptioas of female aciminisüators were undergohg 

change. They viewed this to be p d y  due to the influence of the aftkmative action 

procedures which have fesuited in rnany more women in The Winnipeg School Division 

No. 1 demonstrating, through king in administration, that women are capable leaders. 

Al1 of the women in this study believed that the picture of "autûontyn was changing as 

women brought different kinàs of skills to administrative positions than those perhaps 

described IOSIS, and 20 yeas ago. It may be that the climate maîed with an afnnnative 

action environment has allowed for change in terms of vduing the "feminine" kinds of 

leadership skiiîs. What is certain is that the four women in this study feel confident as 

administraton within an environment whae women priacipais are visible in greater 

- nwnbers. At administratke meetings these women fiad cornfort, encouragement, and 

support nom being able to gravitate to female colleagues with whom they have 

established networks. Collectively their voices, opinions, and visions about 
. . admuustrative practice is shaping a new picture of the principplship. 

. . 
The increased numbecs of women alfministtatocs, ammpanied by the myth of 

'Yavored hiring" with uquesti~nable capability" which hm in some ckcles gone with it as 

a result of misundetstandings about affinnative action policy and practices, has pmvided 
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additionai stress to women administrators- Al1 four women in this study coatiaue to work 

very hard to show they are capable adminimton. As Sbakeshaft (1994) reporteci in her 

study, they do perceive themselves ta "dways k on stage-" This may differ fiom the 

experiences of male administratars w b  may stül believe tbat socïety bol& a view that 

male authority is more authentic so that they do mt have a need to constantly prove 

thernselves. It is a question tbat wodd be of benefit to Investigade- 

AffYmatïve action policy and practices have played a role in opening up entry- 

level administration positions b more women Al1 fout women m this study believe tbat 

as more competent wornen are %siblen in principaiships, it will becorne less and less 

peculiar to see women in the "pnncipai's c W  at al1 levels. It is the opinion of the 

women in this midy that in tbis division, affirmative action practices have moved beyond 

the goai of incfeasing wornen3s d c i m o n  at enûy-lewl positions to now indude thern 

in subsequent promotion procedures. Superintendents have given them the message that 

they are looking for adminisbators to go where the division n& administrators to go, 

and are IoolMg at balancing where male and fernale administrators are- 

The theme of increasiag %ibilityn of female administrators is oee that bas been 

expressed by al1 four women participants in this study- They have witaessed the presence 

of more female admullstrators, partïculariy, at this point, in entiy-level positions and in 

elementary school settings. They have each expressed a feeling of comfort at 

administrative meetings in k i n g  surcorndecl by their cohorts. Each has referred to a 

- lessening of the presence and power of an old boys' network from which they felt 

excluded. The issue of the visibility of women in administration at increasûtgly more 

senior positions, up to and includùig, in this division, the superintendency, has made al1 

four women hopeful of a more quitabte playing field AEmaîïve action poücy and 

procedures played a key role in gaining this Msibility for women. Demonstrations of 
. . 

cornpetence in practice by these wwmi admiaistrators may serve to justig the notions of 

advantapi hiring for a "targeted group" for a particular period of time. 
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AU four women in this stuc& related to the women adminimators who had corne 

before them and the d e  they play& The women Ui this snidy benefited nOm hearing the 

"voices and stories" of these women and recognized th these expriaces were diffefent 

fiom those of men- Their sharing of their women's sto~es semd to validate women's 

experiences and helped to challenge historicdly androcentric perceptions about 

leadership in our schoob. In trirn. all four women in this study expessed a need to be 

supportive of, show encouragement for, and suggest administration to candidates, both 

female and male, who show potetitiai. Tbey do, ho-, express that they are more 

vigilant in regard to opportunities to support women in the system. This vigilance not 

only takes the form of offering mentoahip to women, but extends to other areas of 

administrative practice involving sexism or discrimmatïon m cunicuhim areas, personnel 

relations, community involvement, siudent relations end discipline issus. 

The four women in this study have had a range of experience in administration of 

from just one year to seven years. Two women were at the vice-principalship level and 

two women served in the principalship. Noue was the senior administrator at a 

particularly large school. They are, at îhis the, fairy typid ofmost female adminisîered 

schools in this division. There are and have been some exceptions where women 

administered at s e v d  of the division's largest senior high schools. Howwer, several of  

these women achieved their positions before the affirmative action initiatives and have 

sime fetùed, 

The fimae aspirations of the four womea in this study very. as do each of their 

experiences and backgrounds. The cornmon thread for all four is tbat each has not voiced 

a specinc long-range ambition or g d .  Each ofthe four women beiieves she wül achieve 

auother appointment to a higher level and expcts that this funne appointment 

will provide a new challenge to her, add to her responsibilities, provide professional 

growth opportunities, and enable her to demonstrate enhenced cepabilities. Al1 four 

women were open to their hmue including M e r  acaâemic study, but none of the 
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women refened to an aspiration to a supe~tendency (Tabin and Coleman, 1993). They 

voiced thaî it was not that they had ruied out the possibiliîy; howevec, at this time this 

was not a goal. 

Three of  the women viewed the supmntendency as very energy intensive which 

would require iimÏting the personal life emences they enjoyed and felt necessary for 

theü own fulohent Tbe fourtû w o m  expriessed that her e-enœ as an administrator 

was too new to even give consideration to anything ôeyond estaôlishing her capabilities 

in the preseat Al1 four women believed that there may well be many o p p ~ ~ t i e s  that 

occur in the futurr, perhaps in d e r  wuutries, in other locations or work setthgs, and 

that the htwe was <iuite open 

The effects of affirmative action policy upon women's administrative practice 

revealed in tbis study are as follo-m. 

1. Wornen vice-principais and principels in the school division tend to work very hard to 

prove they are capable adminimators. 

2. Women administrators have confidence that they will eam promotions to more senior 

level positions. 

3. Women administrators view the ndministrative enviromnent to be one of codort, 

support, and encouragement of women. 

4. Women administraton believe the perception of what quaiities comprise 

administrative skills is cbanging to include and value 'tvomen's" slails. 

5. Women admin&raîors believe the e f f i  and innuence of the old boys' club have 

been diminished. 

6.  Entry-level women administraton have female role models at more senior 

administrative positions and at the superintendent level. 

7. Women administrators beiieve they, in turn, have a role to play in supporting 

affimiative action initiatives and in the ediirghiirghon of &ers conceming gender issues. 
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8. Women administraton are vigilant regarding gender discrimination in areas of 

curricuium, personnel relations, community relaàons, shdent relations, and discipline. 

Jmdicatio~ 

The investigation of the experiences of women administrators appointed over a 

pend of t h e  when afE.rmative action policy and procedures have been implemented 

ad& much to what m understand about equity initiatives and theù imjmt upon those 

targeted by these measures- A feminist critique of such experiences plays an important 

role in ailowing us to examine our kliefs about administrative phce and leadership 

nom a new vantage point The opportunity to study how women's participation in 

administration changes its description h m  one in which the male experience is 

normative is important. The view of mak authority dominates much of the early literature 

about organizatioaal leadership-- Educational theory and practice have been based upon 

such assumptions. The form, fwrction, and identities of schools thernselves have k e n  

created fiom these androcentric views. It is apparent that schools mflect and reproduce 

the world views held by society. Feminist scholarship, therefore, has a pivotal role to play 

in altering the long-held paternalistic "reality" to one which includes the ferninine 

"redity" as well. 

In recent times, much attention bas been directcd to the existence of. necessÏty for, 

and justice in equity measures in the workplace. Research has shown that women have 

been historically imdempresented in educatioaal admuùstratïon. The documentation of 

- the lack of women in administrative positions represents in Shakeshaft's (1980) 

publication the first of six stages in rese~rch on women and gender in educational 

administration which she Mewed as essential to a paraàigmatic shift 

The otganktional barciers to women have been studied and well documenteâ 

These barriers indude the notion thaî fernales are not interested in administration, do not 

command the requifed authority, are bobound by homalSe respomibilities, do wt have the 

academic qualifications or leadership experiences, and do not have access to the networks 
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of support which are necessary to becoming administrators. Tbere have been concerns 

that affirmative action initiatives would dlow women to bypass these perceived 

shortcomings and them to access administrative positions by virtue of their gender 

alorte. 1 have discovefed âhat aothing wuid k finthet h m  the nritb. As were the recent 

appointees in the study by Tabin and Coleman (1993), the women in this stuây were well 

prepared and "quarlified" for administration- Although this study sample is small (four 

women), I believe they are representative of many women who have applied for and been 

accepteâ to administrative positions over the years 1986- 1995 in The Winnipeg School 

Division No. 1. Throughout the stories of their joumeys to administrative practice lie 

common threads ofpurposeful action, wnscious preparation, detemined seeking for and 

acquiring of leadership experiences, accessing uetworks of suppori, and academic and 

professonal development 

Prior to the 1986 implementation of an Afirmarive Action for Women in 

Administration policy in The Winnipeg School Division No. 1, women in leadership 

positions were the exception IdentifLing such women adds to the existing data in the 

body of research about women in administration and falls hto S h a k e s W s  (1989) Stage 

2 in the hierarchy of research about women and gender in administration. Stage 3 is 

represented by the review in the Iiterature in which women's place in schools is  seen to 

predoxninate at the teachiag level. Womea are seen to be the victims of organizational 

barriers which put them in disadvantaged positions. 

Affirmative action policy and initiatives adopted in January 1986 in The 

Winnipeg School Division No. 1 have allowed women an oppominity to enter 

administrative practice and to demonstrate their capabilities. Therefore, the 

implementation of an aflhmtive action policy and the practice of mawlated procedures 

are of value in ternis of aitering the landscape, bot& in concrete te- and in those of out 

mindsets about women administrators. It puts qualified women imo full public view as 
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administrators. It allows women to be seen in action in greater nmben so that the 

historic myths about the women in the principaiship can be dispeUd 

' E s  study falls into Stage 4 in ShakesWs hierarchy of research investigation in 

that the four women administrators whom I interviewed were studied to iden* and 

desmie their own u d e d "  fémale perspectBres about their experiences in aspiring to 

and achieving positions of added nspomsibility. The data gaîhed in this stuây and the 

implications nom it can serve to challenge the exïsting theories in educational 

administration which represent ShakesWs (1989) Stage 5 in the continuum toward a 

paradigrnatic sm 
1 have found that while the goal and intent of affirmative action policy and 

practice initially in this division were to open the door to di women, perhaps the life 

circumstances of the four wom& who parti~ipated in this study may be viewed as being 

somewhat "favored" in nature. Each was able to commit her time and energy to 

purposeful career moves, child c a d  home respotlsibilities were in varying degrees 

shared, and partner support and encouragement were extremely hi@. This situation may 

not be the nom for other women a s p i ~ g  to administration. 

If, indeed, the four women in this study are representatve of womea who have 

achieved appoinûnents over the aine years of affirmative action policy and practice, it 

raises some new questions to this researcher. Are women of favored circumstances more 

successfirl in achieving administrative appointments? Ifso, what message are they giving 

- to o h  about women administrators? The women in this study work very hard, keep 

long hours, feel accotmtable for every aspct  o f  school lifk, and are in the position of 

king always "on stage" demonstrating their skiiî as leaders and disciplinarians. Oflen 

they mut woric in isolation. 

Al1 four women in tbis study made a conscious effort to pcepare for administration 

and overcame the systemic M e r s  which historidy have prevented women fiom k i n g  

successful. Afnrmative action initiatives have been successful in beginning to change 
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perceptions about the capabilities of women for leadership by placing many more women 

in the principal's chair- Howeva, has the new p i c t a  of the fémale administrator created 

a role to which other f e d e s  in education will aspire? Or have we succeeded in aeating 

new barriers for women in terms of leadership positions quiring "superwomen? 

Perhaps the ernerging role of the fernale-inclusive principdship is in the process 

of evolving- in this transition period, wben women administrators are w longer maiginal 

in this division, this new 'trisibility" -es at lest a temporary price. That price may be 

that the entry level and new cohort of women principais appointed in these first nine 

years of aff iative action policy and practice have a distinct role to play as 

demonstrators of female "capabilities" in administrative practice within the public view. 

Perhaps they feel a responsibi1ity to be the gate keepers of the changing vistas about 

gender and leadership. It may be that their appointment under affirmative action 

initiatives has made these women hyper-vigilant of criticisrn which could jeopardize the 

gains of ali women 1 spec date that in five years, when womm such as the four women in 

this snidy advance to more senior positions, a more "reasonable" expectation of women 

and men administrators may evolve. 

ent of the Affim e Action Policv 

Affirmative action, through the implementation of the written procedures and 

guidelines, has enforced within this division a policy which attacks organizational 

discrimination and biases toward women by using a concrete action plan By increasing 

the particiption of women in administration, it hm nmoved women fiom the position of 

k i n g  invisible ot margid within this organïzation. The procedures mandated by the 

policy demand the use of inclusive language, gender-equal selection cornmittees, and 

assessrnent criteria which evaluate candidates in a nurnber of ways with the intent of 

reducing the possibilities of judging male and female candidates diffetently- 

For the most part, the gains for women by affinnative action policy and pwtice 

over the nine years examined in tbis study have been in the nature of offering a climate of 
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opportunity for capable women to gain entry to administration; to provide these entry- 

level women a d m ü ü ~ o r s  the opportunity to demonstrate their capabilities, becoming 

"visible" to M, parents and students, and thus making it less unusual for a woman to 

occupy the principal's chair; to provide role models for women aspiring to 

administration; to provide role models for girls in the educational qstem; and to provide 

M e t  opportunities for women administrators to achieve more senior aâministrative 

positions. 

The firture for the gains made in this division, of having increased the 

participation of women in administrative practice, is at best uncertain. Policies corne into 

existence due to expresseci power and pcssuie, and can change as other initiatives gain 

prominence. They are ever subject to the whims of harsh emnomic times where budget 

cutbacks can eliminate any policy sûategies and initiatives. Lowering school enrolments 

may reduce the need for many administrative positious. 

In Manitoba, the govemment's New Directions policy for education, which 

include the involvement of ment boards and wuncils with decision-making power in 

mattea of administrative appointments, can vastly change conditions for women. In 

particular, in this division, a&mative action policy and pnictice is mandated for al1 

administrative vacancies. As employees of this division, superintendents and Human 

Resources personnel must adhere to policy and operate w i i n  its procedures. For the 

most part, these players in the scenario appear to hold a tme beiiefin the intent and goals 

. of afnrming women's participation in atiministration- It is a different story when others 

without a cornmitment to affirmative action policy and practice cast their vote for 

administrative appohûnents. In my perception, the biggest thmt will occur at the senior 

high school levels when parent @cipants involveci in pincipi hiring may hold much 

more historically androcentric views of who is able to anamand authority- 

The AEimative Action for Women in Administraîion policy would not have 

come into king of its "own accord" It was the culmination of many years of advocacy 
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actions on the part of many women, in particul those whose vigilance toward women's 

issues in education r a i d  wnscio~~ness levels, invited participation, and eventually 

fomed groups and committees to champion for women's right to administration. Other 

school divisions in Winnipeg, Manitoba, and incieeû i tc io~s Canada. without the benefit of 

an aff'iative action policy, have not experienced marked gains in the level of 

participation of women in leadership positions mees, 1993). 

The Winnipeg School Division No. 1, afker niw years of afhnative action 

initiatives, makes the claim thrit just over 50 percent of its administrators are female 

(Affirmative Action Annual Report 1995). On the sdace, this may appear to have 

achieved equaiiîy with 50 perceat female anâ 50 percent male administrators; howvet, 

such is aot the case. Eighty percent of the teaching staE is female, so the proportion of 

female tecichers is not reflected pmportio~Ily at the administrative level. It is also mie 

that the majority of women administrators occuw vice-principaiships or principalships at 

the elemenîazy school levels. To be effective, affinnative action hiring practices must 

evolve beyond entry-level participation by women to include promotion practices which 

provide that women will be pmportioaally represented at al1 levels o f  the administrative 

hierarchy. 

Threaîs to aflirmative policy and practice indude: 

1. women's ambivalence about the affirmative action policy and procedures; 

2. pressure h m  men who fiel Udidvantaged* to abandoa the policy; 

3. "superwoman" role mode1 created by favored women in administration being 

unattractive to aspifants; 

4. belief that now that women comprise 50 percent, policy can be abandoised; 

5. economic situations and political climates calling for cutbacks which include 

affinnative support practices; 

6. coutmUIUty stemtypes (particularly at junior and senior high school levels) which 

impact upon hinng committees; 
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7. increase in perception that youth violence is causing a demand for more male 

authority; 

8. women acknowledging pejudicial ûeatmat and becomùig discourage& 

9. women being uncornfortable king identifieci as a 'Yargeted group", thereby not 

supporting affnnative action policy and p d u r e s ;  a d  

10. the discourse of'hnaif' hiring favoring abandonmeut of policy. 

Recommendations to The Winnipeg School Division No. 1 in regard to the 

AAirmative Action for Women in Administration policy arising fiom this study are that 

the division: 

1. continue the policy; 

2. continue to monitor the levels of women's participation in the organization; 

3. continue to be vigilant that organkational conditions are positive toward women; 

4. encourage women to aspire to higher levels of administrative participation; 

5. continue to educate al1 staff about the fiindamental principles of employment equity; 

and 

6. review the status of its collective agreement with the Winnipeg Teachers' 

Association as an avenue to address employment equity issues. 

Recommendations to women administrators arising nom this study are that they 

should: 

1. actively support tbe policy by sharing their understanding of and cornmitment to the 

- principles of employment equity ; 

2. act as role mdeis  and ofEr mentorship to administrative aspirants; 

3. provide opportunities to educate staff, students, and parents about employment 

q i t y  priaciples; and 

4. be vigilant regadkg gender discrimination in the worlcplace. 
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Recommendations to a s p i ~ g  administrators arising fiom this study are that they 

should: 

1. increase their knowledge base, academically through such avenues as graduate 

degree cornse work, pof&onal development activities, provincial certification; 

2. develop leadership skills through taking on "stretch assignments"; cornmittee 

membership (locaily and divisionally), cornmumty work, and professional orgarhtions 

(such as the Winnipeg Tachers' Association a d  the Manitoba Teacheis' Society); 

3. expanci their work skills by talcing on new assignments at different grade levels and 

in proféssiod support areas; 

4. get mentorship fiom an administrator, 

5 achieve higher visibility through excellence in teaching, divisional pmject/activities 

which bring them to the notice of superintendents; 

6. develop an awafeness of divisional priorities and issues; 

7. devetop communication and organizational skills (wrïtten and oral) with adults as 

well as with chiidren; and 

8. not give up, should know the hiring criteria, and should prepare appropriately. 

ons for Further Studv 

This study was undenaken with four women in a school division with an 

Aninnative Action for Wornen in Administration policy which has been in place for nine 

years. One recommendation 1 have is that a similar study be npeated in five years to 

- update the progress of these four women and document their perceptions of how 

affirmative action initiatives have a f f i  their mbsequent appointments. 

A second recommendation is that a study be doae with a larger sample group of 

women to see wbether or not the women I intervieweci were representative of the 

perspective of the larger population of women administrators appointed under the 

affirmative action initiatives. 
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A third recommendation is that a similar study be undertaken with women 

administrators appointed dunng the years 1986-1995 in other divisions without 

affirmative policy and procedm in place to see how the experiences of these women 

differ frwi those of the womai in this study. 

A fourth recommendation is that a study be done of male administrators who were 

also appointed during afnnnative action initiatives to see what theù experiences were. 

A fifth recommendation is to have a study investigate the school staffs or 

subordinafes' views of tbe changing d e  of administration as impacted on by af2Tnnative 

action initiatives. 

A sixth ncommendation is to interview women who chose not to aspire in spite of 

affirmative action policy and practice to leam how their perspective of administration 

differed from those who did aspire. 

A seventh recornmeadation is to conduct a study of how and in what ways the 

description of the roles and responsibilities of administration change wben women 

occupy the p ~ c i p d ' s  chair and in what ways, if any, this impacts upon the organization 

itself, 

In light of the fact that the four women in this study had somewhat favored 

circumstances in ternis of the level of support they received from their sporws for home- 

life responsibilities, I would recommend a study be conducted to examine men's 

changing family and work role responsibilities and how this may affect women's 

- decisioas to aspire to and pursue administrative practice. 
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Thank you for agreeing to be intervieweâ The focus of my research for my 
Master's thesis is to investigate the experiences of women administrators with the 
affirmative action poiicy in The Winnipeg Scfaool Division No. 1, in particdar: 

1. Concerning your initial appointment 

a) What factors did you consider as you were making a decision to apply for an 
administrative appointment?. 
b) What encouragement did you teceiveand from whom? 
c) What did you do to prepare yourself for an administrative position? 
d) What were your experiences as you went thmugh the procedures mandated by the 
division's m a t i v e  action policy? 

2. Considering your administrative practice: 

a) In what ways, if any, has your gender aected your relationship with staff, 
students, parents, and divisional pecsomel? 
b) What networks of support, if any, do you have? 
C) In what ways, if any, has your gender been a factor in balancing the demands of 
your professonai work and yout penonai life responsibïlities? 
d) In what ways, if any, has the division's afümative action policy and procedures 
affécted you in yorn peiformance as an administratof? 

1 wodd Iike to tape record the inm-ews, with your prmission- M y  I will have 
access to the tape and it wiU be destroyed upon cornpletion of the thesis. I wiU transcribe 
the tape and send you a copy for clarification and approval 

You are f k e  to withbw fiom the study at my time, in which case 1 will destroy 
al1 infornation collecteci h m  you. 

First Intewiew: Pre-Aba0intmem Ercperiem 

Question 1 : I am interested in hearing about how you became an adminisaator. Can you 
tell me about this experience? 
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Robes: What factors did you consider as you were making a decision to apply for 
an administrative appointment? 
Wbat encouragement did you -ve and âom whorn? 
Wbat dïd you do to pepere yotuself for an admiaistrative position? 

Question 2:An Affirmative Action for Women in Administration policy was 
implem- in thU scbool dmnon m 1986. Are YOU aware ofthis policy? Have you read 
it? 

Probes: Did p P c y  encourage your aspiration toward administration? 
How did implementation of aninnative action assistkonstrain the 

a p p l i d n l  
selection pnness? 
Did you in any divisional Afknative Action Cornmittee 

programs? 
(workshops, counselling, PD) 

Question 3: Since 1986, when atfirmative action policy and practice was Uaplemented in 
this division, there have been V ~ O U S  application processes for administration- Can you 
describe your experience with the process in place during your initial application to 
adminisiration? 

Probes: application process 
inteMewprocess 
assessmentcentre 
short-listinglselection to vice-principal pool 
£kt appointment to vice-pn'ncipalship 

Question 4: In concluding this tirsr inte~ew,  1 wouid Wre to have a brief demographic 
profile. 

1. How many years did you teach (and in what positions) ptior to your initial 
appointment? 

2. How long have you been in your cunent position? . . 
3. How many years have you been an administrator? 
4. How many students are there in your school? 

Thaak you for the the you are giving me for this secoad interview. During our 
first intewïew we explorrd your expaiences wncerning your initial appointmeut with the 
affirmative action policy in The Winnipeg School Division No. 1. At this time 1 would 
like to shift the focus to those experiences with the affimiative action policy in The 
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Winnipeg School Division No. 1 which concern your administrative practice, in 
partic* 

a) In what ways if any, has your gendrr afkcted your relationships with staff, students, 
parents, and divisional personnel? 
b) What rietworks of support, ifany, do you have? 
c) In what ways, if any, bas your genâer been a f m  in balancing the demands of your 
profissional work and your persoaa1 IXe tiesponsibiîities? 
d) In what ways. if any, has the division's atnimative action policy and procedures 
affected you in your perfomaace as an administratar? 

I wodd lilce to record this second uiteMew, with your permission Only 1 will 
have access to the tape, and it will be destcoyed upon wmpletion of this thesis. I will 
ûanmi  and tape and send you a copy for clarification and approval. 

You are free to withdra~ from the stuây at any time, in which case I wiil d-y 
al1 information wllected fiom you 

Question 1 : 1 wodd like to focw upon your post-appointment experieaces. 

1 .1  What was your f h t  administrative position? 

Probes: schoollevel 
number of pupils 
pnseuce of other administrators 
numberofstaff 

1.2 In what ways, if any, has your gender affécted your relationships with staff, 
students, parents? and divisional personnel? 

Probes: perceptions toward you (staff, students, p t s )  
gender bi&sexism 
workload 

1.3 What networks of support, if any, do you have? 

Probes: composition (meldfemak) 
formal/yiformal 
access to "old boys' club" 
isolation 

1.4 In what ways, if any, has your gender ken a facor in baiancing the demands of 
your prof&01181 work and your personal Life responsibilities? 
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Probes: child care responsibilitiedhousehol d tasks 
care ofageing parents 
leisure time 

1 J in what ways, if any, have die division's affhnative action policy and procbdures 
affècted you in your penormance as an admini-strator? 

Pmbes: opportunity bo access administrative positions 
overcoming stereotypeslsexism 

1 -6 What advice would you give to women aspiring to administrative positions? 

Probes: career planning!preparation 
mentorship 

In concluding this interview, 1 would like to hem about your fiture plans andlor 
aspirations. 

1.7 Can you tell me about youç funire gds? 

Probes: promotioniopportunities 
academic study 

1.8 Are there any additional cornmats that you would like to make? 

Thank you very much for giving me this time. 1 will provide you transcripts of 
both interview sessions as soon as possible. 
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56 Hathway R d  
Winnipeg, Manitoba 
R2G 2PS 
September 1995 

My Nune is Gayle Alex 1 am presently working on a thesis entitied "Women Principals 
and Vice-Principals: An Investigation o f  the Impact of ûne Division's Animative 
Action Policy and Practice on their Appointment and on Selected Aspects o f  their 
Practices." 1 am working to complete this thesis to eam my Master's Degree in 
Eaucational Administration from the University of Manitoba My thesis supervisor is 
Dr. John Stapleton, telephone 474-8581. 

During the past year 1 have read extensively on the subject of women in admiaistration. 1 
have not found any literanire which deds with women's experiences within a School 
Division which has implemented an Affirmative Action for Women in Administration 
policy. The Winnipeg School Division No. 1 adopted an Affirmative Action policy for 
Women in Administration in 1986. My study will focus on the experience of rwmen 
who aspired to and were successfiil in achieving an administrative appointment during 
the years 1986 tbn,ugh 1994. 

I would like to inteMew two female p~c ipa l s  and two femafe viceprincipals who were 
appointed to administration between 1986 and 1994. I will choose one woman fiom each 
of the school settings of Elementary, Junior High School, K-ûrades 8/9, and Senior High 
Schooi. 

1 would like to interview the four f d e  admiaistratots on two occasions (initial and 
follow-up) for approximately one hour each to taik about what they experienced as they 
aspirai to, then succeeded in feceiving, theu initiai appointment, and their errpaiences as 
female administrators. AU uiformation wil l  be treated in confidence and will be mported 
in the thesis in a manner thst assures naonymity for dl the rrspondents. In addition, al1 
participants would read and give appval of the transcrjpts of theK intewiews before 1 
wouid include them in my study. Tbey would aii have the right to withdraw from the 
study at any the.  

1 believe a study which gives voice to women administraton' experie~tce~ within an 
environment of afnmative action policy and practice is timely. 1 would very much 
appreciate the opportwiity to have you participate in this study. If you have any 
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questions, please feel free to phone me at home and leave a message at 669-9803 or at 
work at 783-7792. My fax number at work is 783-9078. 

1 wiIl phone you in appmximately one week to mange a date for an initial interview, 
shouid you agree to participaie. 

Gay le Alex 
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1 hereby give rny consent to be kterviewed by Gaylc Alex for her thesis entitled Women 
Principals and Vice-Principals: An InvestrCgation of the Impact of One Division's 
Afnnaative Action Policy and M c e  on the Appointment and on Selected Aspects of 
their Practictsn. I uaderstad that whrt 1 bave to =y will be treated as confidentid and 
that only Ms. Alex w d i  have acc#s to the tapes. 

When M. Alex has tmscn'bed the mped Uimvïews, she wi71 send me a copy. At that 
the ,  I w3l inform her whethet or not the transcription is what 1 k saib 1 will also 
have the option b direct her to delete any portion ofthe traascnption which 1 do not want 
mentioned in ber thesis. 

1 undentand tbat 1 wiîl be assureci anonymity, and thet 1 may withdraw from the study at 
any tirne. If  1 so cboose, al1 Ulformation collecteci h m  me during the inte~ew will be 
destroyed. 

1 hereby give my consent, based upon the above stipulations. 

Date 




