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Preface

The Sex Equity in Educational Leadership Project
(SEEL) was funded by the Women’s Educational Equity
Act Program, Office of Education, from 1976 to 1979 to
test several straiegies for increasing the number of
women in public school administration in Oregon. This
book is a description of the various activities carried
out and their results.

We have some short-term evidence of success of the
SEEL Project in Oregon. There are more women ad-
ministrators and more women preparing to become ad-
ministrators in 1979 than there were in 1976. We have
helped to change some people’s attitudes and expecta-
tions regarding women in administration and we have
helped to change aspects of a few organizations to make
hiring more equitable. We also tried to build a legacy
for change so that Oregon will continue reform eflorts
upon completion of the SEEL Project. Although we
report evidence of the SEEL Project’s successes and
failures in three years, its ultimate effectiveness in
achieving equity can only be measured in the future.

Equity is both a political and personal issue, involv-
ing the interplay of politically sensitive situations and
individual values. Change is a difficult process. People
who are involved in social change are always dependent
on others; change is a political, social, and interpersonnl
process. Although the SEEL staff members have been
the primary actors in the scenario described in this
book, there are many individuals who played key roles.
They helped in many ways and we wish to acknowledge
them.

Jane Arends helped write the proposal and eventually
became our boss as Administrative Associate of the
Center for Educational Policy and Management. Her
strength was once described as being able to knit with
17 different colors and keep the strands straight. She is
an exemplary strategist.

Lloyd DuVall, former Director of the Center for
Educational Policy and Management, provided institu-
tional support, personal support, and political advan-
tage by accompanying us to meetings and presiding at
programs when an influential male was needed. We
sincerely thank him.

Diane Reinhard, Assistant Dean, College of Educa-
tion, University of Oregon, consulted on our evaluation
design, served on our advisory board and provided ex-
pertise, criticism, support, and access to political chan-
nels during the course of our project.

Joanne Carlson, Assistant to the Provost, University
of Oregon, taught us about the labyrinth of federal fund-
ing. She provided criticism, hard questions, and support
as needed.

Larry Mylnechuk, Equal Employment Specialist, Ore-
gon Department of Education, and George Russell, for-
mer Affirmative Action Officer for the Eugene Public
Schools, were members of the SEEL advisory board,
legal consultants, resource people, and special friends.

Other SEEL advisory board members included Sylvia
Tucker, Dean, College of Education, Oregon State Uni-
versity ; Mary Hall, now Vice President, Weyerhaeuser
Foundation; Shirley Kennedy, Anthropologist; and
Edith Maddron, Educational Coordinating Commission.
They were helpful advisors.

Tom Payzant, the former superintendent of Eugene
Public Schools, now in Oklahoma City, provided many
kinds of help and was a mentor for graduate students.
Bev Melugin, Instructional Materials Analyst for Eu-
gene Public Schools, was helpful in numerous ways.
Molly Fox and Colin Fox were our staff consultants who
helped us identify our strengths and weaknesses.

And there were women and men who told us that we
helped them: Carolyn Kelly, Gail Kaufman, Nancy
Cross, Margaret Trachsel, Sara Isenberg, Gary Gehlert,
Diane Dunlap and Donnise Brown. They are special to us
because they reaffirmed that our work was important.
The first steering committee members of Oregon Women
in Educational Administration were important because
they helped realize the legacy of social change. They
were Lynne George, Dorothy Juve, Diane Warrick,
Paulie Brading, Ardis Christensen, Carol Clanfield,
Elaine Hopson, Diana Mendenhall, Paula Radich, Holly
Endersby and Bev Hammes. We also appreciate the help
and support of Richard Schmuck, Cheryl Kempner,
Toby Edson, Ruth Palmerlee, Bill Starling, Walt Wood,
and Jeff Meyer.

It must be remembered that the SEEL Project repre-
sents only three years work in a field established for
more “than a hundred years. Consequently, it is im-
portant to place our work in an historical context. We
address that issue in Chapter 1. In Chapter 2, we pre-
sent an overview of the SEEL Project. It was an activi-
ties-oriented project; 12 different people were engaged
in about 30 different activities over three years. We
describe ourselves and what we did so that you can
determine what is unique to the SEEL Project and what



“Equity

is both a political
and a personal
issue”

is capable of being replicated. We think the success and
failure of different activities were, in part, dependent
upon the personalities involved, the social climate of
Oregon and other idiosyncratic variables. The SEEL
strategy for change is described in Chapters 3, 4, and 5.
At the outset of the project we believed sex inequity was
an effect of many causes and that we needed a multi-
level change strategy. Our efforts were aimed at a di-
verse set of targets including practicing educators, edu-
cators in training, school boards, degree and credential
programs, and other educational agencies. We viewed
each target as interdependently related and the relation-
ships among them as changing continuously. In Chap-
ter 3 we describe our efforts to change individual atti-
tudes, behaviors, and understandings. In Chapter 4 we
summarize our attempts to change organizational poli-
cies and practices, notably those practices that have
been labeled as “institutional sexism.” In Chapter 5,
we present the nexus of all our change efforts—local
school district hiring practices. Hiring is a result of in-
dividual attitudes and behaviors as well as traditional
and sexist policies concerning recruitment and screen-
ing. In Chapter 6 we evaluate our specific activities; we
attempt to assess the relative worth of various activities
and in Chapter 7 we synthesize our work to advise peo-
ple in other states. Our advice is derived from a combi-
nation of our objective evidence and our subjective im-
pressions. An appendix includes copies of forms, several
“how-to” descriptions, and other materials we believe
may be relevant to others attempting to achieve sex
equity in educational leadership.

This book represents a cooperative endeavor involy-
ing all members of the SEEL Project staff. Different
people had responsibilities for collecting the data and
summarizing the various activities in each section. The
following peaple were responsible for the original chap-
ter drafts: Chapter 1 by Rita Pougiales and Patricia
Schmuck, Chapter 2 by Mary Ann Smith and Rita Pou-
giales, Chapter 3 by Patricia Schmuck and Sakre Edson,
Chapter 4 by Ken Kempner, Peg Williams, and Joan
Kalvelage, Chapter 5 by Patricia Schmuck and Spencer
Wyant, Chapter 6 by Ken Kempner, Rita Pougiales and
Jean Stockard, and Chapter 7 by Jean Stockard. The
appendix was organized and compiled by Nancy Gubka
and Carole Starling.

This book was written as a companion piece to two
other SEEL products, Sex Equity in Educational Leader-
ship: Women Getting Together and Getting Ahead by
Mary Ann Smith, and Sex Equity in Educational Lead-
ership: An Analysis of a Planned Social Change Project
by Jean Stockard.
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Women's Representation
in School Leadership:

an Historical Overview



Women always have been important participants in
the education of our nation’s youth. At home and within
schools, women have played a multitude of educational
roles. Indeed, it is historical irony that in 1976 a project
should be funded by the Office of Education to try to
increase the number of female school administrators. Tt
was only 50 years ago that the same agency published
an article called, “The Woman Principal: A Fixture in
American Schools.” Time has proved that she was not
a fixture. In this chapter, women’s role as educational
leaders will be reviewed. Their decline in roles such as
elementary principal will be described and a summary
provided of the historical, social, and economic vari-
ables which appear to be related to women’s participa-
tion in public schools.

Changing Sex Composition:

A Description

Since the latter purt of the Nineteenth Century, women
have predominated as elementary school teachers. Fe-
male teachers represented 66 percent of the teaching
force in 1870 and their representation grew to 85 per-
cent in the 1930s." Today women’s proportional repre-
sentation is back again at the level it was in the latter
part of the Nineteenth Century-—66 percent. These data
concerning the relative proportions of male to female
teachers are reported by many historians and they agree
about the shifting sex composition of public school
teachers in the U.S.

The data about women’s participation in adwministra-

tive roles, however, are not so clear.® One source re--

ported in 1910 the category of “supervisory officers” in-
cluded 11392 positions in the nation’s public schools
and that 7.605 of them (53 percent) were filled by
women.* Because this category does not differentiate
between different educational roles, one cannot discern

1 Donovan. Frances. The School Md’am. New York: Frede-
rick Stockes Company, 1938. Reprinted New York: Arno Press,
1974, Strober, Myra and Tyack, David. “Sexual Assymmetry in
Educational Employment: Male Manager and Female Teachers.”
Unpublished paper. Palo Alto, CA: Stanford University, 1977.

2 Whereas historical data on the sex of administrators is diffi-
cult to find, the fact is that many state departments of education
still do not compile records by sex. Oregon has done so only since
1975. Many other states currently do not compile data on ad-
ministrators by sex. Furthermore, national statistics about sex
distributions are not compiled regularly. Educators are urged to
request state figures on professional employces be categorized
by sex for three reasons. First, it's important for affirmative
action required hy Jaw. Second, it will help historians and social
scientists analyze the sex structuring of educational institutions.
And finally, an assessment of the current situation is imperative
as a first step toward sex equity in school administration.

TS Commission of Education. 1910 Report, pp. 688-689.
Washington, DC: U.S. Government Printing Office, 1911. Cited
in Gribskov, Margaret. “Feminism and the Woman Adminis-
trator.” In Women and FEducational Leadership: A Reader.
(Sari Knapp Bicklen and Marilyn Brannigan, Eds.). New York:
Lexington Books, 1980,

what specific positions were held by women. Presumably
most of the female administrators cited in 1910 were
elementary principals because in 1926 women held 55
percent of those positions.*

In 1926 women held other administrative roles as well.
About 25 percent of all county superintendents were
women.” The position of county superintendent should
be differentiated from local school district superintend-
ents. In the 1920s most local districts were so small they
did not have local district superintendents; the major
administrator was the superintendent in the county unit
who administered schools in several towns. As schools
and districts grew, they hired their own superintendents.
Certainly the role of the county superintendent has
changed dramatically over the last half of a century.
Although women often occupied the role of county
superintendent in the past, they never fared very well
as local district superintendents. There have been some
notable exceptions, such as Ella Flagg Young, who was
district superintendent of Chicago schools at the begin-
ning of the Twentieth Century. Her exceptional status
is indicated in a 1909 editorial in a Chicagoé paper:*

The election of a woman to be superintendent of
schools in the second largest city in the United
States is in violation of precedent. If any man
among the candidates had possessed all the quali-
fications recognized in Mrs. Young, her sex might
have been against her.

Yet, in the most prestigious managerial positions in
education women were represented only in the minor-
ity; in 1926 women comprised 8 percent of university
and college presidents, 14 percent of heads of depart-
ments of education, and 8 percent of the members of the
National Association of Secondary School Principals.”

Changing Sex Composition:

A Case of Economics

Historians are not altogether clear about the reasons
teaching changed from a position occupied primarily
by males to a position occupied primarily by females.
Some assert the “feminization” of the teaching force
occurred for primarily economic reasons; women were
cheaper to hire than men.* Economic consideralions
clearly entered the picture; schooling was becoming
imperative for an industrial sociely, and the cost of

4 National Education Association. Bulletin of the Department
of Elementary School Principals. Washington, DC: National
Education Association, October 1927,

5 Gribskov. Feminism, 1980.

6 McManis, John T. Ella Flagg Young. Chicago: A. C. Mc-
Clurg, 1916.

7 Gribskov. Feminism, 1980,

8 Strober, Myra and Tyack. David. Sexual Assymmetry, 1977.
Tyack, David. The One Best System. Cambridge, MA: Harvard
University Press, 1974:01-2.



schooling was spirvaling upward. A 1905 National Edu-
cation Association survey of 167 city school systems
revealed that the average annual salary of male ele-
mentary teachers was $1,116; while the salary of female
elementary teachers was $650.00. A male elementary
principal was paid $1,542 and a female clementary prin-
cipal §970.00. Therefore, it seems that when confronted
with a choice between a less expensive female applicant
and a more expensive male, many school boards opted
for cutting costs and hiring females. They had a clear
economic incentive for hiring women in the ¢lementary
schools and negative attitudes towards women’s capa-
bilities were apparently overridden for the sake of ex-
pediency.

This invidious pay differential between the sexes was
not unique to education. By 1930, ten states passed laws
providing equal pay for equal work and by 1965 salaries
differentiated by sex finally crumbled, at least in law,
with the Equal Pay Act. This movement toward equal
pay within job categories removed one advantage—al-
though dubious—for women’s representation in the edu-
cation profession. They were no longer cheaper than
men. Thus, the early pay differentials which prompted
women’s entry into school teaching and administ. ation
virtually disappeared and the number of men teachers
and elementary principals rose steadily.

In Biblical times, the worth of an adult male was 50
shekels of silver, a female was worth 30 shekels of silver,
or 60 percent as stated by Leviticus. Although it is now
illegal to pay different salaries for the same work, the
fact is that in the labor force generally women’s average

carnings still are about 60 percent of men’s average
earnings.” Presumably, one reason to account for men’s
higher median salary is that men, as a group, compared
to women as a group, have had more years of employ-
ment. Figures holding education and experience con-
stant, however, still indicate pay discrepancies. This is
because the labor market and the education profession
are segregated by sex. Those positions which are tradi-
tionally filled by women tend to be lower in pay than
those positions traditionally held by men.

Changing Sex Composition:
A Case of Feminist Ideology

Many people have inaccurately typified the earlier
American feminists as primarily concerned with the
suffrage issue. In truth, the feminist movement of the
late Nineteenth Century and early Twentieth Century
was very diverse. The first feminist convention held in
Seneca Falls, New York, in 1848, denounced all forms
of inequality. The convention unanimously resolved that
women should have “equal participation with men in
the various trades, professions, and commerce.” The
convention was, however, divided concerning suffrage.!”

9 On Campus With Wemen. Winter 1979, 22:3.
10 Melder, Keith. Beginnings of Sisterhood. New York: Scho-
ben Books, 1977:147.




As today, there continued to he much debate about ideas
of equal rights for women. In 1893, Alice Stone Black-
well addressed a concern that is often raised today.!!

The same fearful prediction, that women would
be turned into men, has been made before cach
successive step of the equal rights movement. It
was made before in regard to higher education,
in regard to the opening of colleges and of the
professions; but hitherto it has proved ground-
less. In Wyoming and in England where women
have been voting since 1869, they are not percept-
ibly less womanly than before. Experience is the
best of tests; and experience thus far has borne
out Whittier's prediction, made years ago: “I have
no fear that men will be less manly or women less
womanly, when men and women have equal rights
before the law.”

During the late 1800s and early 1900s the women’s
rights movement attracted women interested in a variety
of educational reform issues such as kindergartens, vo-
cational education, and sometimes even sex education.
At the turn of the century, in the newly developing west-
ern stales, women created and ran schools. They were
not only the originators of many community schonls,
they also became the teachers and the administrators
and they were active in other community affairs. Mar-
garet Gribskov’s research from original documents from

1t Blackwell, Alice Stone. “Making Women into Men.” In
The Women's Journal. Boston, January 4, 1893. Cited in The
American Sisterhood. Wendy Martin (Ed.). New York: Harper
and Row, 1972.

state department, commnunity, and state archives has
uncovered information aboul women’s participation as
educational administrators in the west. Her data indi-
cate women were very visible in a number of roles in
western schools, including administration.!®

Gribskov argues that women’s active participation in
schools was connected to a network of women active in
all aspects of the community. Women were active in
school administration because they were also active in
communily governance, the practice of medicine and
other service activities. They exercised their options as
citizens, as leaders, and as educators. For instance, al-
though universal suffrage was not granted until 1920,
by 1910 there were 24 states (mainly in the West and
Midwest) in which women voted in school elections. In
most of these states, women could and did hold elective
offices.

Ironically, the frustration of suffragettes at the fed-
eral level may have helped feminists at the state level
win unprecedented victories in education. From the late
1800s to 1920, the attention of feminists was focused
upon school elections with an intensity that has rarely,
if ever, been equalled. However, the movement was
eventually swallowed into the single issue of suffrage and
the feminist movement lay dormant for several decades
after the passage of the 19th Amendment. Women’s de-
mise as school administrators occurred during this dor-
mant period. Can today’s feminists equal and surpass
the achievements of their sisters of a half a century ago?

12 Gribskov. Feminism, 1980.




As in the past, perhaps the key to women’s increased
participation in educational governance is the awaken-
ing of a feminist consciousness.

Changmg Sex Composmon:

A Case of Hierarchy and Stratification

The cresting of the first wave of feminism paralleled
the cresting of another major social and economic move-
ment, “the cult of efficiency.”!® In the late Nineteenth
Century schools began to undergo massive reorganiza-
tion. Schools were modeled after the ideal of an efficient
business. They were to be cost effective. A hierarchy
of administrative positions was created; each position
was designed to carry out specific functions, unlike the
more traditional one-room schoolhouse where the
teacher performed all the functions. Schools then, as
now, were accused of not processing students quickly
enough or cheaply enough. Without tenure, clearly de-
fined authority or professional status, educators were
vulnerable to this attack. Educators were also hard-
pressed to keep up with the rapid growth of public
schools. The number of schools grew, the size of schools
grew. and a complex administrative hierarchy was cre-
ated to coordinate all the people and buildings. From
1900 to 1928, compulsory education laws were enforced
more consistently and consequently, public demand for
secondary education also increased dramatically. The
influx of immigrants placed new demands upon teachers
and despite the rhetoric of “efliciency.,” cost per pupil
rose steadily.’* In 1870, the Quincy Grammar School
found one solution to the costly problem of organizing
schools efticiently.!?

As schools become larger the best results will be
obtained at the last expense. . . One man couid be
placed in charge of an entire graded school of 500
students. Under his direction could be placed a
number of female assistants, Females are not only
adaptable but carefully trained to fill such posi-
tions . . . excepting the master’s place which
sumetimes requires a man’s force . . . and the com-
petition is so great that their services command
lesz than one half the wages of male teachers.

The one-room schoolhouse which had dominated the
American landscape evolved into an efficient, age-
graded. crowded, urban school, accommodating the edu-
cational needs of a diverse population. Schools required
coordination. control, and even more specified role as-

13 Callahan, Rayvmend E. Education and the Cult of Effi-
ciency. Chicago: University of Chicago Press, 1962,

L Spring, Joel. Education and the Rise of the Corporate State.
Boston: Beacon Press, 1972.

Tyack. The One Best System, 1974.

15 Katz, Michael. “The New Departure in Quincy, 1873:81:
The Nature of 19th Century Educational Reforin.” In Education
in dAmerican History. M. Katz (Ed.). New York: Prague Pub-
lishers, 1973,

signments. This increased hierarchical structuring of
school roles blended with the ideology of women’s and
men’s place in the society. Men became the managers of
the women.

The increased bureaucratization of schools supported
and further differentiated the sex segregation already
apparent in the society. Men’s work and women’s work
were differentiated by the creation of specified educa-
tional roles. The stratification of the sexes in the society
was mirrored in the educational institution; the work
defined as men’s work was given greater prestige and
pay than the work defined as women’s work. The insti-
tution perpetuated sex segregation and stratification.

Changing Sex Composition:
A Case of Societal Changes

The G.1. Bill of post-World War 11 contributed dra-
matically to the increased representation of men as
teachers. In 1938 men represented 20 percent of public
school teachers and in 1974 they represented 35 per-
cent of teachers, (These figures do not include admin-
istrative positions which are primarily held by men.'%)
Many veterans of World War 11, who otherwise would
not have attended normal schools, colleges, and univer-
sities, did so with the support of the G.I. Bill.

Thus, after the war, there were many men with col-
lege degrees and many of them entered public school
teaching. At the same time, it was a dormant period for
a feminist consciousness. Many women who served as
breadwinners for their families during the war returned
to their more traditional roles as wives and mothers.
Although women’s labor force participation was never
as low as pre-war levels, participation rates did not re-
gain their 1945 level until 1961.'7 O’Connor presents it
as simply a supply and demand issue. When there is a
surplus of men for traditionally male fields, men move
into fields predominated by women.'®

World War 1I also prompted many school districts
to change their restrictions regarding married women.
Married women joined the ranks of educators and be-
came administrators. However, they have since retired
and there was no other significant female cohert which
took over administrative roles.

The influx of men supported by the G.I. Bill led not
only to more men in education, but also to a social class
difference between women and men in the field. Com-
parisons between male and female educators indicate

16 Neidig, Marilyn. “The Rise and Decline of Women Ad-
ministrators.” American School Board Journal, June, 1976.

17 Blau, Francine. “Women in the Labor Force: An Over-
view.” In Women: A Feminist Perspective. J. Freeman (Ed).
Palo Alto, CA: Mayfield Publishing Company, 1975.

I8 0'Connor, James F, “Changes in the Sex Composition of
High Status Female Occupations: An Analysis of Teaching. 1950-
1970.” Unpublished paper, University of Illinois at Urbana-
Champaign, 1977. WP 7619.
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that men more often come from lower social classes and
rural areas than do women, who tend to come from pro-
fessional families and urban centers.' Education be-
came a mobility ladder for men, but for women it was
simply one of the few occupations open to them.

Another societal change was the increased status and
benelits of public school education; it became possible
to support a family with the wages of a school teacher.
One woman said:*"

We have to give men their quarter. It was when
men finally came into education—after World
War I[--that they were militant enough to get
pay raises and make it a respectable profession.

The presence of men in the field is usually related to its
prestize and value in the society. An occupation or pro-
fession that is mostly female does not have the same
prestige as a hield predominately male. As Frances Dono-
van predicted in 1938, the increased importance of
schooling has resulted in “the school ma’win (having)
more male competition in the classroom.”!

W Gross, Neal and Trask, Anne. The Sex Factor and the
Managenent of Schools. New York: John Wiley and Sons, 1976.

20 Schmuck, Patricia. Sex Differentiation in Public School
Administration. Arlington, Virginia: NCAWE, 1976.

21 Donovan. The School Ma'am, 1938, 1971.

Another post-World War Il change has facilitated
men’s entry into administration—school consolidation.
The number of school districts has fallen 20 percent
every decade since 1915. Whereas in 1945 there were
101,382 school districts, today there are 16,211 school
districts—only 20 percent of the 1915 figure.®* As
schools and districts became consolidated, women prin-
cipals or head teachers of local schools were placed
under the direction of a male principal. The advice of
the Quincy Grammar School Committee was finally fol-
lowed—one man was placed in charge of the women
teachers.

As we have shown there were several social forces at
at work which influenced women’s participation in man-
agement. They were:

® the increased number of students to be educated
the increased number of men in the profession
decreasing numbers of school districts

the increased hierarchy of offices and sex differen-
tiated roles

laws mandating equal pay for equal work

the rising salaries and benefits

the increased numbers of married women teachers
the dormant feminist ideology of women

the presumption that schools should be modeled
after business

All of these forces have interacted to affect the gen-
erally declining participation of women in education.
This is illustrated in Figure 1-1.2*

22 [1.S. Department of HEW. Digest of Educational Statistics
1977-1978. 1.S. Government Printing Office, 1979.

23 Sources: Grant, W. V. and Lind, C. G., 1977; Digest of
Educational Statistics, 1976; National Center for Education
Statistics, HIEW; and Fishel, Andrew and Pottker, Janice, 1974;
“Women in Educational Governance: A Statistical Portrait,”
Educational Researcher, 4-7. These figures should be read with
some caution. After examining the original sources of these
figures, Charters concluded that the statistics may have over-
estimated women’s representation in earlier years. The general
trend of a decline in women’s representation in elementary prin-
cipalships is undoubtedly true but this figure may overestimate
the degree of that decline, at least for the year 1928. W. W.
Charters, Jr. “The Decline of Female Principals: A Problem in
the Data.” Unpublished paper, CEPM, University of Oregon,
1979.
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The Changing Role
of the

Elemenrary Principal

The elementary school principalship offers a case in
point to illustrate how the various social forces influ-
enced the changing sex composition of public school
administration. Since 1928 the percentage of women
elementary principals has steadily declined; whereas in

1928, 55 percent of elementary principals were women,
that figure dwindled to 41 percent in 1948, 22 percent
in 1968, and 20 percent in 1973. The decline of women
elementary school principals has been more dramatic
than the decline of women in all other administrative
positions.

It should be noted that the elementary school princi-
palship is also a fairly unique administrative position;
it is not a step on a career ladder for higher administra-
tive posts. Superintendents, for instance, are almost
universally drawn from secondary schools. The elemen-
tary principal position is usually a path to nowhere.

Figure 1: The Representation of Women in Sub-Areas of the Education Profession,

1928-1974.
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Elementary principals retire as elementary principals.
Although the elementary principal is indisputably im-
portant and valuable, there are several questions re-
garding this role. Is the elementary principal role' not
an upward route into administration because it has been
historically female? Or, does the role of elementary
principal more often attract women because it does not
lead to higher positions of responsibility and authority ?

Karen Gaertner has studied the mobility ladder of
administrative positions in one state; she observed that
the elementary principalship tends to be a terminal posi-
tion for people in that role.>* Men, more frequently than
women, however, moved from that position into secon-
dary education. While it should not be implied that
women should not seek this role, Gaertner’s advice is
perhaps worth following. It is questionable whether in-
creasing the number of women elementary principals
will be an effective strategy to increase the number of
women in other administrative posilions.

As the sex composition of the elementary principal-
ship changed, so did the role change. Elementary princi-
pals increasingly have become middle managers, super-
vising staffs of primarily female (but increasingly male)
teachers under the direction of superintendents (usually
male). The vole of instructional leader has given way
to the role of manager; the coordinator of classroom
activities has become a cog between the school and the
central office: the organizer of teachers now sits across
the bargaining table.

It is interesting to note that these changes in role
definition parallel changes in the sex composition. When
women occupied the role, the requirements and expected
functions were different than today, when men occupy
the role. The parallel change of function and sex com-
position also has happened in other areas. Bank tellers,
for instance. formerly required mathematical abilities
and at that time they were men. Today, bank tellers use
machines and are important for public relations, and
now they are primarily women. Tyack refers to the in-
vention of the typewriter as an impetus for the change

- from male to female in clerical positions. Males used to
be secretaries and clerks. Today these roles are almost
invaviably female.

There are some who suggest the role of the principal
is again changing and is becoming more characteristic
of those attributes which are stereotyped as female.*”
Listening, being supportive of teachers, running effec-
tive meetings without dominating, and nurturing chil-
dren are some characteristics of the “humanistic leader.”
Of course, not all women and not all men are what the
stereoty pes impute they are. The effective leader exhibits
behavior which is both stereotypically feminine and
masculine. The effective leader is both tough and tender.

Ultimately. of course, sex-typing must be eliminated

=t Gaertner, Karen N. “Organizational Carcers in Public
School Ndministration.” Paper presented to the Annual Meeting
of American Sociological Association, San Francisco, 1978,

25 Sizemore, Barbara A, *Will the Woman Administrator
Make A Diflerenee?™ Paper presented at the American Associa-
tion of School \dministrators Annual Convention, Atlantic City,
New Jersey, February 1973,

so that all individuals will be free to pursue their occu-
pational interests. Some people are becoming increas-
ingly aware of sex inequities. Yet significant occupa-
tional changes and increased opportunities for women
must be implemented throughout society before our
cultural practices keep pace with changing values. The
following chapters describe one project’s attempt to
change women’s opportunities in Oregon.
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The SEEL Project was funded to test strategies to
increase the number of women in educational adminis-
tration thal could be replicated elsewhere. Although the
strategies can be replicated, the activities carried out in
Oregon cannot be divorced from the people involved,
the social context, and the variety of idiosyneratic char-
acteristics that uniquely brand any single change effort.
This chapter is included so readers might understand the
social and psychological context of the SEEL Project.

It is possible that a description of three year’s work,
written in hindsight and compacted into a hook, might
appear as if all efforts and plans had been systematically
diagnosed, effectively carried out, and impartially
judged. This was not the case for the SEEL Project, for
change does not happen in such a systematic or linear
fashion. Events happen simultaneously. People learn
and move in uncharted directions. The same plan works
well one day and fails miserably the next. Social change
is a complex procedure involving intricate relationships
between goals, values, personalities, and situations. This
chapler was written with these considerations in mind.
It paints a picture of the SEEL staff and their environ-
ment. It includes three sections: (1) an overview of
project goals, (2) the setting, staff members and vork-
ing norms, and (3) crucial change points in the project’s
development.

An Overview of Project

Goals and Setting

In Spring 1976, a proposal titled, “Developing a
Model for Sex Equity in Oregon’s Public School Admin-
istration,” was submited to the newly formed Women’s
Educational Equity Act Program (WEEAP) of the U.S.
Office of Education.! This proposal evolved fron. the
1971 field research by Patricia Schmuck, Sex Differen-
tiation in School Administration, which examined
women's absence in educational administration in Ore-
gon.®* Schmuck noted three primary occupational bar-
riers to women: (1) limited occupational choices due
to sex role assumptions and behaviors, (2) lack of sufhi-
cient advanced training in administration, and (3) for-
mal and informal discriminatory recruitment and selec-
tion processes. The proposal offered concrete and spe-
cific activities to counteract these identified barriers.

In the proposal six major goals were identified. First,
because the data showed that administration was so
clearly sex-typed, disseminating information about the
problem was an important initial step. Thus, the first
coal was to build awareness of this issue. Second, ad-
ministrative preparation programs ignored sex role is-

1 For a history of WEEA and related federal Jegislation see
Fishel, Andrew and Pottker, Janice. Sex Discrimination Law
and Federal Policy. New York: Lexington Books, 1977.

* Schmuck, Patricia A. Sex Differentiation in Public School
Administration. Arclington, Virginia: NCAWE, 1976.

sues, and women often encountered problems because
of their minority status. So, the next goal was to change
the content of administrative training programs to in-
clude sex role issues. Third, the literature clearly showed
that administration was often not a career choice of
females. Therefore, another goal was to train and re-
cruit women to fill such positions. Those three goals
were the substance of the action program. In addition,
there were goals to conduct research, to assure continu-
ity of activities in Oregon, and to disseminate findings.
SEEL was an activities oriented project. Staff members
carried out about 30 different activities; each activity
was part of the overall strategy for reaching a particular
goal.

Admittedly, this variety of activities was a “shot gun”
approach intended to reach diverse audiences, including
students in administralive training programs, females
in education, career counselors, personnel directors, and
people in administrative positions. In addition, the staff
thought that groups and agencies such as school boards.
administrative teams, school faculties, universities, the
state department of education, and administrators’ or-
ganizations were important audiences.

Moreover, staff members thought efforts directed at a
wide variety of audiences would produce a more inte-
grated change. They believed information could be ob-
tained from various populations regarding those areas
holding most promise for other states to bring about
change. Figure 2 summarizes the purposes, activities,
target audiences and progress of SEEL strategies.

The Setting: Center for Educational

Policy and Management

The SEEL Project was housed at the University of
Oregon, co-sponsored by the Center for Educational
Policy and Management (CEPM) and Center for the
Sociological Study of Women (CSSW). The project was
located in CEPM which is a federally-funded research
and development center.

In addition to about six research projects, CEPM in-
cludes a graduate degree program, and an educational
resources information center (ERIC). It employs a
small staff of about 25 professionals. Two of the SEEL
proposal developers were the only female professional
staff in CEPM. During the Center’s history there had
been only five female professionals on the staff, and in
1975 it was cited in a sex discrimination complaint.
This experience no doubt raised a great many people’s
sensitivity to the political and legal aspects of sex dis-
crimination. Perhaps it also contributed to creating ad-
ministtative support for a project on equity issues.

The Center for the Sociological Study of Women
(CSSW) had an excellent library on women’s issues.
had a small paid staff and a volunteer staff of faculty
committed to a feminist ideology. One co-investigator
of the SEEL Project was a member of CSSW and be-
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cause SEEL was located in CEPM, virtually all institu-
tional contact was with CEPM personnel.

The Setting : The State of Oregon

It is important to note the larger setting of the SEEL
Project in the state, particularly because the problems
addressed by the SEEL proposal were based on research
in Oregon. This initial research provided baseline data
to build an action plan as well as evaluate the project’s
effectiveness. While people in other state can replicate
activities, they must remember that SEEL strategies
were based on particular problems. The degree to which
states differ will affect the results of any replication of
activities. For example, Oregon had only two state uni-
versities offering the administrative credential. In some
states, such as Illinois, there are numerous institutions
granting the administrative credential. Strategies to
change administrative training programs, therefore,
would have to be designed differently in the two states.

There are a number of characteristics that are relevant

to the setting of such a project in Oregon. Its people,
polities, and geography no doubt affected project activi-
ties. Most people probably know Oregon as the state
where the “Governor of Oregon cordially invites you
to visit California, Arizona or Afghanistan,” or “where
when you fall off your bike, you drown.” These Oregon
“ungreeting card” phrases are typical; Oregonians are
independent, iconoclastic and idealistic. The Oregon
Trail beckoned thousands of hardy pioneers in the 1840s
and, as Oregonians joke, those who could read the signs
came to Oregon. They established a territorial govern-
ment in 1819 and hecame the 33rd state in 1859,

Oregon is politically a populist state and has been
heavily Democratic. The two senators are Republican,
however, and for the last 30 years Oregonians also have
voted for the Republican presidential candidate in every
election except the Johnson landslide in 1964. Eugene,
Oregon was the home of Wayne Morse who typified the
independent spirit many Oregonians admire. Senator
Morse switched political parties in the midst of his
political career and, with only one other senator, voted
against the Tonkin Resolution supporting the contro-
versial Vietnam conflict.

Figure 2
An Overview of the SEEL Project

What’s the problem?

Women are inequitably represented as educational leaders in Oregon’s public schools.

What causes sex inequity in educational leadership?

e Individuals cause inequity. Women and men create barriers to women’s preparation, entry and advancement in educational

leadership, AND

® Oruanizations cause inequity. Formal and informal policies and practices create barriers to women's preparation, entry, and

advancement in educational leadership.

So what can be done?

e Try to change individuals.
e Try to change organizations.

‘This is what SEEL did :

SEEL tried to learn more about the problem and the solutions by :
e finding out about public attitudes toward female administrators (completed) 2
e documenting the screening process of an administrative hiree (partially completed)
e describing those women who are currently administrators (completed)
e documenting the advertisement, recruitment, screening and selection of every administrative opening in Oregon for one

year (completed)

SEEL tried to change individuals by :

publishing the SEEL Report quarterly (completed)
organizing yearly state conferences (completed)

providing career counseling to women (completed)

0o 9000000

SEEL tried to change organizations by :
e forming a state-wide advisory group (completed)

teaching classes on a regular basis (completed)

preparing materials, books, research reports (completed)
recruiting women to educational administration programs (completed)
providing service to individuals seeking administrative positions (completed)

providing consultation on male-female working relationships (completed, changed from original idea)
making presentations to local, state and national groups (completed)
directing efforts toward persons in career counseling (not completed, changed)

v

changing administrative requirements to include sex role issues (completed)
organizing Oregon Women in Educational Administration (completed)

recruiting women into intern programs (not completed) :
investizating and creating part-time and joh-sharing positions (not completed)
providing services to school districts in sex fair and affirmative hiring tcompleted)

persuading organizations to give high priority to equity issues (not completed)
making materials available to organizations (partially completed)



Oregon is the second largest Pacific Coast state. Tt
has four natural geographical regions. Fivst is the heav-
ily populated Willamette Valley which includes Port-
land and FEugene, plus most of the industry and agri-
culture. Second is the less populated coastal atea that
relies on tourism. Third is the southern area which is
oriented toward the lumber industry and is politically
conservative. Fourth is the relatively uninhabited east-
ern Oregon region, covering more than half the state
tending to be politically conservative.

The geography and politics were important in plan-
ning project activities. For instance, one SEEL em-
ployee visiting schools in the eastern section of the state
traveled 10,000 miles in six months. In 1974, there
were 12 counties out of 36 that had no women in an ad-
ministrative position in the public schools. All of those
12 counties were in eastern Oregon. When administra-
tors in the area were asked why there were no women in
management positions in schools, the immediate jesting
reply was, “Well, here we still believe men are men, and
women are women.

The SEEL Project, as a state-wide change effort, had
to consider such geographical variation. Yet Eugene, in
the center valley region, was the location of the SEEL
Project, where many activities were carried out. Eugene,
as the home of the University of Oregon, tends to be
more progressive in political and social concerns.

In 1976, there were already some cousciousness activi-
ties about sex inequities ; there had been a few statewide
conferences on education and sexism. For example, in
Eugene. Warren Favrell, the author of T'he Liberated
Man, had been a keynote speaker at a well-attended con-
ference where a superintendent of schools had partici-
pated in a parody of a beauty contest. In 1976, some
stalewide resources were also available. There were in-
dividuals who were aware of and trained in the issue of
sex roles. There was some understanding of the political
nature of the issue, so a few organizalions were willing
to include topics of sexism on their programs. There
were other locations, however, where SEEL members
learned to avoid terms like “sexism” or “sex-bias” or
“sex-fair materials”; one person thought “sex-fair” in-
dicated an event. In other places, sexism was thought to
mean sex education. By 1976, some progress had been
made throughout the state and the climate was ready for
increased activity regarding sex role issues. Yet there
was much work to be done.

It is important to note the SEEL Project began with
a staff who had an extended family of professional and
personal contacts in Oregon. Although only one native
Oregonian was on the project, most of the staff had lived
there for many years. This familiarity perhaps was to
their advantage. Someone on the stall was familiar with
leaders in most relevant institutions and they had nu-
merous contacts in the universities, state agencies, and
local school districts. Others knew researchers, consult-
ants. and politically active feminists. Usually at least
one staff member knew someone who could serve as an
entry point to almost every significant person or power

# Schimuck. Sex Diflerentiation, 1976,

structure with which SEEL needed to interact. Although
this familiarity might have limited the kinds of contacts
that were made, most members believed it was a valu-
able asset. Staffs without such familiarity must often
take years to build up such a network of contacts.

A Description of Project Staff
Members and Working Norms

Action projects depend heavily on the individuals in-
volved. Not only are individual skills and capabililies
important, but personality characteristics, behaviors
and values are equally important. The SEEL staff mem-
bers were decisive ingredients in the success or failure
of the activities carried out.

There was a general division of labor because most
people worked only part-time. The following list de-
scribes the staff positions, general full-tims equivalent
(FTE), and major responsibilities:

Director (1.0 FTE)—-general project coordination,
teaching, writing and field work.

Senior Investigator (.3 FTE)—writing, teaching, su-
pervising, research and evaluation.

Research Associate (.2 FTE)—writing, teaching and
staff consultant.

Research Associate (.5 FTE)-—coordination of Ore-
gon Network.

2 Graduate Research Assistants (.3 FTE each) —eval-
uation and documentation.

3 Graduate Research Assistants (.3 FTE each) —writ-
ing, teaching and field work.

1 Research Assistant (.5 FTE)—editor of SEEL Re-

port and staff support.

1 Research Assistant (.5 FTE)
1 Secretary (.5 FTE)

and clerical support.

first year only.

general project coordination

The staff’s professional backgrounds varied; some
areas included law, special education, sociology, coun-
seling, public school teaching. consulting, communica-
tions and anthropology. The two senior staff people
were a sociologist and an educator. There were many
complementary attributes of the two primary investiga-
tors. One was emiployed within CEPM. the other within
the Sociology Department. One was trained primarily
in reseavch methodology and statistical procedures, the
other was a practicing educator who had conducted
school consultation and training in group processes. The
ages of the stalf spanned approximately two decades
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from late 20s to early 50s; some were married, others
divorced or single. Some had children. All were white,
except a black woman who job-shared the Research
Assistant position the first year. Two were male.

Staff Skills

At the first retreat in 1976 the staff noted how peo-
ple’s strengths. skills, and other qualities complemented
one another. There were people who had skills in public
speaking. teaching, consulting, writing, editing, graph-
ics. curriculum development, evaluation. and research
design. Equally important as the variety of talents was
the variety of personalities. There were people who were
charismatic leaders and people who were concerned
about group processes. There were planners and organ-
izers who could chart out future directions. There were
detail people who could follow through on activities.
There were people who would always question the value
or the validity of tasks. And there were people to talk
to about problems and feelings. At the end of the first
meeting in 1976, a staff member summarized, “The
group seemed terribly impressed with the variety of
talents and skills—no one seemed to get stuck with
anything they saw as scut work-—all seemed to feel
quite positive.”

In 1977 an outside case evaluator wrote about the
project staff:*

The project staff works as a viable team with a
diversity of approaches and personalities but with
a oneness in its enthusiusm and commitment to
the project. Each staff member is encouraged to
take on responsibility as well as to delegate an-

tFernandes, Kathy, Report on First Site Visit. Washington,
DC: American Institute of Research, 1977.

1.1

thority with comfort. I was impressed by the will-
ingness of each staff member to take the initiative
in all of the project activities whether large or
small; at the stafl meeting, for example, at least
two people volunteered (one with primary respon-
sibility and one to provide back-up assistance)
for each of the many tasks involved in planning
the upcoming conference. The staff has evaluated
its own strengths and weaknesses as a working
unit.

Working Relationships

A particularly strong SEEL work norm was the equal
value given to professional and personal goals; most
staff members believed it was important to know and
understand each other personally and professionally.
This norm, combined with the dedication to the mission
of increasing the number of women in educational ad-
ministration in Oregon, made SEEL a highly charged
project. The norm of personal and professional life in-
tegration was established immediately during the first
staff meeting, a two-day retreat at a member’s home to
bring everyone “aboard.” How the staff worked to-
gether was just as important as what work got done.
They were committed to improving the quality of their
work life, as well as to breaking down the barriers that
inhibited women from seeking administrative careers.

Some staff members had extensive background in
group dynamics and organizational development. These
people were consistently forceful in persuading others
that staff retreats were critical, so retreats were held
every six months. In some instances, outside consultants
were used; at other times, staff members took on re-
sponsibility for designing and convening the retreats.
Weekly stafl meetings included both task and emotional
concerns. These weekly meetings had three designated



roles—a convener, a recorder, and a process person. The
convener outlined agenda items, kept the group on tar-
eet, and kept time. The recorder took minutes and the
process person conducted an evaluation of the meeting.
The roles were rotated- each week. Perhaps because of
the number of people trained in consultation, they fol-
lowed the basic tenet of social psychology that groups
have formal and informal aspects, as well as work is-
sues and emotional issues. SEEL members tried to deal
with all of these issues periodically, so that tasks were
not inhibited because of unresolved conflicts. In gen-
eral, they were successful. SEEL was an ideal work
setting for most people: they were working on an issue
they cared about deeply ; they respected their colleagues;
they believed in democracy and they felt the quality of
work relationships was important. For several stafl mem-
bers, the SEEL Project was a high point of their per-
sonal and professional lives. ;

Despite the generally positive working relationship,
there were some problems. A major weakness was that
some individuals were too fearful of hurting others’
feelings. Although members were supportive, they were
not eager to confront others; people were hesitant to say
something that might hurt somebody.

A second weakness involved the different personal
and professional styles of two senior staff members.
Whereas one liked to work quickly and to confront dif-
ferences head on. the other disliked direct confronta-
tions. Whereas one liked to gather data, think carefully,
and arrive at her conclusions systematically, the other
sometimes grew impatient with this style. Although both
understood their different styles, they never became
comfortable working together. This unresolved con-
flict took its toll on other staff members, especially
graduate students. who felt close to both people and
who were often dependent on both of them. It was re-
solved primarily by explicitly structuring work loads
and assignments so that the two people were not highly
interdependent.

This conflict illustrates the importance of having
working relationships that support, rather than detract
from, the tasks of a group. Although SEEL Project staff
was a functionally effective group. the emotional under-
tones undoubtedly interfered with some productive
work.

In the following sections, three examples are pre-
sented to illustrate how the staff worked and the kinds
of problems that arose. The illustrations include (1)
project changes in stafling, (2) the agenda and results
of the first staff retreat, and (3) a prototype of a weekly
staff meeting. In the last major section crucial ideologi-
cal and strategy changes in the project will be dis-
cussed. The illustrations are to provide a picture of the
project at different time periods. Frequently, a project
description indicates that if people diagnose carefully,
plan systematically and work effectively, their efforts
will be successful. In reality, as noted earlier, all change
efforts are influenced by a number of uncontrollable
variables: plans change, people learn and external
forces intervene. This is the reality of action projects
attempting to change the social order.

A Description of Selected
Projccr Acrtivities

.

Although most of the activities designated in the
original proposal were carried out, some important
changes occurred during the life of the project. Notably,
SEEL members changed plans regarding staff and ques-
tioned or changed theiv stance on a major substantive
arca. Also, during the first year events occurred which
dramatically changed the course of the project.



Staffing Changes

The original plan was to hire two graduate research
assistants. Eventually, five weve hired. This is one major
fact of a university-based project that may not be true
elsewhere. A pool of highly capable people is available
to work as graduate research assistants. In the first
case, job descriptions were sent out to graduate students
and the screening committee could not decide among
three, so all were hired at approximately the same 1°.T.L.
In the hiring of the other two graduate assistants, an
unfulfilled need became quickly apparent. In January
1977, the SEEL staff became concerned that data were
“slipping through the cracks.” The) could not pldn
strategy, develop programs, be out in the field, and si-
multaneously keep track of what they did. A project
documentor was needed. This need was indicated in a
February 1977 memo entitled, “Plugging the Docu-
mentation Holes, or How to Nail Jello to the Wall, or
Answers to the Question, ‘What the Hell Does a Docu-
mentor Do?’” They again advertised for a graduate
assistant. Again, there were two finalists between whom
the staff could not decide and again, the staff split the
one job into two with reduced F.T.E.s so that both appli-
cants could be hired.

It also became apparent that an all-female staff might
present some problems. Within CEPM there had been
jokes about “reverse discrimination” and one CEPM
staff person noted, “You must be discriminating because
vou have only hired women.”” Two males joined the staff,
one in the first year as a graduale research assistant and
one in the second year as a research associate. It must
be noted that they added to the credibility of SEEL with
certain predominantly male audiences.

SEEL also changed in regard to the role of the secre-
tary. Staff members were sensitive to the fact that the
secretary’s job is typically regarded as a demeaning and
low-status position. At first lhc) agreed not to hire
secretary and to share secretarial chores among them-
selves. By January this utopian dream had fallen by the
wayside because essential work was not being accom-
plished. SEEL staff members had confused the low
status generally accorded the secretarial role with the
actual demands of knowledge, expertise, and continuity
of attention that the position required. A secretary was
hired, and she quickly became an indispensable resource
for the staff.

The First Retreat: A Case Example

The retreat is described in some detail because norms
gel sel very early in interdependent work groups. This
dp-(uptlon can give a flavor of the processes used and
the work norms Lalablx&hul

The first retreat was held October 11-15, 1976, at the
home of a resecarch associate. It had three purposes:
(1) to become acquainted, (2) to understand the project
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goals, and (3) to make work assignments. The retreat
was designed so that the first day was primarily for get-
ting acquainted and the second was for getting the tasks
underway. An outside consultant was hired to convene
the group, and she planned the design with the help of
some project members.

Personal and professional relationships
The consultant formed people in pairs to talk about
themselves with every other person on the project. Next,
the writers of the proposal discussed their vision of the
project, and the work it would require. Staff members
next shared their profcssional and personal interests
and skills by answering the following questions:

® What are your personal concerns, fears, misgiv-
ings, and hopes about being in this project?

® Share your background including education, job
experiences, marital history, interests, etc., or whatever
you think will give us an insight into how you will inter-
act on this project.

e Whatsorts of resources do you bring to the group?
What kinds of skills, resources and information would
you like to gain from people in this group?

The stafll members sat in a large circle and each per-
son took five minutes to answer the questions. Individ-
uals varied in their answers; some responded in very
personal ways about painful memories such as the trau-
mas of divorce or separation and a daughter’s recent
mental breakdown and suicide. Others shared in less
specific ways about anxieties and fears. For some, it
was a unique and new work situation; for others it was
an accepted pattern of working. This sharing early set
the tone that openness about one’s personal life was
legitimate in the workplace. The degree to which people
were public or private about their personal life remained
varied throughout the project. Some people shared a
lot of personal concerns; some only related work issues.

Working Agreements The consultant present-
ed a problem solving design and the staff was asked to
brainstorm ideas for “How are we going to work to-
gether as a group?” They listed 28 different working
concerns and agreed to check periodically on how they
were working. Some of the agreements about working
together were that there would be discussions of how
each meeting went which was led by a process person,
that convener and recorder roles would be rotated, that
it would be OK to ask for help, that some tasks didn’t
have to be perfect, that individuals should be free to say
“no” to tasks they didn’t want to do, and that the direc-
lor was to initiate ideas and provide direction.

A second round of questions focused on the personal
work styles and feelings about feminism. The questions
were:

@ Share with us your personal strengths and weak-
nesses. What sorts of responses do you want or not want
to these x!rl'ngl/l.s' and weaknesses?



® What are the personal roots of your feelings about
feminism and/or work?

® What kinds of things do you see yourself doing in
two, five, and ten years?

This round of questions gave stafl members ideas
about personal styles in working together. For example,
one person said, “I don’t care if you say you can’t or
won’t do a job, but if you say you will do one by a cer-
tain date and don’t produce, I consider it a personal
betrayal.” People lecarned not to miss deadlines when
that person was involved. Although such an exercise did
not guarantee that all problems would be avoided, staff
members believed it helped develop shared expectations.

They also learned of differences in each other’s com-
mitment to feminism which ranged from apathy to ar-
dent support. Generally, they thought it was valuable to
have such diversity represented, although most became
increasingly militant during the three years. They dis-
cussed the group’s process during the day, evaluated the

meeting, and adjourned to the director’s home for a pot-
luck dinner.

One staff member wrote, “Was a long and tiring ses-
sion because of the emotional energy involved—but was
worthwhile—felt I really got to know the people in-
volved. The group members seemed somewhat shy with
each other but are getting looser. All are very open and

honest people—no abrasive personalities. All are very
bright.”

A division of labor The proposal writers gave
an overview of the 22 activities and immediate tasks
were starred. People volunteered for those tasks in which
they were most interested. Fortunately, someone was
interested in every task. The total group divided into
three task groups and brainstormed tasks and deadlines
for an hour; their solutions were then reported to the
total group. This process was repeated and people signed
up for three more tasks, brainstormed. solutions, and
again reported to the total group. By the end of the

First SEEL Staff Meeting Agenda

Thursday, October 14

9:00- 9:30

0:30-10:30
10:30-10: 15
10:15-12:15
12:15- 1:00
1:00- 1:15
12152015
245 2150
2:30- 2:45
+35- . 4:30

Warm-up by consultant

Overview by consultant

The project conceptualization by co-investigators

Break

Round 1: Get acquainted questions, led by staff members

Lunch

Minilecture: A problem-solving strategy, situation target, proposal, by consultant
Targets: how would you like to see this group operate? Brainstorm

Input: PERT: a task and timeline by research associate

Break

Round 2: Get acquainted questions, led by three staff members

Friday, October 15

9:00- 9:30
09:30-10:30
10:30-11:30
11:30-12:00
12:00- 1:00
1:00- 2:00
2:00- 2:30
Zeai) 2:15
2. 12

Warm-up, by consultant

PERT: overview of the 22 activitics, by co-investigators
Three task groups: job-sharing, advisory board, maintenance
Task groups report to total group

Lunch

Three task groups: newsletter, conference, courses

Task groups reporl to total group

Break

Debrief: how did it go, by consultant
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first day. six major tasks had been outlined and work
assignuments made.

Debriefing Inmost work sessions, debriefing was
the final activity. Debriefing was a simple process de-
signed to find out how members felt about the meeting
and what could be done to make it more effective.
The debriefing for the first retreat indicated the high task
orientation and that members began to identify with
the work. One member said, “I don’t feel the project is
theirs (the proposal writers) anymore; I am part of it.”
The group had begun. This first staff retreat was de-
scribed in detail because it was typical of how the staff
worked throughout most of the project. The norms were
bezinning to be set. Nine months later, the resident eth-
nographer described the working norms which looked
fairly similar to the initial list of agreements.

A Weekly Staff Meeting

Throughout the three years SEEL established a weekly
meeting time, although meetings were often cancelled
if the agenda was not full. Since most people worked
only part-time, schedules were diflicult. At each stafl
meeting. there was a different convener, recorder, and
l)l‘()('f‘is I)(‘l'ﬁ()".

The agenda was kept on a bulletin hoard and anyone
added to it. Usually the director had the most contribu-
tions, since she was the only full-time person and had
the larger vision of all project activities. The convener
began the meeting (they usually started on time) by
determining how much time each item would take. Each
meeting began with an “update”—a chance for every
person to say what they wanted. Following is one ran-
dom staff meeting agenda. It occurred in January 1978.

Item Type Person Time
1. Staff up-date Information  Everyone 15 min.
2. Reevaluation of

consultant role Discussion Director 10 min,
3. Administrators’

Conference Decision Director 15 min,
4. Data collection at

conference Information  Evaluators 2 min,
5. Summer SEEL Report Decision Res. Asst. 10 min.
6. Telephone interviews  Information  ON Coord. 10 min.
7. Study for class Information  Res. Assoc. 10 min.
8. Uof O Faculty Award Information GRA 2 min.
9. Questionnaire/

meeting effectiveness  Discussion Director 30 min.

Later norms In January 1979, the staff summa-
rized their working relationships in retrospect. It should
be noted that this survey was informal and conducted
in an open meeting. It has been previously noted that
one weakness was staff members’ inability to confront
others directly, thus negative views might not have been
voiced. '

Climate They agreed the climate was generally
warm, supportive, personal and open. They also men-
tioned that it was collaborative and that there was room
for initiative and humor. All agreed that occasionally
the atinosphere was charged.

Communication The staff agreed communication
was usually good. Staff members thoughi the director
was interested in their ideas and listened well. Problems
arose most frequently because of part-time work; people
would occasionally miss what was happening.

Leadership style  All staff members agreed the di-
rector led in a participatory manner. They said she had
charisma, was action-oriented, effective, concerned with
individual’s needs, allowed considerable initiative and
helped the group coalesce.

Problem-solving  Staff members thought they were
poor problem identifiers and very competent problem-
solvers. They said they brainstormed for a complex
problem, that they thought well “on their feet,” that
they could build quickly and easily on other’s ideas, and
that the problem-solving was usually, although not al-
ways, a agroup pl'o('(‘ss.

Decision-making ~ Most staff members felt that de-
cision-making was usually democratic and that there
was a nice balance between group and individual deci-
sion-making. Most believed decisions were based on ex-



pertise and sensitivity. Two thought, in retrospect, that
consensus decisions had been used more often than was
necessary or eflicient. All said that the co-investigators
had veto power which they used when appropriate and
necessary.

Conflict resolution  Most felt that a conflict was re-
solved well when it was job related or about content.
Yet the unresolved conflict between the two staff mem-
bers was often apparent.

Differences between the SEEL Project staff and

other work groups Members noted that the open-
ness of emotions and the level of cooperation was higher
than previous groups they had worked in. They also
noted that humor was never used as a put-down, and it
was easier to admit mistakes and to ask for help than in
most groups. These differences were particularly strik-
ing to those who had worked in other groups which
were male dominated.

Crucial Project Changes

Although the issues of sex inequity had been syste-
matically documented and the original proposal hased
on reasonable plans for what would work, two major

changes occurred. One was a shift in ideology, the other
in strategy.

A Shift in Ideology: SEEL’s Position
Regarding Less Than Full-Time Work

Originally several people on the SEEL Project enthu-
siastically embraced the idea that there should be al-
ternatives to patterns of permanent full-time work. In
fact, a position on the SEEL Project for a research as-
sistant was designated as a job-sharing position for
underemployed people. (An underemployed person is
one who has skills and capabilities that are underused,
usually in a low-status and low-paying job.) There was
a great deal of interest in the job-sharing position; 135
people applied (89 women and 46 men) and 14 were
interviewed. Two were chosen, though one left in the
second year and was not replaced.

Some members on the staff attempted to change their
previous ideological positions regarding job-sharing.
Some people began research with strong values regard-
ing job sharing. One person said, “My personal reasons
for wanting to job-share blinded my vision of other
people’s reasons.” With partisan views, some staff
cagerly attacked a study of alternative work patterns
which took a strong advocacy position. This eagerness
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and partisanship was evident in the original proposal;
a job-sharing position within a school district was to be
created. This event never happened.

After a hastily prepared paper advocating the use of
alternative patterns to meet aflicmative action guide-
lines” and a more thoughtful scavch of the literature®
some of the impassioned fever changed to reflective
scepticism. One stafl member pointed out that use of
nontraditional work patterns could “be an actual cir-
cumvention of the intent of aflirmative action regula-
tions. Job sharing also might divert attention from the
need for full employment and for hoth men and women
to share equally in family tasks because too often it is
scen as a way to help women work and raise a family
too.”"

For instance, aflirmative action statistics could easily
be “padded” by splitting one job into two half-time posi-
tions and counting two new women incumbent as two
new employees. Some staff members also feared that
promotion of job sharing as a way to allow women “to
work and care for a family too™ would simply perpetuate
sex-role division in the family. Finally, given the low
salaries most women earn and the fact that most work-
ing women work because their incomes are needed to
support their families, joh-shariug was seen as a real-
istic alternative for only a minority of women. Although
some staff people continued to believe less than full-time
work alternatives was a worthy goal for men and women,
they feared it could backfire as a strategy for change.
Perhaps attention to job sharing could divert attention
from the even more important needs of full employment
in well-paying jobs for women.

A Shift in Strategy:

An Audience Change

In February of 1977, what should have been a rela-
tively minor event in the chronology of the project, the
“Las Vegas Trip,” became a major change point in the
direction of the project.

The director was asked to speak at the convention of
a national group of administrative women in Las Vegas
on February 23-24, 1977, and to make a presentation at
the annual convention of the American Association of
School Administrators (AASA). This was a major pres-
entation before a national audience of administrators.

The director and three staff members agreed to make
the presentation and wrote a careful, well-documented

3 Schmuck, Patricia; Kalvelage, Joan and Arends, Jane, “Re-
ductions in Force and Affirmative Action.” FEducational FEco-
romics, January/February, 1978.

 Stockard, Jean and Kalvelage, Joan. “A Selected Annotated
Billiozraphy on Job Staring.” Unpublished paper, CEPM, Uni-
versity of Oregon, 1977,

“ Kempner, Ken, Pougiales, Rita and Stockard, Jean. “ldeo-
logical Development in Plauned Social Cliange Projects”” Un-
publichied paper, CEPM, University of Ovegon, 1979,
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speech on the position of women in administration
today. They practiced the speech with the SEEL state
advisory board and were told, “The audience will walk
oul.” It was agreed the speech was inappropriate and
would have to be “jazzed up.” One speech was scrapped
and another version prepared. A media person was in-
vited to hear the new talk and help prepare a flap chart.
His feedback was quick and direct, “That’s tacky.” He
suggested preparing a slide-tape show. Upon objections
that most SEEL members didn’t even know how to
operale a projector, he replied, “Don’t play into the
stereotyped image of helpless women!” That, of course,
was an irresistible challenge and in ten days of picture-
taking, script-writing and editing, they prepared a slide-
tape show and headed for Las Vegas.

The director later wrote abhout the reception of the
slide show with the women’s group, “The slide show
was very well received and the empathy of the women
and the energy they generated around the issue was ex-
citing to us.”” At the women’s meeting, a male speaker
focused on the issue of women not using their power.
He accused the women of being “pussy cats,” and de-
clared that women’s representation in school manage-
ment was women’s problem—not the problem of the ad-
ministralive organization. He pointed out the adminis-
trators’ organization was helping but it was not a prior-
ity issue and said his organization would respond only
if women demanded a rvesponse. His statements should
have prepared the SEEL representatives for what they
would find.

The SEEL group had anticipated presenting infor-
mation to the national group of administrators, One
graduate assistant wrote, “I was just a wide-eyed little
girl who was sure all sorts of wonderful people would
come and be impressed by our message.” The space
allocated at the convention center was in a very large
room with four groups making separate presentations.
Each group had a corner with a circle of 16 chairs. The
SEFEL staff was in a far corner. When the room filled up,
they found they were very conspicuous because they
were female. They were also conspicuous because of the
absence of participants; a black man, a few women, and
several friends made up their token audience. One man
said he didn’t need to hear about sex equity in educa-
tional leadership; he already had his Title 1X officer
who was “a cute litle girl who’s really doing all right.”

Of the 20,000 administrators in Las Vegas, only two
men came to the SEEL presentation. Staff members had
a variety of reactions. The graduate students were very
disappointed, and one said they had “worked for noth-
ing.” One staff member kept trying to lift their spirits
by saying, “But that’s data,” and the director noted,
“This just isn’t going to work.” No one at that national
meeting appeared concerned about women’s participa-
tion in educational administration; even the women’s
caucus was poorly attended.

As in most social change projects, events and plans
do not occur during what is considered “normal work-
ing hours.” The divector and a rescarch associale shared
a room at a Las Vegas motel. They were frustrated and
convineed that presentations were not the way to create



S
Achieving Sex Equity:
Changing
Individuals” Attitudes
and Expectations



A female junior high school vice principal filed a
grievance and questioned her district’s hiving two white
males as vice principals. At a school board hearing, she
testified:!

I have been told frequently and carnestly by sev-
eral building principals that, “I’d hire a woman
if I could find one interested or gualified.” I am
reminded of the Scattle School Board memo of
1948 which read, “Will hire a Negro if a compe-
tent Negro can be found.”

At that same meeting the only female high school vice
principal, a woman who had served in that capacity for
many years, also testified. Upon completion of her testi-
mony, she was asked by a male board member if she
had ever applied for a high school principalship. When
she said that she had not, the board member replied,
“Well, you certainly have not helped your cause.”

This school board hearing illustrates a common phe-
nomenon called “blaming the victim.” The blame for
women’s scarcity in school administration is laid at the
doorstep of women themselves. It is said that women are
not administrators because they are not interested or
qualified or they do not apply.

This chapter is a review of the facts regarding wom-
en’s absence in public school administration. Generally,

1 Fugene Register-Guard, Tuesday, November 7, 1979, p. 9A.
Article appears in Appendix.

the facts indicate that barriers: ave ereated to some ex-
tent by women, but barriers are also created by the
“watckeepers” to administrative jobs, those people who
hire administrators.

Women are the majority of classroom teachers. This
is the pool from which administrators are groomed and
selected. Fven though women’s proportional represen-
tation has been rveduced to its level in 1870, women are
still the majority of educational professionals. Research
on women’s carcer aspirations does, in fact, indicate
that many women educators pursue different caveer
paths than their male counterparts. And, although
many women leave classroom teaching to work on ad-
vanced degrees and certification for jobs other than
teaching, they often do not pursue degrees in adminis-
tration. Although women educators’ advanced training
is comparable to mens’, women have been a minority of
eraduate students in departments of educational ad-
ministration. The facls are that women, more often than
men, are not geographically mobile and they do not
move from school district to school district in upward
advancement. Women are also a distinet minority of ap-
plicants for administrative jobs. In 1974, women ¢om-

2For a comprehensive review of the literature on women's
aspirations, see Beek, Hilda Ness. “Attitudes Toward Women
Held by California School Board Members, Superintendents,
and Personnel Directors, Including a Review of the Historical,
Psychological and Sociological Foundations." Unpublished' dis-
sertation, University of the Pacific, 1978.




prised only 14 percent of the applicant pool for admin-
istrative positions in one urban Oregon school district.”
While all these facts are supported by the evidence, il
cannot be simply concluded that women are solely to
blame for the sexual imbalance in administration.

Why are women such a minority at the early stages
of preparation for a career and for entry level position
in educational administration? Certainly women them-
selves are culpable. Yet, unlike men, women face a lack
of same-sex role models, a lack of encouragement, a
lack of opportunities for leadership, as well as subtle
and blatent discriminatory hiring practices and atti-
tudes which demean women’s capability.

Thus, an altempt was made hy the SEEL Project to
reach two major audiences: potential female aspirants
and those people in positions to encourage, provide
opportunities, and hire women. The purpose of the proj-
ect was Lo increase the number of women to prepare and
apply for administrative positions by changing people’s
attitudes and expectations. The activities described in
this chapter were designed for “people change™ It
was assumed, however, that changing attitudes, aspira-
tions, and expectations of individuals would not be sufhi-
cient. SEEL attempted to reach many different levels
and other activities were planned o change organiza-
tional processes.

Attitudes and Expectations

=Y - ,7 =
chardmg Women

Six common barriers to women in K-12 administra-
tion are described in this section. The SEEL strategies
used to reduce these specific barriers follow.

Administration as a Male Sex-Typed
Role: The Extra Burden of Being a
Minority

Women’s scarcity in administrative roles does not
necessarily indicate that women lack ambition, are fear-
ful of success or are incapable of assuming leadership.
Rather, work in schools is segregated by sex in the same
way as the labor market in general is segregated. Ad-
ministration has come to be defined as a male sex-typed
job. It is difficult for women to move into occupations
defined as “male.” Women face difficulties in bringing
together the disparate stereotypes about being a female
and being a boss. It is also an extra burden for women
to be a minority. Just as women have difliculty in being

4 Sclunuck, Patricia. Sex Differentiation in Public School
Administration. Arlington, Virginia: NCAWIE, 1970.

Hornstein disensses four different change orientations. See
Hornstein, Harvey AL “Social Psychology as Social Intervention.”
In Deutsch, M. and Hornstein, H. (Eds) . Applying Social Psy-
chology : Implications for Research, Practice und Training.
Hillsdale, New Jersey: Lawrence Elaum Publishers, 1975.

admitted in administration, it is diflicult for men who
move into any traditionally female professions. Tran-
scending oceupational stereotypes is an arduous process.
Ior instance, when the traditionally female role of nurse
is held by a man lie is referred to as a “male nurse,” al-
though the term “nurse” has no sex label. In schools the
expectations are that the leadership roles will be filled
by men. Consequently women who fill a role tradition-
ally defined as male not only face the demanding re-
quirements of the position, but the dissonance created
by Dbeing both a woman and a leader. A strategy for
change must address the problem of sex stereotyped
occupational roles.

Negative Stereotypes About
Women’s Capability

Administrative positions in the public schools are not
held by women partly because of negative stereotypes
about women’s capability. The view is that women ave
not emotionally stable, are not fiscally responsible. can-
not discipline boys, are not decisive and cannot exer-
cise leadership. Men are usually the gatekeepers to the
sacrosanct chambers of administration and some of
them hold negative views of women’s capability.

Society’s views about women are sometimes held by
women themselves. Some women believe they are not
capable of assuming leadership positions. They ques-
tion their ability by responding, “Who, me?” as illus-
trated in the following example. A woman teacher was
asked by her male superintendent to take on a special
assignment in the central office. He was sure that she
could do the job. Yet. when approached about the posi-
tion, her immediate reaction was, “Who, me? I couldn’t
do that job.” The superintendent convinced her that
she could do the job, and she was successful after she
learned 1o have confidence in her own strengths. A
strategy for change had to aim at reducing sex stereo-
types and at encouraging women to exercise their full
potential.

Same-Sex Role Models

The fact is most administrators are male. A woman
who became a principal talked about her initial entry
into administration. She said, “I had earned my admin-
istrator’s credential when 1 went back to school. But 1
never thought about becoming an administrator. Ad-
ministrators arve all men.”™™ Role models arve important
in public schools. In 1976 ouly 5 percent of the super-
intendents and assistant superintendents, and 13 per-
cent of the principals and assistant principals (most of
whom were elementary principals) were available as
same-sex role models for women.®

A Schmuek. NCARE 1970.

8 Foster, Betty and Carpenter, Judi. Statistics of Public Ele-

mentary and Secondary Day Schools. Washington, DC: Depart-
ment of HEW, 1976.



Role models are also important in preparation pro-
grams. Professors of educational administration are role
models for potential administrators. As Frances Dono-
van pointed out in 1938, most of the professors are men.”
Today that is still true. The 1977 UCEA Directory of
Women Professors in Educational Administration lists
only 73 women for participaling institutions in the
United States.®

Because there are so few female role models as pro-
fessors or administrators, students, teachers, parents,
and other educators do not have an opportunity to in-
teract with women in that role. Social learning theorists
point to the importance of role models of the same sex.
One learns skills and behaviors by emulating others; in
educational administration women see only a few other
womern. There is nobody to communicale to female stu-
dents or teachers that they might become educational
managers. Consequently, the SELL Project had to coun-
ter the fact that there are only a few female role models
to serve as inspirations to other females.

Encouragement

Women are a minority of administrators hecause sex
selective practices begin early in their careers. As al-
ready indicated, administration is a male sex-typed
position and the role models are men. Thus, women
need more encouragement than men to aspire to admin-
istrative positions. Yelt women receive less encourage-
ment than men.” One male high school principal re-
ported that his growing awareness of sex inequilies
caused him to actively encourage females who had
leadership potential. Yet he also realized that he ac-
cepted “no” from a woman more quickly than he ac-
cepted it from a man. Even with “raised consciousness,”
he approached males and females with a different level

7 Donovan, Frances. The School Md'am. New York: Frederick
Stockes Company, 1938. Reprinted New York: Arno Press, 1974

S University Council for Educational Administration. Direc.
tory of Women Professors of Educational Administration. Co-
lhuimbus, Ohio, 1977.

9 Gross, Neal and Trask, Anne. The Sex Factor and the Man-
agement of Schools. New York: John Wiley and Sons, 1976.
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of persistence. This fact is documented in one research
study; 38 percent of superintendents and  personnel
directors in six western states reported that they made
no efforts Lo recruit women for the elementavy principal-
ships even aflter the impetus of aflirmative action.™ Thus
the SEEL Project had to actively encourage women to
prepace for caveers in administration,

Job Information and Networking

The women teachers who potentially are qualified to
hold administrative positions have different experiences
than do men teachers. Even if a woman overcomes the
obstacles of male sex typing, fewer role models, and less
encouragement, she finds herself in a very different situ-
ation than men when she is ready to look for a job. “The
good old hoy’s network™ is a term applied to an informal
web of contacts that practicing administrators use to
recommend others for jobs, usually promoting them-
selves and their friends. As one high school principal
put it, “It is no evil liaison, it is just politics.”!! Because
very few women are practicing administrators or in a
position to hire others, they most often are not part of
this network. Male professors and male administrators
serve as sponsors and help other men find positions.””
Women do not get recommended for positions; further-
more, they often do not hear about available openings.
Therefore, eflorts had to be made to provide women
with access to job information.

Sexual Politics: Being a Minority

Women who believe their sex makes no difference in
the performance of their jobs are wrong. Being female
in our society is not only a biological phenomenon, it is
a political phenomenon. Consider, for example, the case
of a female superintendent. Community relationships
ave an important function of a superintendent. This re-
lationship is expressed in formal and informal ways. In
many lowns the informal ties between a superintendent
and a community are solidified through a superintend-
ent’s aclive role in community organizations such as
Kiwanis, Elks, or Rotary. Of course, these are male or-
ganizations. Male groups may feel some strain and ac-
commodation in asking a woman to speak to their
group. Because so much of the community life is male
dominated, the fact of being female in an important
communily relationship role makes the role more diffi-
cult.

“"(;ol)hlny, L. “A Study of Attitudes for Women in Six West-
ern States to Become Elementary Principals.”” Doctoral dizserta-
tion, Brigham Young University, 1970,

" Schmuek. NCAWE, 1976.

' Roze, Robert. “*Career Sponsorship in the School Superin-

tendent.” Unpublished doctoral dissertation, University of Ore-
won, 1969,



A woman must be able to diagnose the situation when
being a female will be detrimental to her performance.
One good example of sexual politics happened at the
beginning of the SEEL Project. The female project di-
rector asked the male Associate Dean 1o attend the first
meeting of the leadership team of an important state
group; three men were on the team. She helieved her
sex would work against her. The Associate Dean ob-
jected, “There is no need for me to come-—you are an
articulate person. You can negoliale on your own be-
half.” However, he reluctantly agreed to attend and
thereby experienced a clear demonstration in sexual
politics. While the female project director did all the
talking, the men responded and made eye contact with
the male. The male committee heard the female, but
talked only to the male Associate Dean and negotiated
through him.

While all individuals need to develop their own styles
of access to information and attempts to influence, wom-
en need to consider the impact of their sex. Women re-
main 2 minority in administration and need to learn
strategies to cope and to survive. A strategy for change
had to address the issue of women’s minority status in
administration.

SEEL Srratcgics to Ch;mgc
Individuals’ Atcirudes

and Expectations

The following sections report the various activities
carried out by the SEEL Project to change expectations
and attitudes. Information is provided about each ac-
tivity's purpose, procedure, and judgment of its worth.
In the appendix specific information is provided for
others who wish to adopt or adapt some SEEL strategies
for change.

Publishing the SEEL Report

The SEEL Report was a quarterly newsletter pub-
lished for three years. Its purpose was to inform people
of the issues and increase their awareness. Fach four-
to six-page issue cost approximately $370 (excluding
stafl time) and required from three to four months to
brainstorm ideas, prepare the layout. and go through
the printing process. One issue of the SELL Report is
included in the appendix.

Flach issue included a lead article about current re-
search such as “The Vanishing Woman in Educational
Administration,” “The Sally Syndrome Women’s Ca-
reer Aspirations,” “Attitudes Toward Women Adminis-
trators,” “Female Graduates in Administration,” and
“The Oregon Network.” Issues also included recent

legislation, information about conferences, letters to
the editor, and curriculum resources. Because the pro-
duction and printing process took three months, the
SEEL Report was used to discuss content that would
not he (uickly outdated.

As in any written product, identification of the target
population was essential. The SEEL Report was initially
sent to about 1,000 practicing educators. The list was
developed from the state school directory and included
superintendents, personnel directors, school board
chairs, and names from women’s groups. A return post-
card included in an early issue yielded about 100 addi-
tional people. Additions were made from participants
at various conferences, classes at the University of Ore-
gon, and direct contact with interested people. In addi-
tion, about 300 copies were sent to people in 12 other
states and Washington, D.C. The mailing list ultimately
grew to 2,000.

Two yearly surveys were completed: a mail survey
and a telephone survey. Although the solicited evalu-
ations provided little useful information, it was con-
cluded by the staff that the SEEL Report was a cost-
efficient strategy for raising the issue of sex inequity in
school management. The report seemed to he most
eagerly received by women who were in administrative
positions or thinking about such a carcer. Some com-
ments made were, “IU’s good to know others are in the
same position as me; it’'s an emotional support,” and
“The SEEL Reportis relevant to my future career plans.™
Currently, no other report about women administrators
is exclusively devoted to the K-12 level. Information is
provided about how to publish a newsletter in the
appendix.

The SEEL Report, by itself, was not viewed as an
effective way to change attitudes and expectations. In-
creased knowledge does not automatically lead to be-
havior change. The SEEL Report was, however, only
one activity to help individuals change their expecta-
tions and attitudes regarding women in cducational
administration,

Organizing Conferences

During each year of SEEL funding, a state conference
was held. In the first year SEEL was the major organ-
izer; in 1978 the conference was sponsored by Oregon
Women in Fducational Administration (OWEA was
formed in 1978) with support from the SEEL staff. And
in 1979, the final year of SEEL’s funding, OWEA as-
sumed full responsibility for the conference (although
the SEEL director continued to serve on the steering
committee and the SEEL secretary provided staff
support).

The first year conference was time-consuming, an-
xiety provoking and very expensive. It was hoped that a
large number of practicing male administrators would
attend, but they were notably absent. Despite these nega-
tive features, the conference’s structure, presentations
and opportunities for social contact received high praise
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from the 150 participants. The conference hrought visi-
hility to the project and an understanding of the SEFI.
Project goals.™

In the following two years, the conferences were
planned by OWEA. The OWEA confercnces were de-
signed primarily to attract women administrators. They
were held in a coastal town immediately preceding the
annual meeting of the state administrators’ group. The
OWEA conferences did not involve the time, money,
and energy of the first SEEL conference. OWEA’s con-
ferences were self-supporting and put on at a regularly
specified time and place. People within the state led
workshops and panels and were the speakers, The SEEL
staff believed that conferences were one effective way
to increase awareness, provide information, and build
state cohesiveness. Detailed information including work-
sheets about organizing a conference can be found in
the appendix.

Making Presentations

In addition to putting on conferences, SEEL members
made about 90 different presentalions to vurious local,
state. regional. and national groups. Although it was
difficult to assess the impact of such presentations, it
was reported by several women who were in the audi-
ence of a presentation that they began to view their

13 SEEL. The Sex Equity in Educational Leadership Con-
ference. CEPM, University of Oregon, 1977.

careers in a new light and scarch for new directions. It
was also reported by some men that hearing about the
issue of educational inequities caused them to reflect
on the encouragement they provided female teachers in
their buildings or districts. Public presentations were a
valuable activity. They helped reach people who might
not have been reached in other activities. Resources to
be used in presentations are in the appendix.

Providing Role Models and Mentors

There are not many female professors of educational
administration or administrators in local school dis-
tricts. Consequently theve are only a few women to act
as same-sex role models or mentors to other females.
Much of the current literature about women’s absence in
administration points to the necessity of having same-
sex role models and mentors. How could SEEL provide
female role models and mentors when they were not
available? The SEEL strategy included: (1) providing
information about how the lack of sume-sex role models
influenced women’s career decisions, (2) publicizing
and making visible the few females who could serve
as role models and mentors, and (3) actively encour-
aging women to think about careers in educational
administration.

Providing information about the problem helped
some women act posilively in the absence of same-sex
role models or mentors. One woman wrote, “It is time




for me to move upward and onwind or stagnate where
[ am ... reading about your project in the newspaper
has, at long last, caused me to act.” In another case, a
woman called the SEEL office to report on her career
development. She reported she attended a workshop at
the 1977 SEEL conference where the importance of
mentors was discussed. There were no females in her
district to assist her so she talked with her male princi-
pal and superintendent and asked them to help her with
her career goals. They did and she hecame Oregon’s
sixth high school principal about 18 months later.

Publicity and visibility about the few women who
were administrators proved a uselul strategy. Women
were often featured in the SEEL Report and women
were visible at conferences making presentations. Names
and addresses of all female administrators were dis-
tributed at conferences. One woman commented about
the SEEL Report, “It gives me an idea of other women
in educational administration.” SEFL tried to make
women visible and encouraged women who were admin-
istrators to make themselves available for counseling
others.

Visibility of women is apparently a critical factor in
female enrollment in graduate school. Although female
participation in educational administration has in-
creased in many universities, CEPM’s enrollment of
female students increased from two in 1975 to 32 in
1979. About 75 percent of the females currently en-
rolled in the program had personal contacts with either
the dirvector of the SEEL Project or other stafl mem-
bers. Even though only a few female role models and

mentors were available in the prepavation or practice of
educational administration, their visibility and accessi-
bility was important to other women.

Teaching a University Class

Universities and colleges are charged with training
future and practicing teachers and administrators of the
public schools. Information about sex roles and sex
stereotypes are not yet part of most students’ prepara-
tory programs. Women’s studies programs are filling
some of the void."! Yet in 1976 there was no class about
sex roles for educators at the University of Oregon. The
SEEL staff created and taught Sex Equity in Education
as a joint offering in the College of Education and
Women’s Studies. It was taught five times in three years.

The class was designed to provide information on
the theories and research on sex roles related to sex
lyping and sex inequities in classrooms and the occu-
pational structure of schools. Students included gradu-
ate students, a few undergrudunlcs. and always a pre-
dominance of women. It met in the evening to attract a
variety of people and usually there was a good mix of
practicing educators as well as university students. Pre-
and post-attitude student measures were taken but no

14 A review and partial listing of wonen's studies programs is
included in Howe, Florence. Seven Years Later: Women's Studics
Programs in 1976. Washington, D(:: National Advisory Counci!
on Women's Educational Programs, June 1977.
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significant differences were found. Most people enrolled
in the class already were sensitive about equity issues.
Yet students reported changes in their altitudes and per-
ceptions of the problem. The class was rated in the top
10 percent of classes at the University of Oregon. Some
student comments were:

Filling out the required class survey sheet was
relatively intense for me. It brought back all kinds
of bitter memories of school- feelings of inade-
quacy ; feelings of rejection and feelings of social
ineffectiveness. T still get real angry at the schools
back then. What makes me even angrier is when
schools today make the same mistakes. It seems
that we know too much and have come too [ar to
repeat the same mistakes again.

From the beginning to the end of the class seemed
a very up and down emotional experience. I got
high when the answers seemed easy, simple,
basic; I got real low when the answers seemed
buried in socialization. My wife could tell when I
returned home on Wednesday evening if the class
was concluded on an upbeat or a downbeat note.

Writing a Textbook:
Sex Equity in Education

The first class on Sex Equity in Education was organ-
ized around a series of 35 reprinted articles. The articles
were used because there was no single source offering
description. theory, and explanation for inequities in
education.!” After teaching the class one time the SEEL
stafl decided to write their own text. Sex Equity in Edu-
cation, published by Academic Press in 1980. One fe-
male student wrote:

Such literature was not available when I was in
grade and high school. Other than Sacajaweu
and the Statue of Liberty, 1 had few women to
revere. My hope is that this book. accompanied
by many others, finds its way into the classrooms
of our schools.

Providing Job Information

The Oregon Network was a research project investi-
gating the hiring of all administrators in 1977-78. It
provided services to individuals and districts. Although
the Oregon Network was essentially aimed at changing
district recruiting processes, rather than changing in-
dividuals, such a distinction may be semantic. The Ore-
gon Network also had an impact on individuals. One
service of the Network aided both individuals and dis-
tricts, The Directory of Administrative Candidates.

One intent of the Directory of Administrative Candi-

15 The following books were in existence, but they did not
provide a theoretical orientation needed for a university class:

Fizhel, Andrew and Pottker, Janice. Sex Bias in the Schools.
Rutherford, NJ: Fairleigh Dickinson University Press, 1977,

Harrizon, Barbara. Unlearning the Lie: Sexism in School.
New York: Liveright, 1973.

Frazier, Nancy and Sadker, Myra. Sexism in School and Seo-
ciety. New York: Harper and Row, 1973,

dates was to answer the problem raised by many school
administrators, “But [ ean’t find a woman to hire.” "The
directory demonstrated that there were interested and
qualified women. The directory included males as well
as females because SEEL staff members believed that an
exclusively female list would not be used by adminis-
trators who held negative stereotypes about females’
capability or who would hesitate to hire a woman as an
administrator, IT it were a totally female list, it might
not be used as much. The idea was to make the list as
useful as possible so administrators had a legitimate
recruitment source other than the “good old boy’s net-
work™ alone.

The directory listed the names, some information, and
the positions sought for 81 males (42 percent) and 113
females (58 percent) in 1977-78; in 1978-79 it listed
70 males and 75 females. In addition, it provided expo-
sure for people seeking new jobs. One user commented,
“My name has gotten around now more. | feel confident
that a job I want is forthcoming hecause of this direc-
tory.”” Others commented that it “gave me a better idea
of what the competition was,” and “gave me a better
idea of job openings and qualifications of searching
candidates.” The directory will be discussed more fully
in Chapter 5.

Providing Support Groups

Unique problems are faced by women hecause they
are a minority in administration. The isolated woman
administrator is (and remains) handicapped as long
as she is a token or minority. Women have less aceess
to information and are less capable of wielding real in-
fluence than are men in comparable positions. Indeed,
it is often said by women teachers that they do not want
to be administralors because they do not want to take
on the additional burdens of being a woman in a tradi-
tionally male job. The answer to this dilemma is that
women in such positions must “bond.” They must help
and support each other. Support groups can be as simple
as regularly meeting for lunch or they can be formal-
ized and hold regular meetings such as the Oregon
Women in Educational Administration. SEEL’s efforts
are discussed more fully in Chapter 4 and in the com-
panion publication, “Sex Equity in Educational Leader-
ship: Women Getting Together and Getting Ahead.”

Summary

Individuals create barriers to women’s entrance and
advancement in educational administration. In the past
three years, SEEL has experimented with a variety of
strategies to change attitudes and expectations. Although
the different activities tried by SEEL were created to
meet the needs in Oregon, all strategies were believed to
be within the capacity of other agencies, individuals or
organizations. They can be adapted depending on budg-
ct, personnel, and objectives. Resources, information,
and worksheets are included in the appendix.
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Individuals who become administrators  proceed
through a series of developmental stages including
grooming, formal training, socialization, and continu-
ing education. Administrators ave, in part, products of
the formal and informal training they receive. At each
stage of administrator development, there are harriers
to women’s entrance and advancement in.educational
administration.

Who 15 Responsible for

Tra.irning Administrators?

In most states there is a formal process of adminis-
trator preparation. Aspirants are required to become
certified by taking classes at a university. Mosl, if not
all, the professors are male. In classes women ave a dis-
tinct minority and textbooks are sex-biased.! Much of

1The sex bias in teacher training materials has been docu-
mented by Sadker, Myra and David. Beyond Pictures and Words:
Sexism in Teacher Education Textbooks. Washington, DC: The
American University, 1979.

an administrator’s training also happens informally, by
talking with peers about problems and solutions. Ad-
ministrative peces tend to be male and these informal
contacls often happen in places where women are ex-
cluded. There are also continuing education programs
through professional groups. Again, women are a dis-
tinct minovity and often have to tolerate uncomfortable
situations. As.one woman said:

[ never veally thought of myself belonging o a
minority group until T .went to a principals’ meet-
ing . . . 550 men and four women. [ thought to
mysell, “What are you doing here?” It was like
being at an Elks Club meeting. When the master
of ceremonices said, “Will you guys please stand
for the flag,” T was really aunoyed. [ was very sen-
sitive to-that and 1 am not a militant.*

Thus, SEEL anembers believed change should be
made in the formal preparation programs, informal
socialization procedures, and continuing professional
growth programs. In the following section, SEEL activ-

2 Schwuek, Patricia. Sex Differentiation in Public School Ad-
ministration. Arlington, Virginia: NCAWE, 1976.




ities designed 1o reach these trainings programs are
described.

University Preparation Programs

® What universities or colleges in your state formally
prepare administrators?

® Do they have courses or content in courses that in-
clude issues of equity in employment?

e Do the administrator training programs provide
any female role models?

® Is there a women’s studies program that includes
educational courses?

® Do the universities or colleges recruit women or
male their programs attractive to women?

An administrator in an Oregon school district called
the SEEL Project director. He was angry that SEEL

would be investigating school district hiring practices
without addressing the sexist nature of preparatory pro-
grams. His advice was, “Clean up your own shop before
you address school district problems.” Of course, he was
correct. Preparation programs for administrators serve
as an important barrier to equal employment or affirma-
tive employment practices.” Personnel, resources, and
student concerns perpetuate sex stereotyping and do
little to make programs attractive to women.

In Oregon administrators were trained in only two
universities. One university offered a certificate and
degree in educational administration; the other offered
only the principal certificate. One goal of the SEEL
Project was to “add courses or provide content on sex
role socialization and stereotyping” in the two universi-

3 There is an important distinction between the two. Whereas
equal employment is a neutral process ensuring nondiscrimina-
tion, afirmative action is the process of exerting additional effort
to recruit, employ, and promote qualified members of groups
formerly excluded. ;

What agency credentials administrators? .

Contact person

A Worksheet

Formal Prqoamtz'on ]’Or Admunistrators

What creden-  Are equity Are there Contact
List of Universities What degree  tial does courses female fac- person;
preparing administrators does it offer? it offer? available? ulty? Who?  Phone

What is the process for changing administrative requirements? __ e
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ties. SEEL’s goal was to establish a policy that all stu-
dents enrolled in administralor training programs he
required to study issues related to sex equity in educa-
tion. Although the goal was to change people, the stra-
tegy was based on reaching the system that trains ad-
ministrators. The hope was that increased awareness
might lead to behavioral changes for some people.

SEEL accomplished several of its objectives: the class
“Sex Equity in Education” was taught five times and a
textbook was prepared.’ A new class addressing sex,
race, and handicap in education became part of the
University of Oregon’s offering, and SEEL members
were invited to many other classes lo discuss sex equity
issues. SEEL members did not, however, teach a class
at the other university offering the certificate, although
presentations were made in at least three different
classes. SEEL’s inability to carry through the original
goal was, in part, due to the amount of time involved in
the production of materials. For other states, however,
materials for courses in universities have now been
developed and are available.®

In addition, two SEEL members were on committees
for a consortium of all state universities and colleges
that had teacher training programs. The committee de-
veloped guidelines for all institutions to review their
hiring practices, class offerings, and counseling pro-
grams to assure they were equitable. Atthis writing. it is
unclear how the institutions will use the guidelines.®

Certification Boards

What agency certifies administrators?

]
e Whatare the requirements for certification?
® Is equity addressed in any requirements?

®

How can requirements be changed?

Most states have certification requirements for admin-
istrators. One way to assure that equity issues are ad-
dressed in all preparatory programs is to change the
certification requirement. It has been changed in Ore-
gon. The standard principal and standard superintend-
ent endorsements now require knowledge about equal
opportunity and affirmative action. The testimony con-
cerning this requirement is included in the appendix as
a model for other states.

Further developments in Oregon occurred, however,
at the legislative level. Revised Statute 342.123 stated:

In addition to and not in lieu of any other law or
standard or rule by the Teacher Standards and
Practices Commission, .the Commission shall re-
quire that after September 1, 1978, an applicant
for a teaching certificate or any renewal thereof
demonstrate knowledge of Title VI of the Civil
Rights Act of 1964, Title IX of the Education

1 Stockard, Jean, Schmuck, Patricia, Kempner, Kenneth, Wil-
liams, Peg. ‘Edson, Sakre, and Swith, Mary Ann. Sex Equity in
Education. New York: Academic Press, 1980.

5 See the resource list in the appendix.

S Interinstitutional Consortium for Career ‘Education. Sex
Role Stereotyping Guidelines for Teacher Educators. Marion
Education Service District, Salem, Oregon, 1978.

Amendments of 1972, and federal statutes pertain-
ing thereto, as well as state statutes prohibiting
discrimination,

Consequently, in Oregon all professional employees in
education must “demonstrate competence in law pro-
hibiting discrimination.” Although school districts and
other educational agencies are still reeling from the
implications of this rule, a certification change of enor-
mous impact has occurred at the legislative level.”

Informal Seocialization Processes

o How do teachers become interested in administra-
tion?

® What opportunities are provided for women to
decide whether they wish to become administrators?

® What linds of encouragement do women receive
at the building level or in the central office?

It is difficult to isolate and identify the various in-
formal socialization factors involved in a career deci-
sion to become an administrator or to advance. The
previous chapter noted how encouragement is one in-
formal socializer. It also pointed out how encourage-
ment was provided differently to men and women teach-
ers. Because identification of these subtle processes is
so diflicult, systematic intervention was virtually im-
possible. SEEL did not, in fact, attempt to intervene
other than by providing awareness activities at confer-
ences, by making presentations, or by distributing pub-
lications. Individuals, especially women, became in-
formed about the informal grooming process and were
provided strategies to understand the sexist implica-
tions of school or district policies and practices. Direct
interventions ‘were up to the individuals involved.®
Through these practices, it was hoped that more atten-
tion would be brought to bear on the subtle grooming
and sponsorship procedures that seem to favor men.

Continuing Education
for Administrators

-® What groups or .agencies in your state provide
workshops,conferences,or seminars for administrators?

® o equity concerns appear regularly in these pro-
grams?

® Do women appear on the pragrams?
o How does a-person get on a program?

Administrative training occurs in settings other than
universities, Usually states ‘have provisions for syste-
matic and continued administration training such as

¥ Caulfield, Barbara. Discrimination and the Oregon Educator.
Teacher Standards and Practices Commission, Salem, Oregon.
1979.

8 This topic is addresed more fully in Smith, Mary Ann. Sex
Equity in Educational Leadership: W omen Getting Together and
Cetting Ahead. Newton, Massachusetts: Educational Develop-
ment Center, 1980,



A Worksheet

Continuing Education Programs

Contact
person

Important Organizations
to reach

School boards
Guidance counselors

Admin’s groups:
stale organization
elementary principals

superintendents

Others

Teacher groups:
state inservice days

special state conf’s

Others

Women’s groups:
NOW
- AAUW
Women's Political
Caucus
League of Women Voters

Others:

Conference
dates

Who can be

on program?

Who will assume
responsibility for
contact?




summer workshops, state programs, indistrict work-
shops, or provisions of technical assistance. Typically
these programs are male-dominated, but they should not
be overlooked as forums for equily issues.

SEEL had some successes and some failures in influ-
encing administrator groups to include equity issues in
their continuing education programs. One agency as-
sists new administrators. In 1976 this agency was con-
tacted and asked if they would include programs about
sex equity for their students. They did not. It was pri-
marily a male group. As women moved into the group,
there was more interest; yet it never became a formal-
ized part of the training. SEEL members did not pursue
providing training to this audience; perhaps reasoned
arguments, persistence, or confrontation may have
brought about a more favorable conclusion. '

Most administrators in Oregon belong to one associ-
ation. The association conducts many workshops and
seminars around the state and holds an annual confer-
ence. Some progress is evident with the administrators’
association. Increasingly, more women appear on the
program at the yearly conference. It has sponsored
workshops on Title IX. (It should be noted they often
sponsor workshops on new legislation.) In addition, the
administrators’ association co-sponsored a workshop on
“Male-Female Working Relationships™ with the Oregon
Women in Educational Administration (OWEA). The
workshop was atiended by about 25 men and 35 women.
Perhaps there will be more collaboration in the future
between the association and OWEA. This association,
and similar associations in other states, provide most of
the continuing education programs.

Other Organizations

Administrators or potential administrators attend
many conferences and workshops. Conferences of school
boards, athletic directors, supervisors, and other com-
munity groups often have administrators present. These
organizations should not be ignored. In fact, these
forums are more likely to reach females who may con-
sider administration as a career choice. SEEL members
made about 90 presentations to various groups and be-
lieved this was a successful strategy in informing people.

Fair employment practices, affirmative action issues,
Title IX regulations, and the more subtle forms of dis-
crimination should be an ongoing part of the full devel-
opmental stages of becoming an administrator. The
worksheets enclosed in this chapter may be of assistance
in assuring equity issues are addressed.

Who Will Adopt Educational
Equity Issues as a Prioriry?

Federally funded projects are often criticized because
new programs get started and remain dependent on
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extra funding. Projects too often fail to censider how
new ideas can become a regular part of ongoing pro-
grams, They do little to create a legacy of change. SEEL
members did not believe that three years’ work could dra-
matically change individual attitudes and expectations,
administrative training, school district hiring practices,
or the number of women administrators. Yet in three
years there was a noticeable increase in the number of
women preparing to become administrators, applying
for administrative jobs, and becoming administrators.
Yet for such changes to be enduring, certain elements in
the system neced to be changed so women would be re-
ceived and retained in the system. How long would
women continue to prepare and apply for jobs if they
were discriminated against and rejected? School boards,
administrative teams, faculties, and work groups within
districts had to be continually focused on issues of
equity. Without continuing state support, whatever im-
pact the SEEL Project might have had would soon
wither.

The problem facing SEEL staff members was to build
statewide capacity for the project efforts to endure be-
yond the funding contract.”

This section is a description of the SEEL Project’s
attempt to create a legacy of change in Oregon. Four
different approaches will be described: negotiating with
an existing administrator organization, developing a
special interest group in an existing women'’s organiza-
tion, establishing a linking organization, and creating a
new organization, ;

Negotiating with an
Administrator’s Organization

At the beginning of the SEEL Project, an immediate
priority was to meet with representatives of the state -
administrators’ association. The purpose was to find
ways to collaborate. The first informal meeting between
two SEEL staff members and a staff person in the ad-
ministrators’ association centered on whether women
could be high school principals because they had trouble
disciplining boys! After that first and negative contact,
SEEL members developed a more deliberate strategy to
work with the association. The second contact was a
formal meeting with the association’s executive director,
assistant dirvector and president (all males). The SEEL

_project divector invited the male associate dean of

CEPM at the University to accompany her. She as-
sumed she would have more credibility if accompanied
by an influential male. Evidently her assumption was
correct because all the eye contact of the association’s
representatives was with the male associate dean, even
though she did most of the talking. An important step
had bheen taken, however. Several ideas for collaboration
were agreed upon.

9 Schmuck, Patricia and Stockard, Jean, “A Model for Sex

Equity in Public School Administration.” CEPM, University -of
Oregon, 1976,



“Laxpayers do not fund
public schools, universities
and state departments

to provide opportunities
for women

to enter administration.”

In January 1977, SEEL was still hopeful that the as-
sociation would take an active role in advocating equal
employment. The funding proposal read:'”

We plan to make a more direct attempt to involve
the major organization in adopting equal employ-
ment opportunities as a priority issue. Some prog-
ress has been made. We are forming a women’s
caucus at the state meeting. We cannot state
specifically how or what activities will occur; we
will seize or create opportunities to create a
stronger political alliance.

By June 1977, SEEL stafl had reasons to hope the ad-
ministrators’ association would assume some responsi-
bility. SEEL’s progress reported stated:!!

We are making some progress in our political life
with the administrator’s association. The women’s
caucus drew about 40 people and a resolution was
adopted that the organization recognize, identify,
and promote women in administrative positions.

That hope led to little.

Of course, different administrator associations have
leadership with varying levels of awareness about equity
issues and different attitudes toward women’s role as
educational leaders. Whether or not the leadership of
the group is “sensitive” or “aware,” the fact is that
equity issues will probably never become a major ob-
jective of such groups. Legislative concerns, transporta-
tion issues, budget issues, declining enrollment, and
other important educational programs remain pressing
concerns for administrators. Judy Adkinson, Coordi-
nator of Project ICES, a Project of Internships, Certifi-
cation, Equity-Leadership and Support, pointed out:*

Participation in ICES is not a central activity for
member organizations. Increasing women’s par-
ticipation in educational administration is not a
major goal for any of these units. Taxpayers do
not fund public schools, universities, and state de-
partments to provide opportunities for women to
enter administration. Members of administrator
organization do not pay dues in order to add
women to the ranks—and individual members of
the component organizations may even oppose
that ohjective. y

Her statement echoed the sentiments of the SEEL slaff.
The association did make significant progress by includ-
ing more women on its programs, in the committee
structure of the association and providing workshops

10 Schmuck and Stockard, 1976.

' Schmuck, Patricia. “Progress Report of the Project for
Sex Equity in Educational Leadership for the Period of April,
May, and June, 1977." CEPM, University of Oregon, June 1977,
p. 10. The resolution is included in the appendix.

i \}”\Ilholl. Judy. “Ambiguity, Structure and Organizational
Stressin the ICES Structure: Linking Organizations for Educa-

tional Equity.” The University of Kansas, Lawrence, Kansas.
1979:18.
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on equity issues. However, it appeared that “women’s
issues,” at best, would remain a marginal interest of the
association,

It was SEEL members’ opinion that administrator
associations are primarily composed of men and will
not adopt equity issues as a major goal. Perhaps it is
because their members fear female competition."® Per-
haps it is because other educational concerns are press-
ing. Or perhaps it is because members hold traditional
views about “women’s place.” Certainly in Oregon it
was concluded the association would not be the legacy
for change.

Fstablishing a Linking Organization

The State Advisory Board on Educational Equity
was created by SEEL as a method to intervene in the
educational system. It was called a linking organization
because each board member was a “link” to an already
existing organization. It was composed of prominent
individuals within the education system such as a Dean
of Education, Assistant Dean of Education from another
university, a superintendent, a district afirmative action
officer, a department chair at a third university, the
legal specialist in the state department of education, a
member of a state educational commission, and the di-
rector of the administrators’ association. The board
was one attempt to create a legacy of change. It was to
assume leadership, some economic responsibility and
continue activities to achieve sex equity in education
beyond the funding of the SEEL Project.

The hoard members were selected because of their
evident cornmitment to the goals of the project or be-
cause of their position. As individuals, most were re-
sourceful, creative, and eager to share information and
resources. They were also very busy people. In addition,

13 For a review of this idea see Stockard, Jean and Johnson,
Miriam. “The Social Origins of Male Dominance.” Sex Roles:
A Journal of Rescarch, 5, 2, April 1979: 199-218.

SEEL members were not clear about how the board
could ultimately assume leadership and economic re-
sponsibility. The State Advisory Board proved an in-
effective mechanism to further the long-range goals of
the project.

In some states, however, an advisory board may be
useful for meeting equity objectives. The ICES Project
in Kansas used an “interorganizational structure” to
link organized units. Adkinson points out:'*

ICES is not a rational hierarchy of authority
designed to accomplish a clear task most effec-
tively. Instead it is a structure created by a tem-
porary coalignment of efforts and elements - of
several organizations. It exemplifies the ‘loosely
coupled system’.

Statewide coalitions or linking boards among existing
organizations can be one way to insure that the system
stays attuned to equity issues.

Women’s Organizations and
Educational Issues

In many states and communities, there are already
established groups devoted to improving women'’s con-
dition. Organizations may be national or local. Some
are relatively new national groups such as the National
Organization of Women, or the Women’s Political Cau-
cus. Others may be longer established national groups
such as the League of Women Voters, American Associ- .
ation of University Women or business and educational
sororities. The programs and the degree of activism of
any national organization varies by state and commu-
nity. For instance, early in the SEEL Project the director
made a presentation at a local meeting of a national
group and the members were appalled by such “mili-
tancy.” Yet the same presentation to the same group in
another community was enthusiastically received.

Many of these groups do not concentrate on educa-
tional issues. They may have a political focus or be di-
rected toward women in other fields such as the trades
or business.

SEEL members cooperated actively with other wom-
en’s groups in Oregon by making presentations, collabo-
rating with planning conferences and workshops, by
individually belonging to groups, or in other ways sup-
porting and helping with organizational goals. Perhaps -
SEEL could have been more active in trying to develop
a special interest group or a caucus in an existing wom-
en’s group that would address problems facing women
in educational administration. Using local or state wom-
en’s organizations that already exist may be a suecessful
strategy for people in other communities or states.

Y Adkinson. ICES Structures, 1979,



Creating a New Organization

Organizations are formed because there are objec-
tives to meet. If objectives are met by other organiza-
tions or by other components in a system, a new organi-
zation may be superfluous. SEEL was not successful in
establishing a “linker organization” to carry out the
equity goals, nor was the project successful in integrat-
ing program goals or practices in existing organizations.
Another alternative was the creation of an outside pres-
sure group that would continue to advocate, apply pres-

sure. and confront practices that created barriers to
women's involvement in educational administration. By
June 1978, a SEEL brochure stated :'®

Oregon Women in Educational Administration
(OWEA) was formed on June 21, 1978 in Sea-
side. Oregon. when 200 people met for the first
annual conference. This conference grew out of a
women's caucus held at the 1977 conference of
the administrators’ association. The women’s cau-
cus identified a need to provide information. sup-
port and encouragement for women administra-
tors and those seeking to become administrators.

Oregon Women in Educational Administration
(OWEA) evolved as the major strategy for a legacy of
change in Oregon. In this section, a brief history of
OWEA is presented.

In 1977 three events occurred which spurred the for-
mation of OWEA.

(1) The women’s caucus was held at the state
administrators’ conference and identified a need
for continued focus on women.

(2) The state of Washington formed a Council
of Administrative Women and the SEEL project
director made a presentation. She saw the excite-
ment generated by this conference.

(3) A chance meeting occurred between the
SEEIL project director and a long-time (emale
principal active in the administrators’ association
and with women’s issues. This chance meeting

Ad-

15 Schimuck, Patricia. “Oregon Women in Educational
ministration Brochure.,” CEPM, University of Oregon, 1978,

occurred at the administrators’ association offices
and the two women discussed the prospect of a
one-day conference for women, with the associa-
tion’s executive director. He agreed to cooperate.

The tasks were to put on the conference and to be-
come an organization. Two meetings were held which
resulted in a small steering committee of five women to
plan the conference. They represented different posi-
tions: a superintendent, a high school principal, a high
school vice principal, a state department specialist, and
a teacher aspiring to become an administrator. The
conference was planned and carried out by this steering
committee with support from SEEL.

The First Annual Conference of Oregon Women in
Educational Administration attracted approximately
200 people. Workshops and speakers provided the major
agenda; a business meeting was held; tentative bylaws
were passed and groups who met by geographical re-
gions elected 11 steering committee members. (The con-
ference brochures and agenda are included in the ap-
pendix.) The first official elected steering committee
meeting was held in July 1978, with an invitation from
the SEEL project director. 1t stated: '

I think there is unanimity that our first annual
conference was a smashing success. We have
people, talent and cnergy to build a strong and
effective organization. Now we must get organ-
ized.

Through the 1978-79 school year, steering committee
members met monthly on a week day from 10:00-1:00
(only the one non-administrator steering committee-
member had difliculty in getting released time) at a dif-
ferent location each time. The major activities included:

e accomplished “nitly gritty” organizational chores
such as designing a brochure, choosing a logo for
slalionery, prepm'ing })udgets, reports, etc.,

@ leld a meeting in each of the five regions. Some
regions met regularly, had a full agenda, and many
participants. Some regions met only infrequently
and had only a few participants,

e developed a collaborative relationship with the ad-
ministrators’ association in the state (e.g., the as-
sociation mailed all OWEA materials under its
bulk postage meter),

® wrote a monthly newsletter to all members (a sam-
ple is enclosed in the appendix),

organized a membership list,

provided wine and cheese hospitality rooms at
state meetings such as those of elementary princi-
pals, secondary principals, personnel and guid-
ance association, and had brochures and steering
committee members available to talk about OWEA,

e made presentations about OWEA to different slate
educator groups, such as those organized for ele-
mentary principals and school boards,

16 Letter from Pat Schmuck to Steering Comittee, June 28,
1978.
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® supported a grievant who questioned the hiring of
two vice principals in a school district; OWEA
provided a letter and presented testimony at the
hearing (letter and materials included in the ap-
pendix),

@ co-sponsored with the administrators’ group a
day-long workshop, “Male-Female Working Rela-
tionships,” as a fundraiser,

e atlended meetings of the administrators’ associa-
tion,

o joined the Women’s Rights Coalition, a linking
stale organization of women’s groups that hired a
legislative lobbyist,

:

@ planned and carried out the Second Annual Con-
ference of OWEA (brochure and program in-
cluded in the appendix).

The governance of the steering commitlee was a co-
chair, meetings were convened by one of the chairs, and
decisions were made by consensus.

Temporary organizations formed around a specific
function, such as OWEA, may be powerful mechanisms
to effect change in more lasting organizations. How-
ever, there are liabilities. Organizations such as OWEA
rely on volunteer commitment from busy people, budg-
ets are strained, decision-making often is so widely
shared that routine problems can hecome insurmount-
able. leadership is not in close physical proximity, and
interpersonal conflict may become very diflicult to han-
dle. SEEL has been cautiously optimistic that OWEA

can overcome such obstacles. The SEEL project director
will continue to serve on the steering commiltee in
1979-80, although no SEEL staff support will be avail-
able.

New plans are under way for a greater alliance with
similar groups in nearby states. A northwest regional
conference with a budget to hire a full-time executive
director is on the drawing board. Perhaps a stronger
regional alliance with a more permanent base can over-
come the liabilities of a temporary and totally volunteer
organization such as OWEA,

Summary

SEEL attemipied to break down the system barriers
to sex equily in educational administration. As in all
change efforts, deliberate strategy development is im-
portant. Yet “serendipity” or “seizing opportunities”
must also play a major role. Perhaps SEEL should have
done other things. Perhaps more time should have been
devoled to developing alternatives in reaching out to
practicing administrators. Perhaps time would have
been better spent in more confrontation. Perhaps differ-
ent groups should have been reached. Yet the Sex Equity
in Educational Leadership Project did contribute some-
thing to the training of prospective school administra-
tors and the retraining of people who presently hold
positions of educational leadership. It assisted in pro-
viding a legacy of change. This, perhaps, is its most
valuable contribution to sex equity in Oregon.
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The hiring of administrators is the point at which
individual attitudes and expectations interact with sys-
temic processes of preparation and recruitment. Ulti-
mately an individual or small group of individuals makes
the decision to hire a person for an administrative job,
and their individual attitudes and expectations play an
important part in that decision. Often that means that
the hiring decision is affected by stereotypes of males
and females and their suitability for administrative
positions. But the hiring process is also strongly affected
by formal and informal norms and traditions. Recruit-
ment processes are usually determined by formal poli-
cies and practices of the district. At the same time, indi-
viduals and groups who make hiring decisions are in-
fluenced by their group processes, patterns of communi-
cation, and influence. Hiring, in short, is the nexus at
which the many forces that result in sex inequities in
public school administration coincide.

The Oregon Network was SEEL’s effort to conduct
research on how these various forces influence hiring
patterns and practices. This chapter describes the re-
search and service functions of the Network, the find-
ings of the research, and SEEL’s advice to others who
wish to replicate the Network’s functions.

The Oregon Network: A Description

The idea of The Oregon Network took shape during
the “Las Vegas trip” described in Chapter 2, which
was a major turning point in SEEL’s history and strate-
gy. SEEL was invited to make a presentation at the na-
tional school administrators’ conference in February
1977. Staff members believed that was an important
opportunity to reach the “gatekeepers” in administra-
tion—those who really needed to hear the equity mes-
sage. But—out of the 20,000 administrators at the con-
ference—only two attended the SEEL program. [t was

a graphic illustration of the fact that a focus on chang-
ing atlitudes and expectations of individual male admin-
istrators would not be an effective change strategy.

The Oregon Network was not, however, simply the
frustrated reaction of rebuffed feminists. There was a
clear need for information and action on equity issues.

On the one hand, SEEL was often asked for assis-
tance by aspirants. The staff could only refer them to
university placement agencies or the state administra-
tors” association for information about job openings.
There was reason to believe that these sources were in-
adequate. The association’s information was limited
and was used primarily by members. Also, many women
were not listed in the files of university placement offices,
which, like many placement centers, did not encourage
women to apply for jobs that were traditionally male.

On the other hand, many questions had to be an-
swered before an eflective change strategy could be

>gon network

shaped. A search of the literature on administrative
hiring led to nothing. There had been no systematic
research on the hiring process itself. Furthermore, no
one knew how many administrators in Oregon changed
jobs or were hired each year. It was unclear exactly
what the barriers were. One survey of a large school
district in 1975 indicated that women comprised only
14 percent of the applicant pool for principals. If that
were true, discriminatory practices alone could not
account for inequities. Some data indicated that wo-
men had more classroom experience than men before
they became administrators. Were different criteria ap-
plied to female and male candidates? It also appeared
that sereening and interviewing committees were over-
whelmingly male; did that fact make a difference in hir-
ing administrators? Other questions arose. How many
and what Kinds of administrative vacancies occurred
yearly in the state? Who comprised the applicant pool?
Who made hiring decisions? What were the eriteria
for hiring? Would the addition of women impose an-
other burden on an already tight labor market?

The answers to these questions and others were not




readily available. Only by conducting a major research
effort could SEEL answer those questions, and only by
having those answers could SEEL devise effective strate-
gies. Thus, The Oregon Network was conceived as one
way to generate information that SEEL and others could
use as a basis for designing strategies. A second purpose
of the Network was to generate change by providing
information about candidates and vacancies.

Finally—and perhaps most importantly—the publi-
cation Sex Discrimination in the Selection of School Dis-
trict Administrators: What Can Be Done?, by Doris
Timpano and Louise Knight, was brought to the staff’s
attention in the spring of 1977.1 That description of the
efforts of Career Women in Education, a Long Island
group which monitored administrative job vacancies,
provided a model and impetus for The Oregon Network.

The origins of The Oregon Network, then, are to be
found in (a) the realization that the strategy of altering
the awareness of gatekeepers by presentalions was not
working, (b) an obvious lack of empirical evidence
about barriers on which to found effective strategies,
and (c) the appearance of a model for monitoring ad-
ministrative vacancies. The new network’s mission was
first stated in a letter sent to women administrators in
Oregon in April 1977:

After six months work on the Sex Equity in Edu-
cational Leadership Project. we have learned that
a critical factor is the recruitment. training and
placement of women in administrative positions.

No matter how many publications we put out, or
conferences we put on, individuals who believe
and act on the premise that a woman could or
should not perform administrative jobs will not
have their beliefs changed until they see evidence
to the contrary.

Nationally and in Oregon, it is clear the respon-
sibility of assisting women to find administrative
positions is ur to us. We hope to do something
about it. We know the formal and informal proc-
esses used in administrative recruitment and selec-
tion that work to favor men. We need a system
that works as well for women.

The result was that all administrative openings in Ore-
gon’s K-12 public schools during 1977-76 were docu-
mented. A total of 3,896 applications and 335 openings
were reviewed. While women comprised 19 percent of
the applicant pool, approximately 22 percent of the
administrators hired were women. The service func-
tiorf of The Oregon Network included a clearinghouse
of information about candidates and vacancies. Six is-
sues of the Directory of Administrative Candidates,
listing 192 aspirants—81 males (42 percent) and 111
females (58 percent) ——were distributed to districts with
administrative vacancies. The Administrative Vacancy
Listing of 202 positions was sent to aspirants in the
directory.

b Available through NIE Papers on Education and Work: No.
3. NIE/DITEW, Washington, DC. December, 1976,

“We know

the formal and
informal processes
wsed in administrative
recruitment and
biring that

f[n'or men.

We need a systeim
that works
as well for nomen.”
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Gaining Entry to School Districts

Every research and change project faces the problem
of “entry,” of gaining access to the system to be studied
or changed. and SEEL was no exception. How could
SEEL enlist the cooperation.of Oregon districts and
get information about their hiring practices? School
districts were not required to give out this information,
and SEEL lacked compliance or monitoring power to
demand it. Further, SEEL members’ credibility was sus-
pect: they were seen as feminists, as “university types,”
and also as tainted by the money from a federal grant.
[t was obvious that a method was needed to give legiti-
macy to SEEL’s efforts.

Through a series of meetings, the endorsement of the
state administrators’ association was granted. The re-
luctance of this group was voiced by one member who
said, “People who have made it feel like they have ex-
clusive secrets they don’t want to share. You are asking
us to share secrets.” Nevertheless, at the association’s
business meeting in the summer of 1977, a resolution
was passed to “endorse research efforts to promote fair
hiring practices.” The association’s executive hoard
shortly therealter cosigned a lctter to all districts sup-
porting the Network’s activities. The association’s en-
dorsement was very important to the success of the
Network, and probably accounted for the almost total
cooperation of districts. As it turned out, the field co-
ordinators who menitored hiring practices reported
cordial and helpful contact with administrators. Only
two small districts refused to cooperate.”

Although several administrators expressed dismay
over Lime demands the effort placed on them, voiced ini-
tial suspicion of the project, or were guarded about
imparting information, many others seemed to wel-
come the opportunity to talk with the coordinators and
cooperated fully. It was SEEL’s impression that the
administrators’ association leadership was more con-
servative than its constitaency, perhaps responding more
to the resistant vocal minority than to the supportive
majority.

Operations of the Research Function

An Oregon Network Coordinator and six field coor-
dinators were hired.® Each field coordinator was as-
signed to a different region of Oregon.

2 All change projects have their humorous moments. One of
SEEL’s favorites occurred the first time a superintendent in a
very small town adamantly refused to cooperate in providing
hiring information. SEEL’s strategy in a case like that was to
look for others in the town who could get the information if
official sources were not cooperative. The education chair of the
American Association of University Women scemed to be a
good, informed contact in many communities. But who was the
education chair of AAUW in this case? The wife of the super-
intendent! Informution was not obtained.

3 The Oregon Network’s effectiveness was due in great part 1o
the energy, commitment, and ingenuity of the six field coordi-
nators: Norma (Bean) MeFadden, Sara Cogan, Bill Erdman,
Walter Shelby, Joanne Stern, and Jim Bernau.

3L

tegion 1 was centered in a major city and its sur-
rounding suburbs, but also included two rural counties:
it included 50 districts with more than 500 adminis-
trators and 160,000 students. Region I, in the north
central part of Oregon, had both mountains and deserts;
its 39 districts had 163 administrators and nearly 38,000
students. Region I covered the castern third of the
state and had 48 mostly small districts, totalling 164
administrators and 29,000 students. Region 1V went
from the central desert to the coast in southwestern
Oregon, and had 47 districts, 346 administrators, and
71,000 students. Region V included included a metro-
politan region in the upper Willamette Valley and the
central coast; it had 57 districts, 309 administrators,
and 80,000 students. Region VI was an L-shaped piece
covering the central valley and northern coast; its 61
districts included 260 administrators and 59,000 stu-
dents. In all, the field coordinators were responsible for
contacting 302 districts having 1,740 administrative
positions. Districts with less than 50 students were eli-
minated from the study.

The coordinators’ task was three-fold. First. they es-
tablished contact with the administrator in charge of
hiring in each district in their region. The first contact
was primarily to introduce themselves and the project
to the administrators. Although all administrators had
received a mailing cosigned by the rescarchers and the
administrators” group, few seemed to remember it. Co-
ordinators asked the administrators to notify them of
vacancies as they occurred, and described the nature
and purposes of the research.

Second, follow-up visits were made to districts with
vacancies, The coordinators documented each position
opening, the processes of recruitment and selection, and
characteristics of applicants. Coordinators maintained
phone and mail contact with their districts to keep track
of vacancies. SEEL also received vacancy listings from
individual districts, two of the state’s three university
placement offices, and the administrators’ association.
No single source proved entirely complete, but the field
was well covered using a variety of sources.

Finally, when a position was filled, coordinators re-
turned to the district to document final selection pro-
cedures and decisions. In all, the coordinators logged
more than 20,000 miles of travel in contacting their
districts.

Operations of the Service Function

The Oregon Network provided a clearinghouse ser-
vice function to shave information about vacancies and
candidates. The intent was to provide access to infor-
mation about available jobs and to give districts infor-
mation about the pool of interested and qualified fe-
male aspirants.

The clearinghouse, while useful in itself, was niainly
an adjunct to SEEL’s research aims, providing infor-
mation about the nature of the applicant pool, about
hiring processes. and about the usefulness of the clear-
inghouse as a strategy for overcoming barriers to sex



equity. There was evidence that directory and vacancy
listings were used by districts and aspirants. OWEA
will continue publishing the directory, but the vacancy
listing was discontinued.

The Directory of Administrative Candidates was be-
eun by widely distributing a form to solicit persons
who wished to be listed. It was sent to individuals, dis-
trict offices, other agencies, and every school building
in the state. The information for publication included
the aspirant’s name, sex, race, address and telephone,
degrees and certificates held, areas of special interest.
and types of positions sought. Additional information,
used only in SEEL’s research, included age, marital
status. willingness to relocate, and willingness to con-
sider. either permanent-part-time or joh sharing posi-
tions. In all mailings and publicity it was made clear
that SEEL would not screen or rate candidates.

SEEL decided to include men in the directory, be-
lieving that a list of women only would not be used as
much or have the necessary credibility. Of the 192 per-
sons eventually listed, 111 (58 percent) were women
and 81 (42 percent) were men. Directory listings were
sent Lo districts with known vacancies by the field co-
ordinators, thus providing a personal link between the
project and districts, and were also sent to SEEL’s col-
leagues and other agencies.

Vacancy listings were sent to persons in the directory
and to other agencies approximately once a month. In
cases in which application deadlines fell before the next
scheduled listing. a selective mailing about that vacancy
wis sent to persons in the directory who had expressed
an interest in that kind of position.

Oregon Nerwork Resules

The six Oregon Network field coordinators docu-
mented 335 administrative positions and 3,896 appli-
cations in Oregon during 1977-78. Openings included
those vacancies filled by appointment, transfer, or pro-
motion, as well as those advertised in or out of the dis-
trict. Additionally, SEEL gathered information about
persons listed in the directory by a mail questionnaire,
In this section results of The Oregon Network’s re-
search are reported, including information on districts.
vacancies, recruitment and selection processes, and
applicants.

In this scection, the figures reported arve often not con-
sistent from analysis to analysis. That is. in some cases
an analysis is based on, say, 294 positions while the
next may be based on 285 positions. This discrepancy
occurs because The Oregon Network did not obtain
complete information on every position. Rather than
limit these analyses to only those positions for which
complete information was available, it was decided to
use. in cach analysis, all positions for which that in-
formation was available. That actual diserepancies are
fairly small and the differences in total figures do not
sienificantly affect the overall trends.

Distriets with Openings

Administrative vacancies occurred in 129 districts in
Oregon in 1977-78, which was 43 percent of the 302
districts studied. There were no openings in nine of the
state’s 36 counties, which were mostly rural areas in the
north central, castern, and southwestern parts of the
state.

Most administrative vacancies occurred in small dis-
tricts. Nearly 60 percent of the districts offering jobs
were in rural areas of less than 5.000 persons, while
another 21 percent were in small towns. Nearly half
the districts with vacancies had less than 1,000 stu-
dents, and another third had between 1.000 and 2.000
students,

The number of vacancies in districts ranged from a
low of one to a high of 22.* Tt was most common for
only one vacancy to occur in a district (46 percent) :
in 90 percent of the districts with openings, there were
five vacancies or less. Only six districts in the state
had more than five vacancies each.

Of those districts, 90 hired men only, while 39 (30
percent) hirved at least one woman. Generally, districts
offering more jobs were more likely to hire women.
The three largest districts with vacancies in 1977-78
(they are among the five largest districts in the state)
combined accounted for 20 percent of the women hired.
although they offered only 15 percent of the available
jobs. The six districts studied that offered more than
five jobs (between six and 22 openings) accounted for
28 percent of the females hired, but only 21 percent
of the jobs offered. All except one of these districts was
in the Willamette Valley.

In fact, there was a striking association between dis-
trict size and location and the hiring of women. The five
counties which contain the state’s two metropolitan
areas accounted for 68 percent of the females hired,
while offering only 42 percent of the available jobs.
Again, all were in the Willamette Valley. In contrast, no
women were hired in 11 counties in which vacancies
occurred. With the exception of one county in the middle
of the Willamette Valley, all these counties are in the
eastern half of the state or the extreme northern coast.

All but four of the women hired in 1977-78 found
positions in districts west of the Cascade mountains. In
the 17 counties lying east of the mountains, only four
women (six percent of the total) were hired in the 30
districts (24 percent of the total districts with vacan-
cies) offering 47 jobs (16 percent of those offered).

In part, not many women were hired in that part of
the state because not many women applied for jobs
there. Only 38 applications from females were reported
in those 17 counties, as compared with 309 applications

FOne district actually had more. However, in that district and
in two other large, metropolitan or suburban districts, the
changes in administrative personnel were by “cshuffle”—lateral
transfers of principals among buildings. These changes included
no alterations of pay, status, level or type of assignment, or
other features commonly associated with joh advancement. The
35 positions that changed hands in this manner are not included
in this analysis.



from men. Women thus comprised only 12 percent of
the applicaut pool for positions in that region, whereas
the statewide average was approximately 19 percent.
All but one county in which the proportion of women
in the applicant pool was higher than the statewide
average were in the western part of the state.

There was no appavent connection hetween the pro-
portion of female applicauts and the proportion of
women hired. That is, having a higher than average per-
centage of women in the applicant pool did not scem
to lead to higher percentages of women being hired.
Conversely, having a low proportion of wemen in the
applicant pool did not necessarily result in a low per-
centage of women being hired. Several analyses were
performed, and none produced a clear and consistent
pattern. For instance, 31 districts in the state hired a
greater than average proportion of women. Half those
distriets had applicant pools containing a higher than
average proportion of women, but half did not.

More than 55 percent of the districts with vacancies
had no female line administrators, and another 29 per-
cent had only one or two. No women staff administrators
were reported in 60 percent of these districts, while
another 29 percent had only one or two.

Although 84 percent of the districts offering jobs re-
ported having an afirmative action plan, 71 percent
had only a policy, 40 percent had specific goals, and
only 25 percent had specific timelines for affirmative
action.

Administrative Openings

Three hundred administrative vacancies occurred in
Oregon in 1977-78. not counting those filled by “shuf-
fle.” Of those positions, more than half (167, or 56 per-
cent) were principals or assistant principals. Another
12 percent (36 positions) were superintendencies. The
remainder included 33 director or supervisor positions
(11 percent), 27 coordinators (nine percent), 25 con-
sultants or administrative assistants (eight percent),
four assistant superintendencies (one percent), and six
miscellaneous others (two percent).

The positions offered were fairly evenly divided
among secondary (34 percent), elementary or middle
school (29 percent), and central office (31 percent)
assignments, with six percent miscellaneous or un-
known assignments. Nearly two-thirds of the jobs open
(65 percent) involved general administrative responsi-
bilities; another 13 percent were in the areas of cur-

#Tt is almost certain that the Network's field coordinators
missed a small number of openings. It may be that a few open-
ings occurred in the closing days of the project, an administrator
neglected to inform a field coordinator of some openings, or—
for a variety of other possible reasons—a vacancy here and there
slipped by unmeticed. Nevertheless, the field coordinators were
extremely conscientious, working in several cases beyond the
period for which they were paid in order to get last-minute
changes, and the ficures reported here are substantially com-
plete, The smalt number of positions that were missed would
not sub=tantively affect the results.

viculim and instruction and seven pereent were in
pupil personnel services areas. The remaining 15 per-
cent were miscellaneous or unknown duties.

Approximately half the jobs (51 percent) carried
salaries of between 20,000 and $30.000. Another 18
percent had salaries of less than $20,000, while only
four percent were above $30,000. Approximately one
fourth of the salaries (27 percent) were either tied to
the district’s salary index or were negotiated with the
successful candidate depending on experience and
qualifications.

About four-fifths of the vacancies filled (79 percent)
were replacements of incumbents, while 61 new jobs in
that year represented an increase of three percent in the
administrative labor force in the state.

Recruitment for Positions

Eighty percent of the vacancies were filled through
some compelitive process. More than two-thirds (68
percent) were advertised outside the district, while 12
percent were advertised ouly within the district. Only
16 percent of the positions were filled by appointment.

Line positions such as superintendent or principal,
and positions usually requiring special knowledge or
skills, such as director-supervisor, consultant, or coor-
dinator, were recruited through widespread advertising.
Approximately 80 percent of these positions were ad-
vertised outside the hiring district. In contrast. more
than 40 percent of assistant principalships and nearly
80 percent of administrative assistant positions were
filled by appointment or were advertised in-district only.

Of the positions openly advertised, somewhat more
than half were listed with the state’s university place-
ment services and slightly less than half were listed in
the state adminisirators’ association vacancy listings.
About 40 percent were advertised out of state. The
Oregon Network carried notices of 202 vacancies. About
one out of five (19 percent) of the jobs were advertised
for a period of less than two weeks, while more than
half (53 percent) were open for between two weeks and
a month: another 25 percent were advertised for be-
tween one and two months.

Seven districts had formal programs of internships
or other mechanisms for grooming and promoting po-
tential administrators, and another 49 reported having
some form of informal grooming program. Although 30
percent of the districts reported making special efforts
to recruit women and minorities for administrative po-
sitions, cross-checking by the field coordinators dis-
covered such special efforts in only 12 percent of the
districts.

Selection Processes

For positions which were openly advertised and re-
cruited, theve appeared to be a very standard procedure.
Paper applications were screened, interviews were con-



ducted. a recommendation was made. and top adminis-
tration or the school hoard offered the position to the
final candidate. This procedure was used in almost all
the advertised vacancies studied.

It was usually the case that these processes were con-
ducted by administrators who were males. However, in
many cases, these processes were done by committees
which included teachers, board members, or other
persons. '

Because of the way figures were reported to the field
coordinators. and because data are missing on many
of the vacancies studied, exact figures on who was in-
volved in these selection processes are not available. A
general estimate, however, may be obtained by calculat-
ing the proportions of persons in various positions who
were reported as being involved in various steps in the
selection process, as well as the proportions of males and
females at each step.

Administrators were most heavily represented at the
screening stage, being slightly more than half of the
persons involved in that step. The figures in Table 1
give the percentages of people in different roles (and
of males and females) reported as being involved in
the three major steges of selecticu. It should be empha-
sized again that these figures are not very “hard,” but
the trends seem fairly definite.

TaBLE 1

Composition of Groups Reported as Participating in
Sereening. Interviewing, and Offering Jobs, By
Position and Sex

erening - Tutgviewions  Olerise
Administrators 51% 45% 32%
Teachers 16 16 3
Board Members 19 28 61
Others 12 10 2
Males 75 74 82
Females 25 26 18

If numbers translate into influence, then administrators
were most influential at the screening and interviewing
stages. but less so at the stage of offering the position.
Board members were correspondingly more influential
at the point of offering the job, but less so in earlier
stages. These figures must be read with two points in
mind. First. it is probable that the strong showing of
“board members™ come from the fact that 12 percent
of the positions studied were superintendencies: board
members are usually more involved in those hirings
than in other positions, and thus may be over-repre-
sented in the ficures above. Second. it was often re-
ported that “the board” made the final decision to offer

a position; since most boards are composed of five or
seven members, all were counted in these figures, al-
though all may not have been actively involved.

It is clear that women were much less represented in
the “offering” stage than in earlier stages, and presum-
ably they had less influence.

The Applicants

A total of 3.896 applications, or nearly 13 per posi-
tion, were veported to the Network’s field coordinators.®
Of that number, 3.153 or 81 percent were from males
while 743 or 19 percent were from women. Table 2
shows what happened with those applications in terms
of the percentages of males and females represented at
each step.

TABLE 2

Percentages of Male and Female Applicants
Represented at Fach Step of Selection Process

Application Interview  Finalist Hired
Males 81 % 8% 7% 8%
Females 19 22 23 22

Comparing each step with the initial applicant pool, 28
percent of males who applied were interviewed, while
34 percent of females who applied were interviewed.
Fourteen percent of males and 18 percent of females
who applied became finalists. Seven percent of males
who applied got the jobs, while nine percent of females
who applied were hired. Thus, it would appear that the
chances of a woman who applied for a position were
slightly better than a male’s, but the difference is so
small that it is not significant.

In all. 65 women and 233 men were hired for admin-
istrative positions in Oregon in 1977-78. Breakdowns
by position will be described next.

By calculating the percentage of women represented
in cach stage of the hiring process (applications, inter-
views. finalists, and hirees). their progress from appli-
cant to successful candidate can be charted. Table 3
presents these percentages.

“This caleulation includes positions filled by appointmeuts,
for which the person appointed was counted as an “application.”
Considering only those pozitions which were openly advertised.
the fizure is eloser to 16 applications per position. Applications—
rather than per<ons  are used in these caleulations; most appli-
cants applicd for more than ene position, and it was impossible.
wiven the Network's policy of maintaining anonymity of informa-
tion. to identify individual applicants.



TABLE 3

The Percentage of Female Applicants by Stage
of Hiring and by Position

%
Change
from
Appli-
Appli- cation
cation Interview Finalist Hired to Hived -
Superintendent 3% 2% 1% 3% 0
Asst. Super. 13 0 0 0 13
Principal 14 19 17 15+ 4=
Asst. Prine. 25 23 26 29 ¢ -3
Director-

Supervisor 15 15 24 24 -+ 9
Coordinator 28 41 45 37 4+ 9
Consultant- {

Specialist 74 51 60 67 — T
Administrative

Assistant 26 25 26 39 413
Other 26 S 50 50 424

TOTAL

POOL 19 22 23 22 43

It does not appear from these figures that there is one
stage of the hiring process that is an identifiable barrier
to women; that is, in no column are the percentages
uniformiy and significantly lower for all positions than
the fizures in the column to the left of it. Comparing
applications with hirings, proportionately less women
are hired than apply for positions of assistant superin-
tendent, assistant principal, and consultant-specialisl.
Women are hired in larger proportions than their repre-
sentation in the applicant pool, however, in the posi-
tions of principal, director-supervisor, and coordinator.

In all, women are hired in roughly the same propor-
tion as their representation in the applicant pool; over-
all, in fact, the rate is slightly higher.

Because the initial applicant pool was so large, it
was impossible to obtain more detailed descriptions of
those persons. Information is available, however, on
the interviewees, finalists, and successful candidates.
Table 4 describes those figures.

TABLE 4

Age, Average Years of Administrative Experience, and
Average Years of Teaching Experience of Interviewees,
Finalists, and Successful Candidates

Successful

Ll ML L
Age 38.10 38.20 30.30
Admin. Exper. 4.34 4.82 6.96
Teach. Exper. 7.84 7.61 8.61

At each stage (with one minor exception): the persons
who became finalists or successful candidates were
older and had more teaching and administrative ex-
perience than persons who did not advance.

Experience seemed to be the telling factor that af-
fected an aspirant’s chances for advancement through
the selection process. At the interview stage, “experi-
ence” was the most frequently cited reason for advauc-
ing some persons and not others, being reported in 35
percent of the cases. At the same time, “lack of experi-
ence.” was the reason most often cited for not inter-
viewing women when they applied; the most common
reason for not interviewing women, however, was “no
women applied,” cited in 15 percent of the cases, Ex-
perience was an increasingly important criterion, being
the most {requently cited factor for both advancement
to the finalist stage (37 percent), and for the selection
of the successful candidate (41 percent). Females' lack
of experience (and the fact that no women applied)
continued as the most frequently cited reasons for not
advancing women.

Additional information about applicants and their -
aspirations comes from data gathered by a mail ques-
tionnaire to all persuns listed in the Directory of Ad-
ministrative Candidates. The questionnaire was re-
turned by 87 women and 67 men, or 80 percent of those
listed in the directory. While this sample is not, prob-
ably, representative of administrative applicants gen-
erally, the results shed light on similarities and differ-
ences between females and males.

Women and men in ‘the directory fell into two lis-
tinct categories: men who already had an administra-
tive position, and women who were at pre- or entry-
level positions. Among the other important comparisens:

® 93 percent of the men were married as compared
with 52 percent of women.

® 33 percent of the women earned bachelor’s de-
grees at the three major state universities, while
only eight percent of men did so. Men more often
earned their first degrees at other state colleges.

‘® 82 percent of the men, compared with 47 percent
of women, held an administrative credential. Thir-
ty-three percent of the men—but only one woman
—held a superintendent’s certificate.

® Almost 70 percent of the men identified their cur-
rent position as line administration, in contrast
to 21 percent of the women. While 45 percent of
the women listed their job as teacher, counselor,
etc., only 15 percent of the men did so.

‘® 39 percent of women identified their immediate
career goal as superintendent, assistant superin-
tendent, principal, or assistant principal; 78 per-
cent of the men. twice as many, did so.

@ More than 30 percent of men, but less than 20
percent ol the women, listed “general administra-
tion” as their major interest; women were more



likely to choose areas such as particular subjects,
early childhood education or special education,
staff development and personnel relations, and
curriculum development.

® 83 percent of the men, compared with 52 percent
of the women, expressed a willingness to relocate
to take a new job.

Men made slightly more applications (3.10 per per-
son) for jobs listed in the Network’s vacancy listings
than did women (2.77 per person), but women (.;.12)
more than men (2.53) applied for jobs not listed by
the Network. Districts reported receiving an average
of 1.7 applications from persons listed in the directory.
A nearly identical percentage of women (37 percent) as
men (36 percent) were contacted by districts about
openings. although more districts contacted men (1.91
per male) than women (1.70).

Questionnaire respondents were also asked to de-
scribe the jobs they applied for and their experiences in
applying. Differences between men and women were
that men were more likely to apply for positions as
superintendent, assistant superintendent, principal, or
assistant principal; males made more applications for
these positions than did females. Women. in contrast,
made more applications than men for positions as di-
rector-supervisor, coordinator, head teacher. consultant,
administrative assistant, or other jobs. There was no
significant difference between the sexes in where they
sent applications, which were distributed fairly evenly
in the western portion of the state. Only nine applica-
tions from men and four from women. however, were
to districts cast of the Cascade mountains,

Surprisingly, men cited The Oregon Network’s va-
caney listing as the source of their mfunn wion aboul
jobs suhst(umaH) more often than did women, and
men more often than women learned of job openings
from university placement services. Women, in contrast,
more often heard of openings through notices from the
district or from sources labelled “other” on the ques-
tionnaire: it is not known what those sources are.

Men more frequently reported being contacted by the
district to initiate an application, while a higher per-
centage of women than men reported initiating con-
tacts. Once an application was made ,women’s and men’s
experiences were remarkably similar, with roughly
equal numbers of men and women deciding not to pur-
sue an opening, being turned down belore interviews,
being interviewed, being turned down after interviews,
and being hired.

Changes in Positions

In general, the traditional pattern of what Kinds of
pocilinnﬂ are and are not held by women did not change
in Oregon in 1977-78. Table 5 describes the successful

‘m(h(ld(v.\ for various positions by sex.

TasLE 5
Hirees in Oregon 1977-73 by Position

Per-

centage

l'mluun Total Male Female Female
Super lntendent 35 33 2 o
Asst. Superintendent 4 4 0 0.0
Principal 109 93 16 14.7
Asst. Principal 59 46 13 22.0
Director-Supervisor 33 29 3 24.2
Coordinator 27 it 10 37.0
Consultant 12 4 8 66.7
Admin. Assistant 13 3 5 8.5
Other 6 3 3 50.0

299 233 65

It can be seen from the table that women were more
likely to be hired in subordinate or staff positions than
in superior or line positions. Females were only 14 per-
cent of superintendent, assistant superintendent, princi-
pal, or director-supervisor positions, while they were
32 percent of assistant principal, coordinator. consult-
ant, and administrative assistant positions, Table 6 dis-
plays the changes in administrative positions by sex.

TaBLE 6

Changes in Sex Compositions of Administrative
Positions in Oregon 1976-77 to 1977-78

Incumbents
3 New
Male Female Position  Total

Candidates Male 169 16 36 221
andidates pomale . 25 13 25 63

Total 194 29 61 284

Thus, just under 13 percent of incumbents were female.
whereas some 22 percent of new hirees were women.
While this gain is heartening, it should be viewed with
caution. In the first place, the sheer numbers and pro-
portion of women in administrative positions continues
to be very low, so that—if the present trend continues—
it would he a long, long time before equity was achieved.
Second, other information indicates that this increase
in Oregon is comparable with gains in other states, so
it is unclear what effect The Oregon Network had on
patterns of sex inequity in administrative hiring.

[n terms of level of assignment, women were ap-
proximately twice as likely to be at junior high. ele-
mentary, or central ofhice levels than an senior high,
where they represented only about ten percent of new
hirees. In terms of areas of responsibility, women were
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“Men made

more applicatiors

for the positions of
superintendent.
assistant superintendent.
principal and
assistant principal.”
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much more likely to be hired in positions dealing with
particular subject areas (43 percent of female hirees
were in this area), curriculum and instruction (28 per-
cent). or pupil personnel services (26 percent) than in
positions with general administrative responsibilities
(15 percent).

In summary, women did make gains in educational
administration in Oregon in 1977-78. There was an
increase in the percentage of females in administrative
positions in that year, as well as a net gain in the sheer
numbers of women in administrative positions. These
gains. however, are fairly small when compared with
the distance which must be travelled to gain full equity.
Furthermore, women did not make significant inroads
into positions of general administrative responsibilities,
and they were more likely to be hired for subordinate
or staff positions than for superior or line positions,
Some of the reasons for inequity may be found in the
attitudes and stereotypes of gatckeepers and aspirants
alike. while other reasons have to do with systemic
processes that result in diserimination against women.
In the next section ways are described that others can
mount an effort such as The Oregon Network to attach
these barriers to equity.

Opcraring a Nerwork

In this section are described ways to operate an ef-
fort similar to The Oregon Network. Lacking the re-
sources of federal funding, others may adapt from this
deseription to fit their own purposes and resources.

A comparison can be made between The Oregon Net-
work and Career Women in Education (CWE), the
Long Island group described in the Timpano report.
The CWE effort relied on unpaid volunteer monitors in
a compact, densely-populated area, while the Network
used part-time paid field researchers to monitor au en-
tire state. Both had a similar overall purpose, that of
increasing the proportion of women in positions of edu-
cational administration. The reader thus has two models
from which to select the most appropriate strategies.

The most important conditions needed to launch any
plan include a critical mass of people and some re-
sources. School district monitoring requires that people
work hard and have an adequate budget. The people
must have a commitment sufficient to begin and stick
with the task, and they must be supported by appropri-
ate resources.

This section is organized around eight issues or choice
points that confront organizers of an cffort like the
Network: purposes, functions, territory, coordinator,
monitors. resources, publicity and liaison, and forms.

Purposes

The first choice is that of purposes. Will the focus of
this effort be on gathering information? providing in-

formation services? educating people? supporting as-
pivants? assisling grievants? The purposes selected
probably depend on the organizers’ interests and re-
sources available. Those in academic settings may lean
toward research functions, while people in other set-
tings may be more interested in direct service and action.

A research effort probably requires greater resources
and effort than a service function. Hiring information
and data about applicants probably cannot be effec-
tively obtained through mail surveys of questionnaires;
they are best collected through personal contact. The
process of collecting this information may help raise
some administrators’ awareness and it certainly pro-
vides an important basis for identifying barriers and
strategies for equity.

The service functions ave somewhat less costly to
operate. Doing a vacaney listing requires having timely
access to informalion about job openings. The candi-
dates’ divectory is probably the simplest to operate: it
requires sending forms to potential aspirants and dis-
tributing the compiled information to districts. The
vacancy listing can help break down the “old boys™ net-
work™ that excludes women from information about
vacancies, while the directory can negate the commonly-
heard complaint that qualified female applicants are
not available.

The effort might encompass other purposes such as
providing a support and resource group for female as-
pirants. conducting workshops to help aspirants pre-
pare for administrative careers, or supporting grievants
in discrimination cases. In Oregon. these purposes were
served hy OWEA rather than The Oregon Network.

Another choice is that of one’s stance toward “the
system.” Eveun if the decision to monitor vacancies is
shaped by anger. there are pitfalls in adopting a con-
frontative stance toward sources of information. The
cooperation ol the state administrators’ association cer-
tainly helped the Network. Obtaining access to applicant
files and eliciting the cooperation of administrators who
took time to dig up information about hiring prac-
tices would have been much more difficult without that
group’s support.

Functions: Research and Service

If your effort is to include a research function, deci-
sions must be made about what topics to study. If you
want to operate an information clearinghouse, you need
to decide whether to offer a vacancy listing, a candi-
dates” directory, or both. Kinds of research topics are
listed here first, and then considerations for operating a
clearinghouse.

Research. Information that might be gathered falls
into five categories,

Districr

1. Identification: name, number, address, telephone, su- .
perintendent or other contact person, size.
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2. Personnel: size and sex composition of administra-

tive and certificated staff.

Setling: size and setting (city, suburban, rural) of

town in which district is located, unique or particu-

larly salient characteristics of district or town.

4. Policies: aflirmative action policies and plans, for-
mal or informal procedures for grooming prospec-
tive administrators (and whether these procedures
encourage or discourage women).

. Hiring: whether the district makes special efforts to
recruit female applicants and whether the district
usually fills positions from within or oulside the
district.

&

1

Positiox

1. Title and responsibilities of the position.

2. Assignment (elementary, secondary, district oflice).

3. Whether staff or line position (especially whether
the position supervises other adults and has budge-
tary responsibilities).

1. Salary offered, and whether supported by “hard” or
“soft” money.

5. Place within the organizational hicrarchy.

6. Whether the position is permanent or temporary.
full- or part-time.

=~

Whether the position is new one or replaces an in-
cumbent (if the latter. is the incumbent female or
male).

STRUCTURE
1. Names (if possible) and number and sex of person
or persons receiving and screening initial applica-
C tons,
2. The same information on person(s) conducting in-
terviews.
3. The same information on person(s) making recom-
mendation of finalist(s).
4. The same information on person(s) who actually
make the job offer, whether administration or school

board.

ProcESS

1. Whether the position is to be filled by (a) appoint-

ment, transfer or promotion without competition,

(b) recruitment within the district only, or (¢) re-

cruitment outside the district, possibly outside the

state.

If advertised, what channels and media are being

used to recruit for the position.

3. Whether special efforts are made to recruit female
applicants.

4. What particular steps are taken to fill the position.
In the case of open competition, these steps usually
include screening of applications. interviews (some-
times two rounds), recommendations by the inter-
viewer(s) to a higher authority, and an offer of the
job to the successful candidate.

4. Whether there are variations in this basic process

g

that seem to discriminate against women or signifi-
cantly reduce their chances for « fair opportunity.

What criteria are used at cach step of the process to
pass some candidates along and weed out others,
with special attention to how women candidates are
treated.

6. Whether the hiring process used in a particular in-
stance appears to deviate from established district
policy or practice.

Arrricant PooL

1. Number of sex composition of initial pool of appli-

cants and, if possible, comparison of qualifications

of men and women.

The same information on persons interviewed.

3. The same information on persons in final list of
recommendations.

4. Characteristics of the person hired, including basic
demographic information, and data about prior po-
sition, district, and assignment.

N

Much of this information is valuable because it pro-
vides a complete picture of the filling of a given admin-
istralive position. Other kinds of information are valu-
able primarily when they are compared across several
districts. Gaining a composite picture of your terri-
tory, for instance, requires counting positions and
which ones are filled by women. Other patterns can be
found by looking at questions such as: Are women more
likely to be hired in appointive or competitive recruit-
ment? Does district size, sex composition, or setting
make a difference? Are women more likely to be hired
in staff or line positions, in elementary, secondary, or
central office jobs?

Service. Operating a service function also requires
making decisions about the information to be included.
Your vacancy listing or candidates’ directory might
include this information.

Vacaney LisTine

1. District, with address and telephone

2. Setling or other special characteristics

3. Salary offered and length of contract

4. Responsibilities and assignment of the position
5. Deadline for application

6. Materials to be submitted in application

7. Person to be contacted for application and informa-
tion

CANDIDATES” DIRECTORY

1. Name and address
2. Sex and race (optional)
3. Certificates or credentials held
4. Positions sought
5. Areas of particular strength or interest

(In addition. The Oregon Network collected infor-
mation from aspirants such as age, marital status, will-
ingness to take a permanent-part-time or job-sharing
position, and similar information that was used in re-
scarch but was not publizhed in the directory.)
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2. Personnel: size and sex composition of administra-
tive and certificated staff.

3. Setting: size and setting (city, suburban, rural) of
town in which district is located, unique or particu-
larly salient characteristics of district or town.

4. Policies: aflirmative action policies and plans, for-
mal or informal proeedures for grooming prospec-
tive administrators (and whether these procedures
encourage or discourage women).

5. Hiring: whether the district makes special efforts to
recruit female applicants and whether the district
usually fills positions from within or outside the
district.

PositioN

1. Title and responsibilities of the position.

2. Assignment {elementary, secondary, district office).

3. Whether staff or line position (especially whether

the position supervises other adults and has budge-
tary responsibilities).

4. Salary offered, and whether supported by “hard™ or
“soft” money.

5. Place within the organizational hicrarchy.

6. Whether the position is permanent or temporary,
full- or part-time.

7. Whether the position is new one or replaces an in-
cumbent {(if the latter. is the incumbent female or
male).

STRUCTURE

1. Names (if possible) and number and sex of person
or persons receiving and screening initial applica-

Chons,

2. The same information on person(s) conducting in-
terviews.

3. The same information on person(s) making recom-
mendation of finalist(s).

4. The same information on person(s) who actually
make the job offer, whether administration or school
board.

ProcEss

1. Whether the position is to be filled by (a) appoint-

ment, transfer or promotion without competition,

(b) recruitment within the district only, or (¢) re-

cruitment outside the district, possibly outside the

state.

If advertised, what channels and media are being

used to recruit for the position.

3. Whether special efforts are made to recruit female
applicants.

4. What particular steps are taken to fill the position.
In the case of open competition, these steps usually
include screening of applications. intérviews (some-
times two rounds), recommendations by the inter-
viewer(s) to a higher authority, and an offer of the
job to the successful candidate.

4. Whether there are variations in this basic process
that seem to discriminate against women or signifi-
cantly reduce their chances for a fair opportunity.

"

What eriteria are used at cach step of the process to
pass some candidates along and weed out others,
with special attention to how women candidates are
treated.

6. Whether the hiring process used in a particular in-
stance appears to deviate from established distriet
policy or practice.

Arrricant PooL

1. Number of sex composition of initial pool of appli-
ants and, if possible, comparison of qualifications
of men and women.

2. The same information on persons interviewed.

3. The same information on persons in final list of
recommendations.

4. Characteristics of the person hired, including basic
demographic information, and data about prior po-
sition, distriet, and assignment.

Much of this information is valuable because it pro-
vides a complete picture of the filling of a given admin-
istralive position. Other kinds of infermation are valu-
able primarily wheu they are compared across several
districts. Gaining a composite picture of your terri-
tory, for instance, requires counting positions and
which ones are filled by women. Other patterns can be
found by looking at questions such as: Are women more
likely to be hired in appointive or competitive recruit-
ment? Does district size, sex composition, or setting
make a difference? Are women more likely to be hired
in staff or line positions, in elementary, secondary, or
central office johs?

Service. Operating a service function also requires
making decisions about the information to be included.
Your vacancy listing or candidates’ directory might
include this information.

Vacaney Listineg

1. District, with address and telephone

2. Setting or other special characteristics

3. Salary offered and length of contract

4. Responsibilities and assignment of the position
5. Deadline for application

6. Materials to he submitted in application

f

. Person to be contacted for application and informa-
tion

CanpipaTes’” DIRECTORY

1. Name and address
2. Sex and race (optional)
3. Certificates or credentials held
1. Positions sought
5. Areas of particular strength or interest

(In addition. The Oregon Network collected infor-
mation from aspirants such as age, marital status, will-
ingness o take a permanent-part-time or job-sharing
position, and similar information that was used in re-
scarch but was not published in the directory.)

.



Territory

The region you cover may be a single district, a
town, a mctmpolilan area, a counly, one rcginn of the
state, an entire state, or a larger entity. That decision
hinges on one’s constituency and resources. It is best
to have a readily-definable territory that already has a
distinct identity. Your constituents can readily sec them-
selves as “belonging” to a definable area such as a
county or metropolitan area and thus lend greater sup-
port to your effort.

Generally. smaller territories are more homogeneous
and thus easier for purposes of comparison among dis-
tricts within the territory. Certainly, it is better to han-
dle a small region well than a larger one haphazardly.
The final decision will probably be a trade-off among
the level of effort desired, constituent interest, and re-
sources available.

The second consideration is how to define the area
sach monitor will cover; the point is to cover the full
territory yet insure an equitable workload among mon-
itors. Paid monitors can probably cover a larger area
thau volunteers because their time and expenses are
reimbursed.

Dividing the territory is approached with statistics
and a map. The statistics include information about the
number and size of districts in the territory; the map
helps mark off geographical boundaries. The SEEI, staff
divided the state into six regions and then made several
rearrangements to take into account numbers and size
of districts. location of easily travelled-roads, and the
like. The result was a compromise that traded small and
densely-populated regions for larger arcas with longer
travel times. It is probably a good idea to keep admin-
istrative units (such as county lines or intermediate edu-
cation districts) together whenever possible.

Coordinator

You will need a coordinator to carry out your effort.
The experience of both SEEL and CWE suggests that it
is impossible to maintain a strong monitoring effort
without a single, central person in the coordinator’s role.
For expertise, continuity, liaison with other agencies,
and knowledge of the undertaking, one person is essen-
tial. The functions probally cannot be served by volun-
tecrs or a rotating membership. It may. though, be pos-
sible to locate research functions in one person and
service functions in another, provided that the two
maintain excellent communication.

The coordinator should have familiarity with equity
issues and with schools, abilities in organization and
communication, and knowledge ahout changes processes
and research, If the coordinator is to he a spokesperson
for the effort, he or she should have public relations
skills. While SEEL found no major impediment to hav-
ing a male as a coordinator, it may he preferable to have
a woman in that role. On the one hand, it may be easier
for a male to gain access to male-dominated adminis-

trators” groups, but on the other hand, a female might
work better with a predominantly female support group
for aspirants.

Monitors

SEEL hired six monitors at three-tenths time for nine
months, while monitors in the CWE project were volun-
teers. In either case. in monitors you should look for
initiative, interest, and an ability to work on their own
without close supervision. They should be able to or-
ganize their time, scheduling appointments and other
arrangements to cover their territory expeditiously.
They should be able to maintain cordial working rela-
tionships with school personnel. 1f they are to travel,
they should have a reliable car and the ability 10 be
away from home for several days at a time. CWE mon-
itors apparently covered one district each: it was up to
each monitor’s discretion as to whether she wanted to
contact the top administration. SEEL’s monitors cov-
ered an average of 50 districts each and worked directly
with top administration. The monitor’s duties and quali-
fications will depend partly on which strategy you adopt.

Whether paid or unpaid, the potential monitors
should have an interest in and some commitment to
equity for women. There was a considerable range of
attitudes toward feminism among The Oregon Network's
monilors when they were hired; all later reported mov-
ing significantly toward more feminist attitudes during
the course of the project.

The Oregon Network’s monitors were hired not only
for their individual qualities and talents, but also with
an eye toward how well they would probably work to-
gether as a group. Some of the most productive and
exciting times in The Network’s. life occurred during
meetings of the monitors; you should consider group
as well as individual characteristics when signing on
your monitors.

The Oregon Network’s monitors adopted a fairly
uniform set of procedures that can serve as a model for
your monitors:

Organize. Become familiar with the region assigned,
the project, and necessary forms and materials. Keep
a file system of one file folder per district containing
all information about that district plus a log to note
contacts, dates, names, and other information. Deter-
mine most cconomical routes and schedules for covering
the territory.

Contact. Make contact with key person in each dis-
trict by a letter of introduction. followed by a telephone
call to set up an initial appointment. The initial appoint-
ment should include time to discuss administrators’
concerns about sharing information, explain carefully
the project’s purposes, and assure the contact person
that individual identification and information will be
Kept confidential and anonymous.

Follow-up. Secure a commitment to be informed
when a vacancy occurs: cheek periodically by phone
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hecause administrators tend to forget. Gather informa-
tion about cach vacancy and report it promptly to the
coordinator, especially if a vacancy listing is being
maintained.

Documentation. Make arrangements with each ad-
ministrator as to how to document people and processes
in each vacancy. Some administrators will allow access
to the records so the monitor can compile information,
while others will want warning ahead of time so they
can have information available when the monitor visits.
Submit samiples of early documentations to the coordi-
nator for checking on information recording and com-
pleteness.

Exit Interview. If the project has a definite ending
point. conduct an exit interview with each administra-
tor to colleet last pieces of information about the dis-
trict and its hiring and lo provide an assessment of the
effort from the administrator’s point of view.

Resources and Financing

A critical question is whether stafl will be paid or
volunteer. There are problems in relying on unpaid
labor. After initial enthusiasm wanes, other interests
and commitments impinge on the volunteer’s energy;
CWE soon found that people usually became inactive in
the organization after they found jobs and that most of
their volunteers were currently unemployed. The prob-
lem with paid persons is that they are expensive: the
greatest share of the Network’s budget went to salaries
and related expenses. The coordinator was a half-time
position on the university’s facully pay scale, while co-
ordinators were paid at roughly the same rate as gradu-
ate students, about $400 per month.

The coordinator should probably receive a salary,

even if only a token. (Timpano’s being on sabbatical
leave from her administrative position, and thus able
to donate her labor to CWE, was a fortuitous circum-
stance.) Even if coordinators are not paid, it wonld be
desirable to veimburse major expenses such as travel.
Your effort will need sceretarvial and other support
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services. Letters need to be typed, telephones answered,
mailings gotten out, and so on. The Oregon Network
used perhaps ten to twenty percent of the SEEL secre-
tary’s time. Because of the mass of data compiled by the
Network, computer analysis was required, which meant
using some of the time of the SEEL research associate
who had computer skills and hiring two coders who
were paid on an hourly basis.

It is important to budget resources for training the
coordinator and monitors. SEEL staff members met with
monitors four times, first 1o orient them to their jobs
and later for problem-solving and progress-sharing ses-
sions. These sessions proved invaluable for exchanging
information and resources, tips on ways to solve par-
ticular problemns, and for the comaraderie that grew
out of both work and social events (include a party fund
in your budget . . . you’ll need it!). There should be
one final meeting for the monitors to turn over records
to the coordinator and to recap the experience. At the
final SEEL meeting, staff monitors shared feelings about
the collaboration, talked about future plans, and de-
briefed the experience.

An essential question is how to finance the eflort.
CWE supported itself for four months by selling buttons
that read “Support Women Administrators!” After that.
the organization charged dues of $10 for individuals and
$25 for institutions. Additional income sources included
honoraria paid to CWE speakers and consultant fees
for the organization’s services. You might also wish to
investigale the possibility of non-profit tax-exempt
status, which allows you to receive donations.

The Oregon Network was financed by SEEL’s WEEA
grant. The Network’s budget was fairly substantial due
to seven part-time salaries (the equivalent of 2.3 full-
time positions) and related expenses. In addition to

salaries and expenses, you will need funds for expenses .

such as postage, stationery, reproduction, office, meet-
ing refreshments, telephone bills, printing, and perhaps
computer-related costs.

A directory of candidates could certainly be financed
out of relatively modest dues assessed members; this
is how OWEA will finance the operation of the direc-
tory in future years. The only real costs involved are
preparing and duplicating forms, mailing them to po-
tential candidates, compiling the information received,
duplicating it, and mailing it to district and other agen-
cies in your territory.

The vacancy listing is a somewhat more expensive
operation, since it involves a greater effort to acquire
the information needed. There is another complication.
Most universities and many administrators’ associa-
tions maintain vacancy listing serviees for which people
pay money. SEEL was able to use information provided
hy those services for free, an arrangement that was
possible only because of an agreement that The Net-
work’s listing would operate for one year only on an
experimental basis. Presumably, monitors will be able
to acquire the information needed to maintain a va-
cancy listing. but only if careful groundwork has been
done to cultivate and nourish reliable and timely sources
of information.



Publicity and Liaison

Appropriate publicity and the support of important
groups in your territory can help you greatly. Publicity
can spotlight the issues and your efforts to deal with
inequities, thereby putting pressure on districts and
helping to recruit members. Liaison with education
agencies, and with important organizations of admin-
istrators, teachers, and school board members can pro-
vide the credibility you need to acquire information and
provide services.

The important thing is to know which groups.in your
territory are politically important and whose support
you need. Face-to-face contacts are probably the best
way to establish rapport and explain your purposes to
these groups. Expect only minimal results from mail-
ings and other impersonal forms of publicity. Even
after several mailings, The Network’s monitors found
that many superintendents still had not heard of the
project. Nevertheless, every bit of awareness helps, and
neglect of even a small step like mailings seems to hurt
a lot.

The Oregon Network’s coordinator and other SFIL
stalf members made a point of contacting important
educational organizations in the state, especially the
state administrators’ organization. SEEL found it espe-
cially helpful to secure a public statement of support and
commitment from the administrators’ organization,
which provided a legitimacy that opened doors when
the monitors visited school districts. Another important
liaison was provided through the SEEL project’s ad-
visory council, which included influential people from a
variety of agencies and organizations in the state.

Forms

Nohody likes forms but they are genuinely essential
for maintaining standard kinds of information and
coraparability among data. The number and Kinds of
forms you use will depend on your purposes. Forms
used by the Network are listed below, and copies are
included in the Appendix.

Research and
Monitoring Forms

1. School District General Information. A description
of each district, including address, names, composi-
tion of staff, anticipated vacancies, affirmative ac-
tion policies, and the like.

2. Administrative Vacancy Description. A sheet for
each openly-advertised position, including title, du-
tics, assigninent, salary, application requirements,
and the like. This form was often supplemented with
the district’s own vacancy notice.

3. Hiring Process Description. A description of the
steps by which each position was filled, including
advertising and recruitment, composition of the vari-
ous committees involved in screening, interviewing,
and recommending; data on applicants and inter-
view pool; and chavacteristics of the successful can-
didate and incumbent.

4. Final Callback Form. An interview schedule for the
exit interview each monitor conducted with the con-
tact administrator. including reactions to The Net-
work and miscellaneous information about the dis-
trict.

Clearinghouse Forms

1. Dircctory Listing Form. A sheet on which aspirants
listed information about themselves for inclusion in
the directory of candidates, including personal in-
formation, interests, experience, qualifications, po-
sitions sought, and so on.

2. Directory of Candidates. An alphabetical listing of
candidates with essential information about each;
distributed to all districts with known vacancies.

3. Directory Questionaire. A survey form sent to all
persons listed in the directory, including questions
about each person’s experience in seeking a job, re-
actions to the service, background, ete.

4. Vacancy Listing. A periodic listing of all known va-
cancies, listed by job category (superintendent, high
school principal. etc.), including information about
job, qualifications, salary, application requirements,
and application deadline.
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Did the SEEL Project accomplish its goals?

o Was there a greater proportion of women admin-
istrators in Oregon in 1979 as compared to 19767

e Were there more women preparing to become ad-
ministrators in 1979 as compared to 19767

@ Were attitudes that served as barriers to women’s
entrance and advancement in administration
changed?

e Were training programs altered?

@ Did school districts change inequitable hiring

practices?

e Was a legacy for change created? .
The answer to each of these questions is “Yes, but . . .”
Although the questions are simple, the answers are not.

There is a greater proportion of women administra-
tors in 1979 in Oregon as compared to 1970, but it is
unclear whether this was due to SEEL. To test the efhi-
cacy of the SEEL Project, it must be seen if more
womnen became administrators in other states. Perhaps
the tise of women in administration is a national phe-
nomenon. Perhaps there would have been an increase
of women in Oregon’s public school administration even
if a SEEL Project had not existed. The data are clear
that more women in Oregon are enrolled in formal
preparation programs in 1979 as compared to 1976.
But will these women become school administrators?
There is evidence that some people’s negative attitude
toward women as administrators changed. But the data
are selective and subjective. Training programs were
changed. But there is little evidence about training pro-
grams effectiveness in changing participants’ behavior.
The evidence of women employed as administrators in-
dicates some chauges in district recruitment and selec-
tion. But will these changes endure? The SEEL staff is
cautiously optimistic that the future is positive regard-
ing more women entering and advancing in educational
administration. But evidence of change in Oregon can
only be measured in the future.

Before and Afrcf SEEL

In this chapter cvaluation data are presented about
the SEEL Project’s effectiveness. It was gathered and
prepared by SEEL staff members (primarily Jean Stock-
ard, Ken Kempner and Rita Pougiales)." There was a
conscious attempt to use various methods of evaluation
and data collection. In some cases the data are objec-
tive-—comparisons of numbers gathered from records.

TFor more information regarding evaluation of the SEEL

Project see:

Kempner, Kenneth., “A Framework for the Evaluation of Plan-
ned. Social Change.” Unpublished doctoral dissertation. Fu-
gene, Oregon: CEPM, University of Oregon, August 1979,

Kempner, Kenneth, Pougiales, Rita and Schimuck, Patricia. “The
Documentation and Fvaluation of a Social Change Project:
Sex Equity in FEdueational Leadership.” Paper presented to
the \nmerican Educational Research Association, San Fran-
cisco, April 1979,

Kempner. Kenneth, Pougiales, Rita and Stockavd, Jean. “ldeo-
logical Development in Planned Social Change Projects.”

[n other cases, the data are more subjective—reports of
impressions, testimonies, conversations, or staff notes.
In the following sections, the six questions presented in
the introduction will be answered.

The Number of Women Administrators

There was a greater proportion of women school ad-
ministrators in Oregon since 1973-74. Table 7 com-
pares the proportion of women in various administra-
tive positions in Oregon (the year after the Oregon

TABLE 7
Percentage of Women in Administrative Positions
in Oregon Public Schools 1971-72 through 1978-79

71-72 72-73 73-74 74-15 75-76 76-77 77-78 78-79
Superin-

tendent 08 0.8 04 086 1.2 08 08 48
Asst. Super-

intendent .1 5.6 4.5 2951 1.3 3.8 2.3 0.0
Principal 6141 59 6:1 565 6.7 TN Sl
Asst.

Principal
Director/

Supervisor 27.4 24.6 22.6 25.1 20.2 21.0 20.5 18.4
Coordinator/

Consultant 35.3 31.1 28.2 37.1 37.5 37.1 39.6 40.9
Total 12.1 11.5 112 12,0325 1301 13 1805
Total

Positions 1981 2068 2121 21433 2256 2275 2315 2103

58 6.2 9.1 69 11.8 13.3 122 145

Network began) to the proportional representation in
carlier years, These figures indicate a slight, but steady,
increase of women’s representation in general since
1974, the increase is most noticeable in the assistant
principal and coordinator/consultant posts. The per-
centage increase of women in 1978-79 was higher than
in any years since 1974-75 (both an increase of 0.3 per-
cent). Standard tests of significance show that the long-
term increase in women’s proportional representation
from 1971-72 to 1978-79 cannot be attributed to chance
(z = 2.4, df = 4382, p. < .01). However the yearly in-
crease from 1977-76 to 1978-79 (the year in which the
Oregon Network would be expected to have an effect)
may be due to chance fluctuations (z = 0.8, df = 4746,
p. < .50),

Unpubliched paper. Eugene, Oregon: CEPM, University of
Oregon, 1979.

Pougiales, Rita and Kempner, Kenneth. “Evaluation of Ideology :
A Case Study of Social Change.” Puper presented to the
\merican Edncational Research Association. San Francisco,
April 1979.

Pougiales, Rita. " A Case Study of a Social Change Project.” Un-
published doctoral dissertation. Fugene, Oregon; CEPM, Uni-
versity of Oregon. Forthcoming, 1980,

Stockard, Jean. Sex Equity in Educational Leadership: An
Analysis of a Planned Social Change Project. Newson, Massa-
chusetts: Education Development Center, 1980,



While there have been changes in women’s represen-
tation in Oregon, it must be considered whether these
changes were prompted by influences other than SEEIL,
including more liberal hiring patterns toward women
throughout the country. One way to examine this pos-
sibility is to compare changes in the proportion of
women administrators in Oregon to those in other
states.

Data on the sex ratio of employees in public schools
were obtained from the state departments of education
in four western states: Oregon, Washington, California
and Colorado. These states were chosen because of simi-
larities to Oregon in demographic and geographic char-
acteristics or because of their physical proximity and
similar regional interests.

A log-linear analysis of contingency tables of com-
parisons between the four states from 1973-74 through
1977-78 was used. The variables included the state, type
of position held. sex of the position holder and the year.
Efforts were made to minimize the problems of different
titles used, the number of employees and changes in the
number of employees in the state and variations in the
numbers of people in each position.”

The analysis indicates Oregon made no significant
changes in the proportion of women in administration
as compared to Colorado, Washington, and California;
all four states showed increases in the number of women
administrators. This is shown in Figure 3.

2 See Stockard, An Analysis of a Planned Change Project
(198C) fur a complete accounting of this analysis,
Wa-hington data unavailable for 1977-78 and 19738-79.

Ficugre 3
Percentage of Women Holding Positions in All
Levels of Administration by State and Year
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These data, however, should be read with some cau-
tion. First, the figures for each year represent women
who were employed as administrators. Thus. the year
1977-78 reflects women who were hired in 1976-77
when the SEEL Project began. Thus, Figure 3 reflects
only the first two years of the SEEL Project. Compara-
tive data for 1979-80 were not yet available from Cali-
fornia, Washington or Colorado at the time of this
writing.

Second, while these data indicate Oregon did not
make significant gains in hiring of women administra-
tors as compared to California, Washington or Colo-
rado, SEEL Project goals included changing attitudes
and procedures regarding the hiring of women in the.
future. The SEEL staff members did not, in fact, expect
to produce dramatic changes in the number of women
hired as administrators in only three years of work.
SEEL Project stafl members believed that changes in
people’s attitudes and organizational processes would
happen incrementally over the years. Thus, changes
regarding attitudes, preparation programs, hiring proc-
esses, and recruitment of women were also evaluated to
determine whether changes were made in individual
and organizational processes to reduce the obstacles to
women’s entry into administration.

The Number of Women in
Preparation Programs

The number of women enrolled in administrative
degree and certification programs in Oregon has in-
creased. Whereas in 1975 there had been only two fe-
male graduates in the history of the department of edu-
cational administration at the University of Oregon, by
1979 five more females had graduated. In 1976 eight
females were enrolled in the program, and this number




grew to 32 in 1979, Of the enrolled females in 1978.79,
75 pereent had talked to the SEEL Project divector or
a SEEL stafl member about their career plans. It must
be noted that the number of male students also in-
creased, thus females percentage has not dramatically
increased.

In certification programs the proportion of females
has also increased. In 1974-75 at the University of Ore-
son, women represented 12 percent of certification stu-
dents: that figure grew to 23 percent in 1978-79. In
fact the increased representation of women in the cer-
tification program is so large it cannot be attributed to
chance.

In other departments of educational administration.
however. a similar phenomenon has occurred. A mail
survey of thirteen departments of educational adminis-
tration in Washington, California, Colorade, and Idaho
indicate a similar rise. Tt appears that in all states
studied women increasingly are becoming prepared to
enter educational administration.

The reliability of the data, however. is questionable.
Departments have not done an adequate job of record
keeping: data often is not compiled by sex and depart-
ments do not necessarily have common designations of
araduate student status. Furthermore data about the
numbers of students enrolled and the number of gradu-
ates are not available. We cannot tell, for instance,
whether enrollments for males and females are discrep-
anl from male and female graduates.

Although it appears that women are increasingly be-
coming prepared to enter educational administration,
it remains unclear whether thesec women will become
emploved as administrators. For instance, of the few
females who graduated from the departinent of educa-
tional administration at the University of Oregon. only
one has become a school district administrator. Most
women are employed by universities, state departments
or other educational agencies. Their motives for not
entering administration in a school district ave varied.
A similar phenomenon occurs with males also. less
than half of the male doctoral graduate students from
the University of Oregon have become school district
administrators. :

Although the increased number of women entering
departments of educational administration is a positive
sign, the question remains whether these women will
become district administrators. Will sex selective and
discriminatory selection and hiring practices be changed
with more qualified women in the applicant pool? Per-
haps. Oregon Network data, however, found no rela-
tionship between the percentage of women in the appli-
cant pool and the hiring of women as administrators.
One woman graduate student presented a fairly pessi-
mistic picture; “It scems possible that a woman could
spend a career getting prepared only to retire having
done nothing.”™ The question remains, will districts
hire women?

#Sex Fquity in Educational Leadership, “Female Doctoral
Students in Educational Administration: Who Ave They?” The
SEEL Report. May, 1978, po .

Attitude Change

Building awareness and providing information about
women in educational administration was one strategy
used by the SEEL Project to change negative attitudes
toward women. Yet psychologists remain unclear abhout
the connections between attitudes and behaviors; human
behavior is complex and often inconsistent.* Although
SEEL staff members believe that activities designed to
change individual’s expectations and attitudes toward
women were useful, they also believed a singular stra-
tegy focused only on altering attitudes would be incom-
plete.

A number of activities were directed at changing the
attitudes of both women and men about inequities in
educational administration. Of particular impertance
was changing the attitudes of women toward them-
selves. This emphasis for SEEL was apparent in some
of the SEEL-sponsored conference workshops, such as
“Assertiveness: Woman’s Presentation of Self” and
“The Nitty-Grity Road to Becoming an Administrator”
and presentations to many women’s groups concerning
inequities in administration.

Unsolicited testimonials from women and men indi-
cate that conferences, publications, workshops. and dis-
cussions about inequities in educational administration
are useflul to help some women free themselves from
cultural stereotypes and to enable male administrators
to reflect on their differential treatment of men and
women.

Judith Palmer identified five stages of feminist aware-
ness: curiosity. identification, anger, consolidation. and
personal power.” Over three years SEEL members saw
many women, as well as men, travel through these stages.
I'or instance, in 1976 many female administrators in
Oregon were in the curiosity stage which involved in-
terest but no clear feminist commitment. One very active
OWEA stecering committee member is an example. She
began her involvement by coming to an OWEA meeting
stating, “I am not a ‘libber,” I have only experienced
help from males in my district but I came here to find
out about your organization.” She has since moved
through the identification and anger stages to the level
of consolidation as shown by her commitment to work
for the cause of wormen in OWEA and within the ad-
ministrators’ association. She is also a good example
of demonstrating personal power by her behavioral
changes, she has become increasingly more active and
participative in all male groups and has initiated many
programs in the state that would have intimidated her
in previous years. SEEL members have also seen some
men become increasingly aware and committed to the
concepts of feminisnw

The SEEL staff used only one quantitative measure of

t See for instance, Triandis, 1. C. “The Tmpact of Social
Change on Attitudes” in King, B. and McGennies, E. (Eds.)
Attitudes, Conflict and Social Change. N.Y. Academic Press.
1972.

O Palmer, Judith, “Stages of Womens Awareness.” Socia/
Chunge. 9.1, 1979, pp. 1-1,
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attitudes, by giving pre- and post-attitudinal tests in the
class on Sex Equity in Education. The results were not
significant primarily because students who enrolled in
the course already had high awareness and favorable
attitudes about the issue.

Although data about whether the SEEL Project influ-
enced attitude changes are not quantifiable, SEEL mem-
bers firmly believe that education about sex roles is an
important process for women to change their self image
and their career aspirations and for men to learn more
about the cultural stereotypes which have influenced
their lives and their relationships with their female
colleagues.

Administrative Training
Program Changes

The SEEL staff tried to change programs in three
ways: by introducing content to university program
offerings about sex role issues, by increasing study of
sex role issues as part of the continuing program for
administrative training and by having more women
appear on programs for administrators. Changes are
apparent.

The SEEL class was taught five times and a course
on equity including sex, race. and handicap will be-
come a regular part of the University of Oregon’s of-
ferings. The continuing education program for admin-
istrators include several program offerings about Title
INX and workshops on antidiscrimination law. The state
administrators’ association co-sponsored one workshop
with OWEA on male-female working relationships, Most
of these programmatic changes were brought about,
however. because of legal mandates as well as the influ-
ence of the SEEL staff and other interested individuals.

Counts were also taken on the number of women ap-
pearing on the ennual program of the Oregon ard na-
tional administrators’ association. In Oregon, propor-
tionally women’s representation at the annual conven-
tion was increased from 19 percent in 1976 to 32 per-
cent in 1978. This change is dramatic compared to the
proportion of women who appeared on the programs
of the national administrators’ association; in 1976,
13 percent women and in 1978, 15 percent women ap-
peared on the program.

The SEEL Project made some gains in altering ad-
ministrative training programs. While staff members
believed these changes were uselul to develop awareness
and changing behavior, the influence of training pro-
gram changes on participants’ attitudes and behavior
remains untested.

School Distriet Hiring Changes
Quantitative data indicate that more women were

hired during the operations of The Oregon Network than
in previous years. Three hundred adiministrative vacan-
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cies occurred in Oregon in 1977-78. Those positions
were filled by 235 men (78 percent) and 65 women (22
percent). That figure vepresents a net gain of 36 women
in administrative positions, as the 65 female hirees re-
placed 29 women incumbents or filled new positions.

Traditional patterns of female employment in admin-
istrative positions did not change much, however.
Women were most likely to be hired in staff or subordi-
nate rather than superior or line administrative posi-
tions. Women comprised only 14 percent of superin-
tendent. assistant superintendent, principal, or director-
supervisor positions, while they were 32 percent of as-
sistant principal, coordinator, consultant. or adminis-
trative assistant positions, Women werc more likely to
be hired in positions dealing with particular subject
arcas (43 percent of female hirees were in this avea),
curricnlum and instruction (28 percent), or pupil per-
sonnel services (26 percent) than in positions with gen-
eral administrative responsibilities (15 percent). Gen-
erally, the highest proportion of females hired were in
metropolitan areas with more job vacancies compared
to rural aveas which had few vacancies,

The Directory of Administrative Candidates was
evaluated highly by those people listed. The divectory
was used hy districts and by individuals; about one-
third of the individuals listed in the directory were con-
tacted by school districts with openings. This activity
demonstrated to candidates and districts alike that
women were interested and qualified in administration.




Whether these quantitative changzes demonstrate that
districts have altered their hiring practices is unclear.
Perhaps the rvesearch effort of The Oregon Network it-
sell, influenced the hiring process. Even though the
field coordinators did not assume an advocacy posi-
tion in relation to hiring women, nor did they have any
compliance functions, the knowledge that someone
would seek information about the hiring of adminis-
trators may have influenced the outcomes. Whether
women conlinue to apply and be employed at the same
or higher rates in future years would be a greater test
of the eflicacy of The Oregon Network in changing hir-
ing practices.

Legacy for Change

The SEEL Project’s proposal to the Women's Educa-
tional FEquity Act emphasized building the state capacity
for continued reform. Thus, SEEL Project members
tried to establish a legacy for change that would con-
tinue in Oregon beyond the federal funding. SEEL
members were svccessful in making several changes
that will live on in the future. First, several produects
and research studies have been produced which may
beneflit people in Oregon as well as other states. The list
of products is included at the end of this hook. Second.
there were alterations in curriculum for the training of
administrators which will continue as program offer-
ing=. Third. many individuals have changed their be-
havior regarding their understanding and commitment
toward equity issues. For several key individuals there
have Leen noticeable changes in languase usage. in dis-
cussions about equity issues, and observable commit-
ment and support of feminism. As one man said. “I can
no longer see the world in the same way any more.”
These individuals certainly are a lezacy for change.

Finally. and perhaps the most significant legacy for
change was the cstablishment of Oregon Women in
Educational Administration. OWEA has become a vi-
able organization and will continue many state-wide
activities such as putting on workshops, encouraging
women to enter administration, negotiating with exist-
ing organizations, producing the Directory of Adminis-
trative Candidates and other activities. An-identifiable
group of women in Oregon has organized and adopted
a strong advocacy position for achieving sex equity in
cducational leadership.

An evaluation of the SEEL Project found some suc-
cess in achieving the original objectives: a greater pro-
portion of women were hired as administrators and
were preparing to become administrators. Also there
wias some positive evidence that c<ome people’s attitudes
were changed and some organizational procedures al-
teved to continue progress toward equity. Several prod-
ucts were developed and disseminated which may be
uscful to people in other settings. The newly found or-
ganization. OWEA, perhaps can be effective in continu-
ing the momentum for change. In the following two sec-
tions. other considerations for project evaluation are
di=cussed,

An Evaluation Compnring
Different Projects

Another approach to evaluating the SEEL Project’s
effectiveness is to compare it with other similar projects.
Although no other project in the United States is di-
rectly comparable to SEEL, alternative strategies have
been considered that could have used the three year
SEEL budget of $470.000.

For instance, one strategy might have been the place-
ment of women divectly into administrative positions at
no cost to the school district. At an average salary of
$20,000 a year, seven women could have been funded as
administrators for three years.® Because there are no
assurances these women could be retained by the school
district after the three years of funding, this alternative
is somewhat limited in its legacy of change.

Another alternative could have been the placement
ol women as adininistrative interns in school districts.
With the same budget as SEEL, twelve women at an
average salary of $12.000 a year for three years could
have been funded as interns in school districts. This
strategy has been used, in fact, by three WEEA-funded
projects.” These three projects provided tiaining for
interns, negotiations with districts, university credits
and help with placement. Although the outcomes of these
projects are yet unclear, the projects’ legacies will be
the women who participated in the program, the train-
ing materials developed. and the projects’ evaluations.
These projects, however, do not have the capability for
following the interns who were prepaved. Whether or
not these women entered and advanced in school district
administration is unknown.

Because of the lack of divect comparable data be-
tween projects. conclusions about the most effective
strategies to increase the number of women in educa-
tional administration are merely speculative. Members
from six WEEA funded projects pooled their knowledge
and resources in a working conference, Women in Edu-

S This takes into consideration a rough estimate for benefits.

P Female Leaders for Administration and Management in
Education (FLAMID . Dallas, Texas. Dorothy Sanders, Director.

Women in School Adwministration (WISA), Billings. Mon-
tana. Lois Sindelar, Dircector.

Intecnships Certification,  Equity  Leadership and  Support
CES), Lawrence, Kansas, Jerry Bailey, Director.
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tional Leadership: The State of the At The conference
members made the [ollowing reconmendations:

Educational leadership projects funded under
the Women’s Educational Equity Act are directed
toward changing individuals, institutions, or both.
An examination of the six projects represented at
the 1979 State of the Art Conference on Educa-
tional Leadership reveals that some successful
strategies have been developed to prepare women
for full and fair participation in educational ad-
ministration. In addition, some successful strate-
gies have been developed to change organizational
policies and practices with regard to women’s
participation as educational leaders. THERE-
FORE. WE BELIEVE TRIED SUCCESSFUL

"EFFORTS TO CHANGE INDIVIDUALS AND
CHANGE ORGCANIZATIONS SIHOULD BE IM-
PLEMENTED IN DIFFERENT SETTINGS,
AND STATES.

Although we know something of women in edu-
cational leadership positions, less is known, how-
ever. about the participants prior to their decisions
to pursue educational leadership positions and
even less is known about what happens to the in-
dividuals who have been catapulted in educatioral
leadership as a direct result of WEEA projects.
THEREFORE, WE BELIEVE TFOLLOWUP
STUDIES OF WOMEN AS EDUCATIONAL
LEADERS WHO HAVE PARTICIPATED IN
WEEA FUNDED PROJECTS IS IMPERATIVE.

We have had some success in chunging organi-
zational policies and practices, but less is known
about how change happens within systems such
as departments of educational administration,
school buildings, districts, agencies, and other or-
canizaticns. Even less is known about which in-
tervention strategies are appropriate for different
systems. For example, are strategies geared to-
ward changing a state agency also appropriate for
a local school district? Are there different condi-
tions of readiness (i.e., there may be a develop-
mental process of change where certain strategies
are more appropriate than others)? WE BE-
LIEVE THAT RESEARCH ABOUT DIFFER-
ING STRATEGIES UNDER DIFFERING CON-
DITIONS FOR IMPLEMENTING SEX EQUI-
TABLE POLICIES AND PRACTICES ‘IS
NEEDED.

R A State of the Art Conference: WEEA: Women in Educa-
tional Leadership. Paper presented to the Women's Program
Staff, Office of Education, April, 1979.
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The Ultimate Worth
of the SEEL Project

Social intervention projects are guided by values;
they are designed to change people or social processes
to a more “desired” state. All projects under the Wom-
en’s Educational Equity Act are guided by the value,
stated in law, of equal opportunities for males aand fe-
males. SEEL was no exception to these guiding values.
The SEEL Project was based on the premise that wom-
en’s under-representation, prima facie, represented an
unfair and unjust system. Equity would be a reality
when sex segregation and stratification no longer existed
in the labor market in general and in educational ad-
ministration in particular. :

Rawls, 4 Theory of Social Justice, raises another
consideration for social intervention projects.® He eval-
uates a project’s worth by whether it benefits the “least
advantaged members” of the system. For schools, the
least advantaged members are students. Will the inclu-
sion of women as educational leaders make a difference
in the lives of students? Perhaps eliminating adult sex
segregation in public school may have a positive impact
on boys and girls. K

Another ultimate concern raised by SEEL members
was the function of administration itself. Are schools
organized the most effective way to educate students?
Most SEEL members did not believe that the structure
of administrative positions are inherently worthwhile
to society or schools. Will the inclusion of women into
positions of administration merely perpetuate ineffec-
tive management or will the movement of women into
educational administration perhaps change the gover-
nance functions of schools? The sex composition of a
position appears to be related to job functions. Perhaps
the proportional increase of women into leadership
may change the processes of decision making, authority
structures, and administrative procedures. Certainly
school improvement must be an ultimate goal of in-
tervention projeets in education; SEEL members be-
lieved an employment system that was fair and just for
adults could only have positive benefits for students and
S(Th()UIS.

9 Rawls, J. A Theory of Justice. Cambridge, Mass.: Belknap
Press, 1971,
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This book was wrilten to describe activities and pro-
grams that can be conducted to change the barriers
women face in entering and advancing in educational
administration, It has already been demonstrated that
SEEL’s three years work in Oregon resulted in some
positive changes. Change is possible. But how can these
learnings in Oregon be translated to other states and
settings? What can you learn from The Oregon Story
to effect change in your own district, region, or state?
SEEL staff members did not believe they could pre-
scribe specific courses of action for you to take. Solu-
tions depend upon the problems to be solved, available
resources, and the kinds of influence held by the indi-
vidual or the group initiating change. Consequently, this
chapter was written as a series of questions for you to
consider the most fruitful mechanisms to bring about
greater equity in your administrative work force.
The first question is, who are you? What power do
you have to initiate changes? What is your job posi-
tion? Are you a lone individual? A group? Do you
have legitimate authority to take action? Where can
you exert the most influence? A person who worked in
a state department probably would not organize a griev-
ance against a school district unless there were clear
compliance violations. Yet if the legality of an issue
were unclear, filing a grievance may be an appropriate
and effective strategy for an independent group.
Second, what are the identified problems in your
arca? The first step toward action rests upon a clear
identified problem. Although data are available about
the barriers facing women generally, what are the facts
for yvour district, region, or state? What is the propor-
tion of women qualified to apply for jobs? Perhaps there
are many women qualified to apply but they have be-
come discouraged from past discriminatory practices.
" How many women comprise the applicant pool? If
women are not well represented in the applicant pool
- perhaps vour strategies for action should be directed
toward encouraging female aspirants, changing prepa-
ratory programs for administrators, or reaching those
women who are qualified but do not apply. What is the
proportion of women applicants to women hired? If
women are well represented in the applicant pool and
are not hired, perhaps you would aim action at hiring
practices.

Third, what activities can be accomplished? Most
people will have limited resources. If you are a volun-
teer independent group without staff assistance you will
have to rely on the efforts of already busy people. Per-
haps holding monthly informal meetings and talking
about barriers facing women is all that you can reason-
ably hope to accomplish. On the other hand, with mini-
mum stafl assistance, you might develop a speakers bu-
reau of qualified women speakers to act as role models.
Perhaps vou might enlist the resources of your state
department or administrators’ association and conduct
rescarch or monitor district hiring practices. Perhaps
efforts should be directed toward writing a proposal and
getting funds to hire an executive director. All people
want their efforts to bear some [ruit. Set objectives
realistically and systematically carry them out to effec-
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tively accomplish specified activities.

Fourth, what audience(s) do you wish to reach? Do
you want to reach women aspirants? Do you want to
support women who are already administrators? Are
school hoards important to reach? Administrators’ as-
sociations? Superintendents? Do you wish to focus on
the entire state? Your region? Your local district?

Finally, what activities are the most promising? The
SEEL project activities have already been described in
some detail. Do you wish to replicate some activities
already carried out or create new ones? These five
questions are considered in detail in the following sec-
tions.



Who Initiaces Chnngc?

e Who are you?

® To what systems do you have access?

e What credibility do you have?

e What power do you have to create change?

Who you are may prescribe certain courses of action.

For instance. an individual or an independent organi-
zation will not have the same kind of power and influ-
ence that a state task force on equity in the state depart-
ment of education. A well organized group of teachers
in a district will have different degrees of influence than
the superintendent’s cabinet. The degree of power in-
vested in different role groups must be considered in
planning a change strategy.

Insiders vs. OQutsiders'

The dichotomy between a person or a group inside ox
outside the system targeted for change is critical to
understand the potential bases of power. The insider
approach and the outsider approach have their advan-
tages and disadvantages; each has a potential for affect-
ing change. and each must rely on different strategues.
Your relationship with the system and people you are
trying to change is an important consideration.

The SEEL Project was composed of outsiders. it was
funded by the federal government, based in a university
and targeted ehanges toward K-12 schools. Of course
SEEL had the cooperation, collaboration, and assis-
tance of people inside the system. Yet the SEEL Project
had no compliance or monitoring functions (such as
held by a state department of education), no power to
require people’s attendance at meetings (such as held
by a local school district) . and no formal access to policy
making groups (such as held by an administrators’ as-
sociation). SEEL members developed change strategies
appropriate to their role as outsiders. The strategies
were based on attempting to change individuals and
organizational procedures by voluntary cooperation or
by exerting political pressure.

Insiders, on the other hand, work within the system.
Administrators in a school distvict may be required to
attend meetings or required to follow fair employment
procedures. School districts are required to comply with
federal and state policies and procedures. Clearly, people
who work inside the system of public schooling have
different potential for changing policy and procedures
to provide cquity in employment than the SEEL Project
or other outside influences. For instance, a screening
committee was charged to select an elementary school
principal in one school district in Oregon. They chose
a white male but the male superintendent vrefused their
choice on the grounds that an equally qualified female
was available. He defended his ground by pointing to
the alirmative action guidelines of the district and re-
minded the committee of their oblization. As a result

! For further elaboration of this idea see Kempuer, Kenneth
M. A Frameworlk for the Evaluation of « Planned, Sociul Change
Project. Unpublished doctoral dissertation. FEugene, Oregon:
CEPM, University of Oregon, Angust. 1979.

the female was hired. An insider had a great deal of
power to affect that particular hiring decision.

The insider approach has the advantage of legitimate
authority invested in a role position to affect change.
Thus change can be required and mandated by those in
positions with authority. Mandates from the top may
lead. however, to mere paper compliance; unfair and
inequitable employment practices may continue in real-
ity although it appears as if procedures were equitable.
Outsiders, on the other hand, are invited into the sys-
tem. When such individuals or groups are invited into a
system, certain key individuals are already motivated
and committed 1o bring about change. An invitation and
collaboration with outsiders may result in more deeply
rooted changes. However, groups which perpetuate male
dominance do not tend to invite outsiders to change the
dominant position of the group in power.

Outside groups, however, may have tremendous
power over schools, Schools ave particularly vulnerable
to their constituency ; there are many examples of school
programs and procedures changing as a result of an
active community voice. Qutsiders often rely on outside
pressure to promote change. Filing grievances, suing,
getting the attention of the media, picketing, public ad-
vocacy at a board meeting, and other methods of de-
manding changes are all examples of outside pressure.
Often these methods work. Indeed, the strategy of exert-
ing outside pressure has been used effectively by many
disenfranchised groups in the United States.

Outside pressure may have the disadvantage of creat-
ing resistance or polarization, however. A “we-they”
perception can develop and outsiders can be viewed as
threatening and unreasonable people. Several examples
of this occurred during the course of the SEEL Project.
I'or instance, a female administrator talked to the SEEL
director at a Title IX conference and said, “It’s a good
thing we’re not at a regular administrators’ conference.
If I were seen talking with you, I’d lose all my credibil- .
ity.” SEEL members. as outsiders, had only the reluc-
tant cooperation from some agencies and were nega-
tively typecast by others as “libbers.” Yet when OWEA
was formed they-—as insiders—had more active coop-
eration with their peer organizations.

Insiders have the advantage of having legitimate au-
thorney. They have the disadvantage, however, of not
being able to take risks because other aspects of their
job miaht suffer if they apply too much pressure or
demand too much change. Women and men inside the
system who pressure for change in employment prac-
tices are also concerned about other educational issues.
Some people believe theiv authority will diminish if
they are seen only as an advocate for females. Outsiders
can take move risks and be singularly identified with
equity issues and not damage their careers or credibility.

Examples of Initiators of Change

The SEEL Project certainly is not the only example
of work toward achieving equity in educational leader-
ship. In this section several different efforts will be de-
scribed which illustrate the variety of settings in which
people have initiated change.
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State departments of education. Personnel in
state departments of education can take leadership in
their state. This has been done by a task force or through
the initiative ol an individual. In Illinois, for instance,
State Superintendent Joseph Cronin convened an inter-
nal Sex Equity Task Force which sponsored a series of
state conferences and helped form a statewide Council
of Women Administrators to help facilitate more equal
access for women in leadership.

Cronin and Sally Pancrazio of the state department
in Illinois. indicate the potential of state departments for
initiating positive change. They said, “. . . state agencies
must behave as model employers. The chief state school
officers can use the power and influence associated with
their appointments to enhance agency consciousness
and action in equal employment opportunities.”™ (p.
585.)

While the state superintendent may be a powerful
force toward equity, other state department people can
also use their power and influence to enhance equal em-
ployment opportunities. For instance, Rosalynn Foris,
Program Manager for Educational Standards in Alaska
initiated the first meeting of Alaskan Women in Educa-
tional Administration. She had contact with many edu-
cators throughout Alaska and saw first hand the prob-
lems facing women in a large and diverse state such as
Alaska. Her individual actions led to the formation of
AWEA. These are examples of the insider approach to
change.

Funded projects. There are now several funding
agencies interested in providing support toward equity ;
one excellent resource is Finding Funds for Programs
Relating to Womer’s Educational Equity.” Funded proj-
ects. which usually have a paid staff, are based in a vari-
ety of institutions. The SEEL Project and DICEL,* for
instance. were based at universities and funded by the
Women’s Educational Equity Act (WEEA). WISA®
and ICES." alsc funded by WEEA, were besed in the
state school boards and administrators’ association re-
spectively, Two different projects have been part of the

= Cronin, Joseph and Pancrazio, Sally B., 1979. “Women as
Educational Leaders,” Phi Delta Kappan. April, 1979, pp. 583-
586.

% Published by Women’s Educational Equity Communications
Network (WEECN), 1978. Far West Laboratory, 1855 Folsom
St.. San Francisco, CA 94103.

' Developing Interpersonal Competencies in Educational Lead-
ership, Mail Location #2, University of Cincinnati, Cincinnati.
Ohiv 15221. Nancy Evers, Director.

3 Women in School Administration was funded through the
Montana School Boards Association, 2112 Sixth St., Billings,
Montana, 39101, Lois Sindelar, Project Director.

A project of Internship, Certification, Equity Leadership and
Support, For a deseription see, The ICES Structures Linking
Organizciions for Educational Fquity. Judy Adkison (ed.). The
University of Kansas, Lawrence, Kansaz, 1979,
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American Association of School Administrators.” Fund-
ed projects have been traditionally based in a variety of
agencies, There are some funding sources, however,
available for independent individuals.® These typically
are examples of the outsider approach to intervention.

7 Survey of Attitudes Toward Women Administrators Project
was funded by the Womens Educational Equity Act and the
workshops for wemen secking the superintendency was spon-
sorcd by the Ford Foundation. For more information, write
AASA, 1801 North Moore St., Arlington, VA., 22209.

8 See the Small Grauts Program offered through WEEA Wom-
en’s Program Staff, U.S. Office of Education, 400 Maryland
Avenue, Washington, D.C., 20207, Proposal writing workshops
are offered throush Women's Educational Equity Grant Writing
Workshop, Far Weat Labocatory, 1835 Folsom St., San Francisco,
CAL 91035, Lisa Hunter, Director.



Independent advoecacy groups. Orcgon Women in
Fducational Administration, Carcer Women in Fduca-
tion, Washington Council of Women in Educational
Administration, California Coalition of Women, Alas-
kan Women in Educational Administration® are exam-
ples of groups formed to advocate on the behalfl of
women in K-12 administration. These groups are an
example of both outsiders und insiders. Mewbers usu-
ally are employed in a school district; they are insiders
to that system, The organizational membership, how-
ever, usually cuts across school districts and is regional
or state wide. Thus members are also outsiders. These
organizations serve aspirants and provide services, such
as the Directory of Administrative Candidates, have con-
ferences and workshops for information and support,
and exert political pressure such as negotiating with
different educational agencies or supporting grievants
on sex discrimination charges. Information on how to
form such a group is detailed in the companion publica-
tion SEEL: Women Getting Together and Getting Ahead
by Mary Ann Smith.

Women’s caucuses and ad hoc groups. Within
many established organizations. women’s caucuses have
formed to influence their organizational policies and
practices regarding equity. These often are national or
state groups. Also within school districts or regions, ad
hoe groups of educators and/or parents have been
formed. Often these groups do not have a particular
emphasis on administration but are concerned with
educational and employment equity in general.

SEEL members believed that effective strategies for
change include people who are insiders as well as out-
siders. For example. an employment hearing in one
school district is perhaps most effective when people
inside the district testify on their own behalf and when
people outside the district also present evidence. An
individual or a group, however. must accurately dia
nose their potential power to make changes,

.
L=l

cenitir P XA
Bl

NN,
S o \

*OWEA, Paula Radich, Delake Elementary School, Lincoln
City, Oregon, 97367,

WCEWEA, Monica Schmidt, Associate Superintendent, Super-
intendent of Public Instruction, O1d Capitol Building, Olympia,
Wahington, 98501

California, Barh Landers, Department of Fducation, 721
Capitol Mall, Sacramento, CA., 95814,

AWEA, Marilyn Conaway, Fast Too-East High School, 4025
Fast 21th Ave.. Anchorage, Alaska, 99501

W hat Are the Problems
in Your Area?

The barriers facing women’s entrance and advance-
ment in educational administration have been defined
here and clsewhere.! How do these facts coincide with
the problems in your area? Remember, facts are the
starting place to define problems and generate solutions.

Find the Facts About Women
in Administration

e What proportion of administrators are women?

® Where are the positions held by women admin-
istrators? Vice Principals? Elementary Princi-
pals? Coordinators or Supervisors?

e What are the data about women’s advancement?

e How many women have been promoted?

The SEEIL Project was based on data about women’s
roles in admiunistration in Oregon; the clear delineation
of facts was a powerful argument for change. Informa-
tion about women administrators in your district, re-
gion, or state can be obtained from the state department
of education. You should also know which positions
are held by women administrators. Are they primarily
represented in the traditional administrative positions
for women; the elementary principalship or districet co-
ordinator/supervisor? While these roles are extremely
important in the education of children, they are not the
routes to the most prestigious positions in education.
These facts are important to identify your problems and
generate solutions,

Find the Facts About Women
Preparing and Applying for
Administrative Positions

e How many women apply for administrative
positions?

e How many women are preparing to become
administrators?

o \What happens to women in the screening, inter-
view, and selection process?

Call your university departments of educational ad-
ministration and ask about female enrollment in degree
programs and certification programs. Find out what
experiences are provided to women and men in these
programs concerning cquity in employment. You prob-
ably cannot get applicant pool information from dis-
tricts without a careful and deliberate monitoring ac-
tion. Another option may be to keep records of the
women you know who apply for jobs and observe what
happens to them.

10 Stockard. Jean: Schimuck, Patricia; Edson, Sakre; Kemp-
ner, Keaj Smith, Mary Ann, and Williams, Peg. Sex Equity in
Education. New York: Academic Press, 1980,
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Find the Facts About Disirict
Reeruitment, Screening, and
Selection Proecesses

@ How does recruitment occur?
o How are screening committees selected ?
e How are decisions made?

The selection of school administrators happens dif-
ferently in districts. Some advertise only within district;
others advertise widely. Some create a pool of adminis-
trative applicants and assign the top person to the next
available opening; some search for cach position indi-
vidually. Some positions require administrative experi-
ence; other positions are seen as enlry positions to gain
experience. Women who wish to enter administration
must have the facts about the selection processes and
procedures.

Educators, for the most part, do not consciously dis-
criminate against women. Rational argument with facts
and figures about inequity may be a powerful lever for
change. SEEL had several experiences where male ad-
ministrators reported, “I just didn’t realize. Now that
I have the information, I can behave differently.” Gather
information systematically, document your resources,
and present your findings. Facts may be a significant
tool to capture attention about the issue and help sup-
port change programs.

What Can You Accomplish?

Educators know the power of success. They plan edu-
cational prozrams to ensure student feelings of satis-
faction with a job well done. Yet educators often set
objectives and goals for themselves which are impos-
sible to meet. The result is feelings of frustration and
failure. Accomplishment includes setting goals realis-
tically, planning systematically to reach the goals, and
being able to point to evidence of success.

Setting realistic goals and planning systematically is
necessary for a successful administrator. Yet it has been
SEFEL’s experience, especially working with women
committed to changing inequity, that they get fired up
quickly, act impulsively, and feel frustrated if their ef-
forts fail. Putting on a workshop and having only three
people attend is, indeed, a frustrating experience. Pre-
paring testimony for a legislature or a school board
and having no one heed your words is maddening. De-
veloping a series of questions regarding district hiring
policies for a superintendent and having the meeting
cancelled is distressing. These events will happen. Work-
ing toward equity is frustrating, maddening, and dis-
tressing; change is arduous and slow.

Sometimes, however, apparent failures can have some
positive consequences. One SEEL staff member travelled
several miles to make a presentation where only three
women attended. She was frustrated. Yet. two of them
subsequently entered a department of educational ad-
ministration for further training. Yet some frustrations
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o
faced by individuals or groups ave due to unrealistic
objectives and poor planning. They do not access what
is possible to accomplish nor do they identify the spe-
cific components of a task to accomplish.

Set Realistic Objectives

Your basic strategy for change and your activities
will be influenced by the resources you have available.
Unless you are funded to work toward equity, you prob.
ably have many other professional and personal com-
mitiments. You cannot accomplish everything that needs
to be done. Many groups, especially at the beginning
stages of feminist awareness move like the proverbial
hare—-they rush out quickly, act impulsively, move in
unchartered directions, and burn out. The example of
the slow but constant moving tortoise represents the
best model. Fquity is a far reaching objective; the steady
pace probably yields the best results in the long run.
Although it is tiresome, setting reasonable objectives
based on information, and moving continuously in one
divection usually results in success.

Systematically Break Down Tasks

All management systems include procedures for
breaking down large tasks into smaller components,
identifying persons responsible, and setting completion
dates. Many educators use such systematic planning in
their jobs yet fail to transfer these learnings to other
situations. Whether you are a state task force on equity,
a group of women in a school district, an aflirmative ac-
tion commillee, or a state wide organization, such as
OWLEA, perhaps the following example and worksheet
may be helpful to you.




What Audicnce(s) Will You Reach?

Schools are human systems composed of a multitude
of parts, each part intersecting and connecting with
others. A school building can be thought of as a system;
certainly the teachers, students, and administrators are
an integral part of that system. But a school is not an
isolated building; il also connects to the adult commu-
nily of parents and citizens, to the school board, and to
the preparation programs in universities and colleges
to supply the needed resources for the school. Individ-
uals within schools also have different groups outside
the school with whom they relate. Administrators usu-
ally belong to an administrative association while teach-
evs usually belong to a teachers’ union. These organiza-
tions can be regional, state, or national. All of these in-
dividuals and their respective systems are, in part, re-
sponsible for the inequities which exist between men
and women in educational administraton.

SETEL was a “shot gun” approach attempting to find
out what target audiences were more likely to yield
fruitful results toward changing inequities. Based on
their experience, they recommend the following groups
as important audiences to reach. Which group(s) you
intend to reach may in part be determined by who you
are. your objectives, and what you have assessed is pos-
sible to accomplish.

Women Teachers

Women are not school administrators. in part, he-
cause traditionally few women teachers aspirved to be-
come administrators. Many women did not develop
career plans which included administration. After two
vears work in Oregon, women composed only 19 per-
cent of the applicant pool for administrative positions.
Women teachers should bhe encouraged to aspire and
provided information about educational administration.

Women teachers can be reached in many ways; mate-
rials can be available about sex typed occupational ca-
reer choices in university classes, presentations can be
made through school districts or through teachers or-
ganizations which include content about sex roles. This
strategy was particularly useful in Oregon; an increased
number of women are working on degrees and in cer-
tification programs. SEEL’s emphasis, however, was on
doctoral students. Perhaps greater attention should have
been placed on certification students, Kempner, the
evaluator for SEFEL, said:

By emphasizing the recruitment of women to doc-
toral programs, SEEL did not sufliciently address
all the women who could move into administration.
Because only 8 percent of administrators in Ore-
von have a doctorate and because evidence indi-
cates women with doctoral degrees are less likely
to enter employment in the public schools thun
men with similar training, SEEL’s emphasis on
doctoral students limited the scope of the inter-
veution . . . SEEL did not sufficiently reeruit
(women) teachers to administrative positions.
(p. 17210

' Kempner, 1979,

A worthy goal for other states to consider is a more ef-
fective strategy to reach female teachers who might
become administrators,

Administrator Groups and Associations

Administrators are ultimately responsible for the hir-
ing of other administrators. Administrators tend to
choose people like themselves who tend to be male. Ad-
ministrator groups, particularly, should be influenced
to present material on sex bias in employment recruit-
ment and selection. Discuss your concerns with your
state association, offer ideas for programs. exert politi-
cal pressure, and influence your association to be re-
sponsible in eliminating the barriers faced by women.
The administrators’ association in Oregon has sponsored
many equity related workshops and the number of fe-
male presentors at the state convention increased from
19 percent to 32 percent in only two years.

Placement Centers

Placement centers are the clearinghouses for jobs:
they are important agencies to assure equity in hiring.
Discuss your concerns with placement center personnel.
Ask about the number of females who seek their assis-
tance for administrative positions. [f the number is low.
perhaps the placement agency does something to dis-
courage women [rom filing applications.

s 5
Future Educators

Sex differentials in administration begin early in the
lives of males and females. The carcer aspirations of
undergraduate students reflect the future segregation of
the sexes. Fenales tend to be destined toward those areas
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Planning Worksheel

An Example

Purpose: To [lave More Womnen as Speakers on Educational Programs
Activity: Develop a Speakers Bureau

Major Responsibility: Christi

What is to Completion
Tasks Required: Who is Respmml le be done Costs Date
1. Develop & print mfommtmn fm m Sarah Form Print $20 4/15
2. Solicit speaker names by:
a. form in the newsletter Christi 4/30
b. asking at meetings Pat—AAUW
Sam—Principal
Ruth——Delta Kappa
Gamma
c. brainstorm list of speakers Ruth/Cdl) l’rcpare hbt 4/15
d. calling people for references Bill-— Sdluul Boar(]s
Pat---. Admun%lmloh 5/1
3. ("ompilin" the list Chnsh 5/15
4. Identify groups an(] agencies who \u)uld use
the list
a. develop a cover letter Chllsll
b. develop u list of agency contracts Sam List of 5/1
' names
c. personally contacing the agency withlist ~ Sam--School Board 6/30
Mary—Districts
d. mailing the information out Christi $35 Postage  9/15
5. Publishing the list Christi Prepare & $150 6/15
take to
print shop
. Evaluate its effectivencss Get
a. get plO"l‘:.llIN to see who is on thun qtnn programs 1/15
b. contacting the agencies to sce |f the ]l‘l\ l’.xt Call all 4/15
were ll:t,(] Ruth listed
agencies
c. contacting the s.pcakcn to see lf llu iy were  Reeva (al] l.mdmn 4/15
called am]m mmple
d. nml\uw are porl dboul itse ﬂ"( ctiveness ( hrhll C (Hn|)l|l' 5/1
info
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PLANNING WORKSHEET
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already female dominated and males are aspiring to-
ward areas already defined as male. Women’s studies
courses, inclusion about sex role issues in curriculum,
teacher methods classes, educational psychology, and
student teaching can enable future educators to be more
aware of their sex stereotyped carcer plans as well as
provide information about how they might help free
their students from cultural restrictions based on sex.™

Women Administrators

The few women administrators in our public schools
are important role models for other women and stu-
dents. Women administrators hold varying views to-
ward the women's movement; some are open feminists,
others believe that women should not organize on their
own behalf. Regardless of a woman’s ideology about
feminism, women in influential positions in education
can play an important role. Women administrators dem-
onstrate to women and men, boys and girls, that women
can successfully execuie the duties of administration.
Women administrators should be encouraged to appear
on educational programs, advise teachers, and assist
women to become administrators.

Policy Boards

There are different levels of policy making. Certifica-
tion agencies, state departments, or legislative groups
often set policy for state systems of education; local
school district policies are set by the school board. Wo-
men tend to be under represented in all of these groups.
While there are federal mandates requiring equal em-
plovment and affirmative employvment, state and local
policies seem to be particularly effective in encouraging
and enforcing compliance. These state, regional, or local
boards should be influenced to adopt equity is an im-
portant educational and employ ment concern.

State Departments of Education

In each state a department of education provides ser-
vices, technical assistance, resources, and monitoring or
standardization procedures for school districts. The de-
gree of influence and assistance of state departments,
however, varies from state to state. Each state is re-
quired to employ a person to ensure federal monies in
vocational programs age sex and race fair and to be in
charge of Title IX. Do you know who those people are in
your state? The state department of education perhaps
may he a powerful influence in your state.

Local School Districts

Women will be administrators in K-12 schools when
they ave hired by local school districts, What programs
exist in your local school district to prepare women to
become leaders? Some districts have formal intern pro-
arams. What encouragement do women receive to enter
administration? For women to advance? What are the

1= The Non-Sexist Teacher Education Project has prepared
materials for instructors in teacher education. Write David Sad-
ker amd Myra Sadker, School of Fducation, The American Uni-
versity, Washington, D.C., 20016.

policies regarding hiring? Does the district have an
aflirmative action plan? Who is responsible for its im-
plementation? Equity in educational leadership will
become a reality when local educational agencies pre-
pare, hire, and promote women as administrators. You
may focus on a single district or several districts. Local
district hiring is the nexus of all plans and actions; it
is here that sex equity in school leadership will or will
not hecome a reality.




What Actvities Are
the Most Promusing?

This scction summarizes various activities of the
SEEL Project and other projects aimed at achieving
equity in administration. Many of the activities are
described in detail in earlier sections of this book. Brief
examples of some of the activities are presented. Follow-
ing this section is a chart indicating the most appropri-
ate activities for each target audience described in the
previous section.

Awareness Activities

® Teaching university classes or providing con-
tent on sex roles in education
@ Making presentations at conferences, work-
shops. etc.
@ Face-to-face discussions with many people about
women in administration
Example: As educators know, much learning and teach-
ing takes place in one to one interactions. Discussions
with superintendents, executive directors, personnel ad-
ministrators abou' women and management may b: an
effective way to solicit support.
® Generating publicity messages for the media

Monitoring Activities

e Tracking administrative openings and hirings
in a state or region
Example: The Oregon Network, Career Women in Edu-
cational Administration
® [nvestizating one district’s hirings and inform-
ing about unfair hiring practices
Example: A small croup of female teachers questioned
the hiring of a white male administrator; although the
decision was not changed, the school board reaffirmed
affirmative hiring. A woman was hired for the next
opening.

Policy Formulation

e Changing state or local policy regarding ad-
ministrative training to include content regard-
ing sex role issue

Example: Oregon now requires all educators to be in-
formed about discrimination law.

e Changing or affirming policy regarding equal
or allirmative hiring procedures

@ Changing or affirming policy regarding prohi-
bitions of sex discrimination

® Changing organizational resolutions regarding
sex role issues

Example: One state administrators’ association passed
a resolution at their state convention afirming their
support to encourage, identify, hire, and promote quali-
fied women in administration.

Political Pressure

@ [lsing district or state procedures to file a griey -
ance

® Using state or federal anti-discrimination laws
to file a suit

e [orming an organization or coalition to demand
or negotiate changes

® Negotiating face-to-face with relevant agencies
to pay attention to equity concerns

e Testifying at relevant groups about inequities

e [nlisting media support to publicize the issue

e Ensuring a person with a feminist viewpoint
will be elected or appointed to relevant boards
or agencies

Service Functions
@ Providing a directory of administrative candi-
dates
e Providing job vacancy notices for interested
applicants
® Providing a clearinghouse of candidates and
vacancies
@ Providing a speakers bureau of women who can
speak on a variety of issues
e I'roviding credential, preparation, and career
information to women teachers and administra-
tive aspirants
@ Providing meetings for support and informa-
tion
Providing workshops and conferences

Research Activities

® Documenting women’s role as administrators in
your area'”

e Identifying the major obstacles facing women
in your area by interviews and/or question-
naires'! ‘

e Identifying different career paths for men and
women in your district or region

e Identifying the roles that women and men play
in your district or state educational agencies!®

e Finding out comnmunity sentiment toward the
hiring of women administrators!®

® Documenting the hiring of school administra-
tors in a district, region, or state

13 Examples of regional or state documentation include:
Lesser, Philip. “The Participation of Women in Public School
Administration.” Paper presented at American Educational Re-
scarch Association, Toronto, 1978 This paper reports women'’s
participation for the St. Lopis Metropolitan area (1968-76).

Schmuck, Patricia A. Sex Differentiation in Public School
Administration. 1976 National Council of Administrative Women
in Education, 1801 N. Moore St., Arlington, VA., 22209.

14 See Edson, Sakre K. “Women Aspiring for a First Principal-
ship. Why Do They Persist?” Unpublizhed doctoral dissertation.
CEPM. The University of Oregon, Fugene, OR., 1980.

15 Schimuck, Patricia A. “The Spirit of Title INX: Men's Work
and Women’s Work in Oregon Public Schools.” Oregon School
Study Council Bulletin. Octoher, 1976.

16 See Stockard, Jean. “Public Prejudice Against Women
Administrator<” Educationel  Administration Querterly. Fall,
1979.



TYPES OI' ACTIVITIES

~l"_olicy
Formula-  Political
TARGET AUDIENCES Awareness Monitoring  tion Pressure  Service Research
_”'-I' cachers ) e X
f Administrators’ Associations % X X X X
Universities—Teacher & Administrative X X
Preparation Programs
Women Administrators X X
: Local School Districts X X X X X X
Policy Boards: State and Local X X X X
2 -.Stut(: Departments of Education X X X X X
Othe-r Associations; Personnel X X

Counselors, ete.

“C/%né e 15 possible

. but not easy.”

Achieving sex equity in educational ad-
ministration is a worthy goal; it will lead to
a more fair and just system. Perhaps it may
also lead to improvements in our schools.
In the best of all possible worlds, the leaders
of our nation’s schools will be chosen on
their skills for leadership; in such a world,
women and men will be equally evident.
Certainly our schools, teachers, and stu-
dents deserve the best people to govern and
manage.

After three years work, the SEEL mem-
bers are cautiously optimistie that positive
change is possible. Change is not easy, how-
ever. It will require the endurving efforts of
women and men to continue 1o work toward
a fair and just educational system even in

wl

the face of frustration and change progress-
ing at a snail’s pace. It must also be realized
that schools are connected to other social
institutions; women’s underrepresentation
as managers in edueation is not a unique
phenomenon. Women’s demands for
change are happening in the face of a dwin-
dling economy, declining enrollments, and
increased competition for jobs. The econ-
omy of the 1980s does not look fortuitous
for women’s increased representation in
school governance. The only compelling
factor that leads to our cautious optimism
is the evident commitment on the part of
women amd men 1o erase cultural steveo-
types that vestriet individuals and impede
organizational functioning.





