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ABSTRACT

This study describes the perceptions and experiences of women who
were aspiring to or who held administrative positions within the Calgary
Board of Education [ CBEI.

It focuses on their descriptions of how they

experienced the promotional policies and practices employed by the Board
as well as its efforts to address the underrepresentation of women in
educational administration between 1973-1991.

These perceptions and

experiences are organized and presented according to the following themes:
the risks that women associate with talking openly about and questioning
the representation of women in educational administration; the promotional
policies and practices employed within the CBE; and the efforts of the Board
to increase administrative opportunities for women within its employ.
Qualitative case study methodology was chosen as the method of
inquiry.

Data were collected using document analysis and semi-structured

interviews.

The

literature written

by feminist

researchers

guided

the

planning and execution of the interviews.
Between

1973-1988

underrepresentation
employ.

the

of women

in

CBE

did

educational

little

to

address

administration

within

the
its

Although the issue was repeatedly brought to the attention of the

trustees and senior administrators, women continue to hold significantly

fewer administrative positions than do their male colleagues.
women

who

participated

in

this

study

administrative hierarchy had been limited.

felt that their

Many of the

access

to

the

The barriers that they described

were not only embedded in the promotional policies and practices employed
within the system, they were intentional and of a more personal nature.
The findings of this study indicate that many of the promotional criteria
employed within the CBE are based on the perception of " who the right
candidate should be." Furthermore, the programs implemented by the Board
to increase administrative opportunities for women have not been effective.
Therefore, it is suggested that school boards: take responsibility for
the underrepresentation of women in educational administration through
action that is results-oriented, mandated through policy, and monitored on
an ongoing basis; involve women as full participants and partners in the
decision- making process; and focus more on the effects of their actions and
less on the intent.
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1
CHAPTER ONE
AN INTRODUCTION TO THE STUDY

Introduction

Women are often limited in their access to employment opportunities
within the Canadian workplace.

The literature indicates that, in general,

women are clustered in low-paying, low-status occupations (Abella, 1984,
1985;

Bennett,

Phillips, 1985).

1975; Dowding,

1971;

Eichler,

1985;

Kornberg,

1985;

According to a study conducted by Calzavara ( 1985), high

levels of occupational segregation exist.
In 1980, more than one-third of female workers were employed
in clerical occupations.
Eighteen percent were in service
occupations;
and
of these
most were
in
low- paying
sub-categories (such as cooking, cleaning, caring for children,
hairdressing, waiting on tables) rather than the more highly paid
protective services (such as firefighters, police).
Nineteen
percent of women were in professional occupations but mostly
in lower-paid professions (such as teaching and nursing). Very
few are in higher-paid professions (such as doctor, lawyer, or
engineer). ( Calzavara, 1985, p. 524)
To

a large

extent this

segregation

is

attributed

promotional practices •within the workplace.
employment discrimination.

Such

to

unfair

hiring

and

practices constitute

2
During the 1960s and early 1970s it was assumed that employment
discrimination was motivated by feelings of ill-will or prejudice and that
these feelings would, in turn, be expressed in overt,
discrimination ( Abella, 1984; Kelly, 1986).

isolated acts of

However, women argued that

overt employment discrimination was not the most significant factor in
limiting the employment opportunities available to them (YWCA, 1987). The
most significant form of discrimination within the workplace was systemic
and

included

women's

employment practices that barred,

contribution

within

the

ignored,

workforce (YWCA,

or

minimized

1987).

Such

employment practices, which were often based on attributed rather than on
employment- related

characteristics,

limited

a

woman's

access

to

employment opportunities (Abella, 1984, 1985).
The limited opportunities that women experience, in general, within
the Canadian workplace are similar to those experienced by women within
our educational systems.

Historically, women's potential as leaders within

our schools has been ignored ( Burstyn,
During

the

nineteenth

century

1979; Tyack & Hansot,

a doctrine

of

domesticity

as

1982).
well

as

stereotypical notions of what constituted " women's work" served to limit
women's access to employment opportunities within our schools.

Women

were primarily employed to teach young children while men were hired as
school administrators and to teach the higher grades ( Schmuck,

1987;

3
Tyack & Strober,

1981).

These

hiring

practices

were

based

on the

assumption that women inherently possessed the understanding,

moral

virtue, patience, and kindness required to teach young children ( Mah, 1985;
Strober & Tyack, 1980; Tyack & Strober, 1981).

These hiring practices

also assumed that educational administration, because it involved dealing
with the public, travelling, handling finances, and supervising adults, was
more suitable for men than for women ( Davis & Samuelson, 1950; Mah,
1985; Schmuck, 1987).

A male administrator would be able to link the

school to the community,

in particular to powerful community service

groups such as the Kiwanis and Lions Clubs ( Strober & Tyack, 1980). In
addition, it was assumed that marriage would not create a role conflict for
men.

Women,

employees

on the

because

other

hand,

of marriage and,

were

considered

therefore,

many

to

be

transient

school

systems

insisted that only men be hired as administrators and secondary school
teachers (Tyack & Strober, 1981).
Since the late 1800s there has been little change in the types of
positions women hold within our educational systems.

Women continue to

• occupy the majority of teaching positions but the minority of administrative
positions within our schools.
at

all

levels

within

our

Although women hold administrative positions

educational

systems,

their

numbers

are

proportionate to their representation within our schools as a whole.

not
The
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number of women in educational administration decreases as one moves
through the administrative hierarchy.

There are significantly fewer female

secondary school administrators and superintendents than there are female
administrators at the elementary school level.
Why

are

women

underrepresented

in

educational

administration,

particularly at the secondary school and superintendency levels?

What

types of employment practices limit women's access to administrative
positions

within

our

school

systems?

How

do

women

experience

employment barriers, especially those associated with promotional criteria
and

practices,

when

moving

into

educational

administration?

These

questions guided this study.

Background To The Study

According to the literature, one of the most difficult aspects of
"doing" research is formulating the research question.

For this reason the

literature suggests that a researcher's experiences provide the basis for the
research focus as well as guide the way in which the research is done and
how it is understood. The thoughts, aspirations, and feelings as well as the
ethnicity,

class,

gender,

occupation,

and

family

background

that

a

researcher brings to the research process should not be ignored ( Kirby &
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McKenna,

1989).

In

fact,

Strauss

and

Corbin ( 1990)

suggest

that

"professional experience frequently leads to the judgment that some feature
of the profession or its practice is less than effective, efficient, human, or
equitable" ( p.,35).
Keeping this suggestion in mind, the focus of this research study was
derived from personal experience.

Prior to entering the doctoral programme

in September 1989 Itaught for ten years at the junior/senior high school
level ( grades 7-12) as well as served as a science coordinator, guidance
counsellor, and assistant principal.

In the spring of 1986 an incident

occurred that prompted me to first question the hiring practices employed
within our school systems.

At that time the administration of the school

that Iwas employed in was interviewing for a fulltime teaching position.
One morning in the staffroom the principal mentioned that there was an
interview scheduled for that afternoon.

Two of my male colleagues, upon

finding out that the interviewee was female, instructed the principal to hire
her only if she was good looking.

They were assured by the principal that

this had been his intention all along.

My suggestion that she not be hired

• on the basis of her looks but on the basis of her qualifications and her
potential to benefit our students was met with considerable derision.

Iwas

later told by the principal that Ishould not have been offended by their
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comments. After all, they had just been joking and Iobviously had no sense
of humour.
Iknew that the attitudes expressed by my male colleagues towards
the female interviewee, although made jokingly, were wrong.

However, it

was not until I was preparing for my candidacy examination and was
immersed

in

the

literature

on

employment

equity

and

discriminatory

employment practices that Ibegan to understand the extent to which such
attitudes limit women's access to employment.
literature,
policies

that such attitudes and
and

practices

opportunities.

that

limit

I learned, through the

perceptions frequently translate into
a woman's

right

to

employment

Furthermore, the attitudes expressed by my colleagues are

but one of a number of subtle employment barriers women face within the
workplace.

And so the incident described above brought to my attention

the fact that the hiring and promotional practices within our schools may be,
in the words of Strauss and Corbin ( 1990), " less than effective, efficient,
human, or equitable" ( p. 35).

It evoked an interest in fair employment

policies and practices as well as an interest in the role of women withinour
school systems.

Ibegan to take note of the number of women that Imet at

conferences who, like myself, taught science at the senior high school level.
Inoticed that fewer women than men sat on the committees established by
Alberta Education to write test items for or mark the Provincial Biology 30
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Departmental Examinations.

But of even greater interest to me was the

disproportionate representation of female administrators in attendance at the
Western Canada Educational Administrators' Conference in

1987.

This

interest and curiosity became the focus of my doctoral research.
Initially, the purpose of this study was to determine the extent of the
Calgary

Board

of Education's commitment to eliminating

the systemic

barriers that limit women's access to administrative positions within its
jurisdiction.

However, while collecting the data for this study it became

apparent that an account of the Board's efforts to eliminate systemic
discrimination in its hiring and promotional practices could be relatively
easily documented.

Of greater interest and significance were the research

participants' descriptions of how they experienced these efforts as well as
the discriminatory barriers that they encountered as they moved into and
through the administrative hierarchy. Therefore, the focus of the study was
refined as the research progressed ( Biklen & Bogdan, 1982; Burgess, 1988;
Kirby & McKenna, 1989; Strauss & Corbin, 1990).

Purpose Of The Study

The purpose of this study, therefore, was to describe the perceptions
and experiences of women who were aspiring to or who held administrative
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positions within the Calgary Board of Education.

The experiences focused

on were those that pertained to the promotional policies and practices
employed by the Calgary Board of Education as well as its efforts to address
the underrep.resentation of women in educational administration between
1973 and 1991.

A Conceptual Framework

How accustomed we have become
to seeing life through men's eyes.
(Gilligan, 1982, p. 6)
The choices that a researcher makes when conducting a research
study depend upon the personal orientation of the researcher as well as the
specific research question(s) guiding the investigation ( Bogdan & Taylor,
1975; Burrell & Morgan, 1979; Howe & Eisenhart, 1990; Merriam, 1988;
Strauss & Corbin, 1990; Taylor & Bogdan, 1984).

The personal orientation

or conceptual framework of a researcher is described by Bogdan and Biklen
(1982) as " a way of looking at the world, the assumptions people have
about what is important, and what makes the world work" ( p. 30).

They

argue that all research is guided by a conceptual framework, whether stated
or not. Similarly, Young ( 1989) argues that

9
any research act imposes some structure and presupposes
some conceptual orientation.
From the identification of a
subject area, to the selection of participants, to relations with
those participants, to the data collection techniques used,
many judgements are made long before the researcher officially
interprets the data. ( pp. 5-6)
This study is based upon the assumptions of Burrell and Morgan's
(1979) interpretive framework.

This framework assumes that the social

world is created by the individuals concerned and that social reality is
composed of a network of assumptions and subjectively shared meanings.
Therefore, the social world can best be understood from the points of view
of those living within it ( Bogdan & Biklen, 1982; Bogdan & Taylor, 1975;
Burrell & Morgan, 1979; Carr & Kemmis, 1986; Taylor & Bogdan, 1984;
Van Maanen, 1979).

Through the process of interpretation, individuals

externalize and objectify the social world and in so doing define social
reality.

An interpretive framework recognizes the importance of the values

that both the observer and the observed bring to these interpretations
(Armstrong & Armstrong, 1990; Carr & Kemmis, 1986; Roberts, 1981;
Rodwell, 1987).
The conceptual framework adopted by many feminist researchers is
based on the assumptions of an interpretive framework as outlined above.
They too argue that the social world can best be understood from the point
of view of the individual ( Armstrong & Armstrong, 1990; Harding, 1987;
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Kirby & McKenna, 1989; Lather, 1991; Millman & Kanter, 1987; Purvis,
1988; Roberts, 1981; Schaef, 1985; Scott, 1985; Shakeshaft, 1982).

For

example, Schaef ( 1985) argues that a White Male System " surrounds us
and permeates our lives" thereby affecting " everything we think, feel, and
do" ( p. 2).
influence.

It is a system in which white men hold the power and the
The White Male System controls almost every aspect of our

culture from making the laws to running the economy.

However, Schaef

insists that although we all live in the White Male System, it is not reality
nor is it the way the world is.

It is therefore important to acknowledge the

existence of a Female System. As she points out,
The White Male System is not reality. It is a reality, but it is
not the reality, and women may very well have a reality all their
own. ( Schaef, 1985, p. 8)
Roberts ( 1981) argues that one should

not generalize "from the

experience of one section of society, men, to create an explanation of the
experience of both men and women, of the organisation of society as a
whole, and of the power relations within it" ( p. 15).

Such generalizations

deny the experience of women as they are based on the assumption that
men and women inhabit the same social world and therefore share the same
reality.

Much ' traditional' research starts from a male perspective, from

what is most real for men and, therefore, the evidence upon which many
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traditional theories have been based " has often concealed more than it has
revealed and has frequently measured only that which has been of concern
to men" (Armstrong & Armstrong, 1990, p. 14).

Harding ( 1987), Millman

and Kanter ( 1987), and Shakeshaft ( 1982) agree that much traditional
research begins its analysis only in the experiences of men:
That is, the research presents men and the male model as the
norm and women and the female model as a deviation from the
norm. Such research reconstructs reality by trying to fit the
female experience into the male mold. ( Shakeshaft, 1982, p.
23)
And

Harding ( 1987) argues further that " defining what is

in

need of

scientific explanation only from the perspective of bourgeois, white men's
experiences leads to partial and even perverse understandings of social life"
(p. 7).
On the other hand, feminist research generates its problems from the
perspective of women's experiences.
women's reality.

These experiences are indicators of

For this reason, it is important that a researcher engage in

research with and for women and that the research describe reality from the
perspective of women ( Kirby & McKenna,
1988; Scott, 1985).

1989; Lather,

1991; Purvis,

This study attempts to fulfill these criteria.

It also

attempts to address Shakeshaft's ( 1981) concern that future research on
women in educational administration involve: ( 1) an expansion of qualitative
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research methods; ( 2) a recognition of the personal needs, feelings, and
experiences of the researcher; ( 3) approaching the research problem from a
feminist perspective; (4) women as more active participants in the research
process; ( 5) a greater reliance on the oral tradition than the written one; and
(6) the use of research as an instrument for social change.

An Overview Of The Study

Chapter Two of this dissertation presents a review of the literature
which

pertains to women's career profiles,

educational administration.

paths,

and

patterns within

It discusses women's access to and movement

within the administrative hierarchy as well as the contingencies or barriers
that limit women's access to it.
Chapter

Three

presents

conducting this study.

the

research

methodology

employed

in

It includes a discussion of qualitative case study

methodology as well as a description of the sample and the methods of data
collection and analysis.

An account of the ethical issues considered in

• conducting this study is also discussed.
The findings of this study are presented in Chapters Four, Five, and
Six.

These chapters focus on the experiences and perceptions of women

who were aspiring to or who

held administrative positions within the
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Calgary

Board

of Education.

These

perceptions

and

experiences

are

organized and presented according to the following major themes: ( 1) the
risks that women within the Calgary Board of Education associate with
talking

openly about and

questioning the

representation

of women

in

educational administration ( Chapter Four); ( 2) the promotional policies and
practices employed by the Board ( Chapter Five); and ( 3) the efforts of the
Calgary Board of Education to increase administrative opportunities for
women within its employ ( Chapter Six).
Chapter Seven presents a summary and discussion of this study and
its findings. As well, a possible response to the question
from here?

--

is offered.

--

Where do we go
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CHAPTER TWO
CAREER PROFILES, PATTERNS, AND CONTINGENCIES

Introduction

In terms of numbers, women have dominated the teaching profession
in Canada since the late 1800s. However, this domination has not extended
into school administration.
of

public

school

While women continue to make up the majority

teachers,

they

remain

administrative staffs in our school systems.

underrepresented

among

Women have made only slight

gains in educational administration since the late 1970s.

Cusson ( 1990)

reports that in 1985-1986 only 17.0 percent of elementary and 6.0 percent
of secondary principals in Canada were female.

This represents a 2.0

percent increase since 1979-1980.
The representation of women in educational administration in Alberta
is similar to that reported by Cusson ( 1990).
statistics,
percent

women

of

high

comprised
school

According to 1988-1989

only 4.0 percent of superintendents,

principals,

6.3

percent

of junior

high

5.3

school

principals, and 24.6 percent of elementary school principals (Task Force On
Women In Administration [TFWA], 1990).

The only administrative positions
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in which women outnumbered men were found in central offices (e.g.,
consultants, specialists, etc.).
percent of all such

The Task Force found that women held 57.3

positions.

Although women occupy administrative

positions at all levels within our educational systems, their numbers are not
proportionate to their representation within our schools as a whole.

As

Estler ( 1975) points out, not only are women the " minority of administrators
at all levels of education

.

.

.

their numbers decrease with each step up the

hierarchical ladder to near nonrepresentation at the top"

(p.

364).

The literature provides an explanation of the underrepresentation of
women in administration in its discussion of career profiles and patterns.

It

outlines the educational, personal, and professional characteristics of both
male and female administrators in addition to the career paths they typically
follow.
career

As well, a number of contingencies or factors that influence the
patterns

of women

in

educational

administration

are

identified.

However, there is little information available that details the experiences and
perceptions of women as they move into and through the administrative
hierarchy.'

Much of the literature that is available originates in the United

An exception worth noting is a study conducted by Edson ( 1988)
which focused on one hundred and forty-two women who were actively
1

pursuing administrative careers.
According to Edson, the descriptive
findings of her study provide a better understanding of what motivates
women to enter educational administration as well as " highlight the
immense complexity and concerns that women face when making
administrative career choices" ( p. 3).
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States and describes studies that, for the most part, were conducted by
women

using traditional,

analyze the data.

quantitative

research

methods to collect and

This chapter reviews the literature that pertains to

women's access to and

movement within the traditional administrative

hierarchy as well as the contingencies or barriers that limit women's access
to it.

Career Profiles And Patterns

Entering The Hierarchy
Research conducted by Paddock ( 1980) and Prolman ( 1982) suggests
that men enter the teaching profession less committed to education and
teaching than women.

Prolman ( 1982) found that 65 percent of female

teachers, as opposed to 42 percent of male teachers, chose to become
educators prior to entering university.

Whereas the majority of women

chose teaching as a first career, 58 percent of the men surveyed had
completed at least one year of university or worked in another field before
moving into the teaching profession.

Paddock ( 1980) points out that fewer

men than women major in education at the undergraduate level.
A different trend, however, has been observed in the career choices
and academic preparation of men and women in educational administration.
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According to the literature, few women enter the teaching profession with
the intention of becoming school administrators ( Paddock, 1980; Prolman,
1982; Weindling & Earley, 1987).

A study conducted by Prolman ( 1982)

indicated that only 18 percent of females, compared to 40 percent of males,
expected to become administrators when they chose education as a career.
Similarly, a study of secondary headships in the United Kingdom concluded
that

male

teachers,

more

frequently

than

female

teachers,

administration as their career goal (Weindling & Earley, 1987).

saw

A difference

in career goals may also be seen in the academic preparation of men and
women.

Not only do few women major in educational administration at the

undergraduate level, this trend persists in graduate studies ( Paddock, 1980).
The fact that more men than women major in educational administration is
considered to be indicative of future career plans.
The difference in the career expectations of males

and females

mentioned above is related to the fact that women frequently doubt their
abilities as potential administrators ( McMillin,
1984; Schmuck,

1975).

1975; Porat, 1984; Ridler,

Due to a lack of self-confidence, few women

actively seek administrative positions ( Paddock,
Shakeshaft, 1989).

1980; Schmuck,

1975;

They tend, instead, to wait until they are certain that

they will successfully 'obtain an administrative position before submitting an
application ( Schmuck, 1975).

However, when a woman does seek an
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administrative position and is not successful she will, most often, reapply
only once or twice before abandoning the idea of becoming an administrator
(Schmuck; 1975; Shakeshaft, 1989; Tibbetts, 1979).

Men, on the other

hand, are more likely to continue to apply for administrative positions even if
several applications are unsuccessful ( Schmuck, 1975).
The research on career profiles indicates that men often achieve their
first formal administrative position at a younger age and with less teaching
experience than their female colleagues ( Clement, 1980; Lyman & Speizer,
1980; Paddock, 1980; Ridler, 1984).

This is due, in part, to the fact that

men are more aggressive in the pursuit of administrative careers.

It is also

due to the fact that more male teachers are sponsored for administrative
positions than are female teachers ( Picker, 1980). The influence of mentors
and

the " Old

Boys'

Network"

on

men's

careers

is

well

documented

(Clement, 1982; Dodgson, 1986; Edson, 1988; Erickson & Pitner, 1980;
Marshall, 1981; McDade & Drake, 1982; Metzger, 1985; Moore, 1981;
Ortiz & Marshall, 1988; Osborne, 1987; Pounder, 1989). The availability of
support for promising male teachers and administrators is virtually a given.
However, the same sort of support network is not as readily available to
women.

Picker ( 1980) argued that while male teachers receive more

support than female teachers, of those educators who actually become
administrators women receive slightly more support than men.

Shakeshaft

19
(1989) suggested that this is an indication that " men need fewer doors
opened for them to arrive at the same place as women" ( p. 71).
sponsorship

of

an

established

administrator

appears

to

be

The

especially

important if women are to gain access to the administrative hierarchy.
Several

studies

indicate that women's

careers

in

frequently interrupted ( Paddock, 1981; Schmuck, 1975).

education

are

Paddock ( 1981)

determined that almost 50 percent of women take a leave of absence while
employed as teachers or administrators, something that very few men do.
The majority of these leaves were related to family responsibilities.

Women

frequently put their careers on hold while their children are young and
resume them once the children reach school age.

While some women do

move into administrative positions soon after returning to work, the majority
wait until their children are older and more independent.

More than 40

percent of female teachers indicated that they took sole responsibility for
child care as well as housework and that they simply did not have the time
or energy to take on the added responsibilities of an administrative position
(Paddock, 1978).

However, once the children are old enough to share in

the upkeep of the home and as the demands on a woman as mother lessen,
administration becomes a more viable option ( Shakeshaft, 1989).
In contrast, very few men's careers are interrupted, but when they
are it is usually to further their education ( Paddock, 1980; Shakeshaft,

20
1989).

It is more likely, however, that male teachers will begin graduate

course work as pre-service preparation prior to assuming an administrative
position ( Paddock,

1981).

Women tend to view graduate studies as

in-service and not as pre-service.

Paddock ( 1981) suggests that graduate

work allows men to embark on an administrative career but that it is a
necessary requirement if women want to retain theirs.

The Administrative Hierarchy
There are a number of career paths presented in the literature that
illustrate the

movement of men and

women

within the

administrative

hierarchy. The career patterns proposed by Ortiz ( 1982), Crandall and Reed
(1986),

McDade

and

Drake ( 1987),

and

Gaertner ( 1980,

1981)

are

representative of these paths.
Ortiz ( 1982) identified two types of administrative positions: staff and
line.

According to Ortiz, the majority of female educational administrators

hold staff positions while the majority of line positions are held by men.
Most female (staff) administrators are found in central offices as specialists
and

supervisors

or

in

elementary

principalships.

Secondary

school

principalships and superintendencies ( line positions) are almost exclusively
held by men.

Briner and lannaccone ( 1966) suggested that staff and line

positions possess different types of authority ( expert versus legal) as well as

21
involve the respective administrators
Administrators

holding

staff

in different types of interactions.

positions

deal

primarily

with

specialists,

principals, and teachers whereas line administrators interact more frequently
with superintendents and central office personnel.
The most common way for women to enter administration is through
a specialist position ( Ortiz, 1982).
a school or central office.

A specialist may either be located within

Specialists are above teachers

but below

principals with respect to the hierarchical structure of the school systems.
They often teach special courses to children, coordinate instruction, develop
curriculum guides and materials, or take responsibility for the administration
of special programs ( Ortiz, 1982; Shakeshaft, 1989). This position provides
women with an opportunity for promotion into a supervisory job as it offers
both administrative experience and visibility.
Supervisors, like specialists, are primarily concerned with instruction.
With respect to the administrative hierarchy, supervisors are at the same
level as principals.

The distinction between these two positions (specialist

versus principal) is that of staff versus line ( Ortiz, 1982).

In terms of

movement within the hierarchy, women tend to continue as supervisors for
the remainder of their administrative careers as these positions seldom lead
to the superintendency.
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Another
hierarchy

is

common

way

through the

for

women

elementary

to

enter

the

administrative

principalship ( Ortiz,

1982).

The

elementary principalship for women, and to a lesser extent for men, is
considered to be a " dead-end" job.

Women, once in the elementary

principalship, tend not to move ( Edson, 1988; Gaertner, 1981; Gross &
Trask, 1976).

It is apparent that the three administrative positions most

commonly assumed by women provide little opportunity for advancement
within a school system's hierarchy.

Line positions, on the other hand,

provide opportunities for greater movement.
In contrast to women's movement into educational administration,
men

frequently

principalship.

enter

the

administrative

hierarchy

through

a vice

According to Crandall and Reed ( 1986), the specific positions

an individual holds within an educational system influence the outcome or
pattern that a particular career will follow.

The vice

principalship

is

identified as an important grooming position for individuals aspiring to a
secondary school principalship ( Gallant, 1980; Ortiz, 1982).

Ortiz ( 1982)

contends that the activities of the vice principal provide an individual with
the

opportunity to

work closely

with

the

principal

and

other

school

administrators, gain administrative experience, and publicly display her/his
administrative skills.

The fact that the vice principal is often responsible for

maintaining discipline is thought to be a major factor in limiting the number
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of women who acquire these positions.

Gallant ( 1980) and Shakeshaft

(1989) indicate that a significant percentage of secondary vice principals
were, at one point in their careers, athletic directors or coaches.

The belief

that coaches are good disciplinarians has been used to justify hiring men
instead of women to fill these positions ( Shakeshaft, 1989).
Crandall and Reed ( 1986) present two career patterns that are very
similar to those of staff and line administrators.
analogous

to

the

path

followed

by

line

Their first career pattern is

administrators

such

as

K-12

[kindergarten through grade 121 superintendents, assistant superintendents,
and

secondary

principals.

These

career

paths

involve

a sequential

progression through a number of positions of increasing responsibility and
rank.

The

individuals

who

follow

this

path

are

considered

career- bound as they typically seek administrative positions.

to

be

These careers

are associated with changes in job function and employer.
The second career pattern presented by Crandall and Reed ( 1986) is
similar to those followed by staff administrators such as K-8 [ kindergarten
through

grade

8]

superintendents,

central

office

staff,

specialists,

elementary principals and, to a lesser extent, vice principals.

Individuals

who follow these paths are place- bound as they wait for an administrative
position to ' open- up' within the district they are currently employed.

These
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administrators are characterized by longer pre-administrative careers and by
limited changes in job function and employing school district.
Based

on

the

results

of

a survey

administered

to

female

superintendents, McDade and Drake ( 1987) identified six distinct career
paths: ( a)

non-interrupted/line; ( b)

non-interrupted/specialization; (c)

interrupted/family/line; (d) interrupted/family/specialization; ( e) interrupted/
other/line; and (f) interrupted/other/specialization.
pattern

is

identical

to

the

path

typically

The non-interrupted/line

followed

by

men

and

is

characterized by steady, uninterrupted movement through the administrative
hierarchy from teacher to superintendent. The " specialization" paths involve
movement through one or more specialist positions as well as one or more
line positions.
experienced

The majority of the superintendents surveyed, however,

interrupted

careers

associated

with

family

responsibilities.

McDade and Drake's findings are consistent with the literature that argues
that the career paths of female line administrators are similar to the paths
followed by their male counterparts ( Paddock, 1980, 1981).

The major

exception is that their careers are more frequently interrupted.
Much
movement.

of the

on

career

patterns

assumes

hierarchical

Crandall and Reed ( 1986) suggest an alternative way of looking

at career movement.
movement,

literature

is

The first type of movement they suggest, vertical

identical

to

hierarchical

movement.

The

second

type,
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circumferential movement, occurs as an individual's function within the
school

system

changes.

This

employment, responsibilities.
assuming

an

type

of

movement

• assumes

Interrupting a career to raise a family or

administrative

circumferential movements.

position

would

both

be

considered

Therefore, according to this definition, career

movements can be both vertical and circumferential.
movement described

different

by Crandall and

Reed

is

radial

The last type of
movement.

This

movement is characterized by opportunities to move towards the centre of
the

organization.

administrators.

Most
Examples

radial
of

movement

radial

is

movement

accomplished
include

by

participating

line
in

executive sessions and attending board meetings.
Gaertner ( 1981) contends that " careers in organizations consist of
several types of positions, each contributing to the viability of the [career]
pattern" ( p. 201). Each career pattern is characterized by a small number of
entry, plateau, exit, and assessment positions.

Based on the results of a

study of public school administrators, Gaertner ( 1980, 1981) identified three
patterns of career mobility.

The first pattern involves movement from a

specialist or central office administrative position to the superintendency.
The second career path to the superintendency involves movement from the
secondary school principalship.
pattern,

which

begins

with

the

According to Gaertner, the third career
position

of

assistant

principal

in

an
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elementary school

and

involves movement

into the elementary school

principalship, is not connected to other administrative positions within the
school districts studied.

For this reason the elementary school principal

represents the top position in GaertnerTs third career pattern.

Although

Gaertner did not differentiate between the career paths of male and female
administrators, her three career patterns share similarities with those of staff
and line administrators as described by Ortiz ( 1982).

Career Contingencies

The fact that the career profiles and patterns of female educational
administrators are frequently different from their male counterparts is due to
career contingencies.

Career contingencies are defined by Crandall and

Reed ( 1986) as those factors which influence the direction of a career.
Much of the research on women in educational administration identifies
factors that influence the career patterns of female administrators.

As

Campbell ( 1984) points out, many of these studies indicate that the barriers
facing women in educational administration are multifaceted rather than
singular. The following discussion is not meant to provide an exhaustive list
of possible career contingencies or barriers.

It does, however, provide an
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overview of the major contingencies identified in the literature.
illustrates

the

complexity

of

women's

movement

into

It also

educational

administration.
Shakeshaft ( 1981),

in

an

analysis

of

research

on

women

in

educational administration, classified barriers to women's movement into
administration as internal and external.

Barriers to career advancement such

as individual beliefs and attitudes, personality, motivation, aspirational level,
socialization,

and

self-image

were

identified

as

internal

barriers.

Environmental factors that limited career advancement such as sex- role
stereotyping, lack of professional preparation, family responsibilities, and
sex discrimination were identified as examples of external barriers.
Schmuck ( 1975)

also

identified

lack

of

confidence

self-image as major deterrents to educational administration.

and

poor

According to

Schmuck, women's lack of confidence in their own abilities is related to a
relatively

common

perception

administrative careers.

that

only

exceptional

women

pursue

The restrictive nature of women's traditional role

within the family was also identified as a barrier to career advancement.
Carlson and Schmuck ( 1981) differentiated between structural and
personal career contingencies.

They argued that individuals do not have

control over structural contingencies such as vacancies, the elimination of
administrative

positions

or

career

barriers

including

performance
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assessment, seniority, and personal attributes.

An individual's competence

and perception of administrative opportunities are considered to be personal
contingencies.
competence

According

can

demonstrated.

either

be

to

Carlson

measured

and
as

it

Schmuck,
is

an

perceived

individual's
or

as

it

is

They concluded that there is no demonstrable difference in

competence between male and female administrators.

However, they did

find a difference in the perception of self-competence in women.

While

women tend to perceive themselves as competent in providing instruction
they

do

not see themselves as

leadership.

competent

in

providing

administrative

With respect to perceived employment opportunities, Carlson

and Schmuck suggested that an occupation must be visible in order for an
individual to move into it. While teaching opportunities are equally available
for men and women, administrative opportunities are not.

Due to the

underrepresentation of women in educational administration there are few
role models with whom women can compare their talents.

Carlson and

Schmuck argued, therefore, that without these role models it is difficult for
a woman to determine the appropriateness of an administrative career for
herself.
A study conducted by Crandall and Reed ( 1986) concluded that the
following

contingencies

influence

women's

administrative

careers: ( 1)

graduate educational preparation; ( 2) the hiring district's attitude to female
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administrators; and ( 3) career aspirations.

The study indicated that line

administrators were more likely to have a graduate degree and aspire to
higher levels of administration than were staff administrators.

As well, the

women who held line positions felt that their employing districts were
committed to hiring female administrators.

In contrast, women who were

identified as staff administrators felt that they had been hired as "tokens" or
because they were more highly qualified than the men who had applied for
the same positions.
Research conducted by Paddock ( 1980, 1981) focused on career
aspirations as well as the contingencies that are placed on a woman's
administrative career by an educational system itself.

She concluded that

men tend to have higher career aspirations than women and that these
aspirations facilitate their movement into and through the administrative
hierarchy ( Paddock, 1980).

The institutional contingencies identified by

Paddock ( 1981) included the hiring district's pattern of recruitment and
promotion as well as the support (sponsorship) that is available to women
who aspire to an administrative position.
Feldman, Jorgenson, and Poling ( 1988) also identified aspiration level
as a career contingency or barrier.

Their conclusions regarding the career

aspirations of women are similar to those of Paddock ( 1980).
they suggested that men pursue administrative careers

In addition,

in response to
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internal

motivation while women pursue them

influences and persuasion.

in

response to external

This finding is consistent with the literature that

indicates that women seldom seek administrative positions without the
encouragement of a mentor ( Clement,
1985; Osborne,

1987).

1980; Dodgson,

1986;

Metzger,

A mentor is defined by Dodgson ( 1986) as a

trusted and experienced counsellor who influences career direction, choice,
advancement, and/or aspiration.
Personal

career contingencies were classified

by

Feldman

et al.

(1988) with respect to social and family constraints. Social constraints refer
to roles which are learned

in response to societal expectations.

For

example, aggression, autonomy, and achievement are considered to be
"male" traits and are often associated with leadership. " Female" traits,
such as passivity, emotionalism, and deference are not considered to be
desirable

leadership

characteristics.

Therefore,

themselves as possessing administrative qualities.

women

may

not

see

Family constraints, on

the other hand, result in conflict between the traditional role of wife and
mother versus the role of educational administrator.

Feldman et al. argued

that because women are traditionally seen as playing a supplementary role
in the workforce they are not considered to
administrative positions.

be viable applicants for
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McQuigg and Canton ( 1980) identified three major career barriers
women face in educational administration.

The first barrier has to do with

traditional societal attitudes as they pertain to women's role within the
family.

The second barrier identified by McQuigg and Carlton is related to

personal attitude and self-confidence.

They contend that women place

limitations upon themselves and for this reason are less likely to aspire to
administrative roles as the level of responsibility associated with particular
positions

increases.

The

third

barrier

they

identified

is

due

to

the

discriminatory practices and policies of hiring school systems.
Contrary to much of the research on barriers to career advancement,
studies conducted by Edson ( 1981) and Woo ( 1985) do not cite family
responsibilities and lack of self-confidence as the most important barriers to
career

advancement.

According

to

Edson's

study ( 1981),

the

most

common barriers identified by female administrative aspirants were lack of
experience and discrimination.

Edson argued that inexperienced men are

selected for their potential while women are required to have already proven
their competency prior to being appointed to an administrative position.
Similarly, the women who participated in Woo's study ( 1985) did not
recognize "traditional"
self-confidence.

obstacles

to

their

careers

such

as

family

and

The major barrier identified by her study was the lack of

opportunity for promotion.
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Research conducted

by Campbell ( 1984)

identified

barriers to career advancement of female administrators.

the perceived

The results of her

study indicated that a majority of respondents did not perceive many of the
barriers they identified as factors important to their careers.

The fact that

the mean response scores for external barriers were significantly higher than
those for internal barriers implied that external barriers were " encountered
to a greater degree by respondents and were significant deterrents to the
attainment of professional goals" ( Campbell, 1984,

p.

132).

The external

barriers most frequently cited by respondents as moderate to serious factors
in their career advancement included: ( 1) the existence of the " Buddy
System"; ( 2) lack of access to the " Old Boys' Network"; ( 3) stereotypical
attitudes; and (4) a decline in the job market.

Although internal barriers

were

factors

not

generally

perceived

as

significant

affecting

career

advancement " conflicts created by the dual roles of wife/mother/career
woman was [sic] cited by 30.7 percent of the administrators as a limiting
factor in the attainment of professional goals" ( Campbell, 1984, p. 135).
The

literature

on

career

contingencies

also

identifies

sex

discrimination as a major barrier to women seeking administrative positions
(Coffin & Ekstrom, 1977; Edson, 1988; Feldman et al., 1988; Fishel &
Pottker, 1973; McQuigg & Carlton, 1980; Ortiz & Covel, 1978; Osborne,
1987; Schmuck, 1975; Shapiro, 1984).

Lyon and Saario ( 1973) suggest
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that public awareness of sex discrimination

has been slow to emerge

because " education" has traditionally been seen as women's work.

Public

awareness has also been slow to emerge because sex discrimination is most
often subtle and embedded in the policies and practices of our educational
systems.

Apparently neutral policies or employment practices that, whether

intentional or not, have an adverse impact on an individual or particular
group constitutes systemic discrimination ( Canadian Advisory Council on the
Status of Women [CACSWI, 1985).

These practices are not job- related as

they do not necessarily predict the ability of an individual to do a particular
job ( Blumrosen, 1985).
Employment discrimination is experienced by women in educational
administration in a variety of ways.

Feldman et al. ( 1988) contend that, not

only are women not encouraged to move into educational administration,
job entry qualifications are often not clearly articulated by hiring school
boards.

Qualified women may not be called for job interviews or,

if

interviewed, are asked questions regarding their family and personal lives
(Feldman et al., 1988).

In addition, the receipt of women's job applications

are not acknowledged, promotional criteria ( e.g., seniority) are established
that exclude otherwise qualified women from employment, or selection
committees control employment information and referrals in such a way that
women are denied equal employment opportunities ( Shapiro, 1984).

Nixon
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(1987) adds anti-nepotism policies that do not permit the employment of
married couples in the same school to the list of systemic barriers women
face in educational administration.
Superintendents surveyed by McQuigg and Carlton ( 1980) indicated
that they purposefully hired more male than female administrators within
their school systems.

This preferential hiring of male administrators was

based on their belief that men make more effective administrators than
women. These findings support Coffin and Ekstrom's argument ( 1977) that
the minds' of hiring authorities are often closed, to the competency of
women as educational administrators.

On the other hand, Schmuck ( 1975)

identified a hiring committee's hidden agenda as an example of systemic
discrimination.

According to Schmuck, the administrators within a school

system make up a team and therefore she attributed the preferential hiring
of male administrators to a " locker room mentality."

Due to this team

approach to administration, hiring committees tend to want similar people
on

their

teams

and

it

has

been

men

who

administrative positions within our schools.
discrimination

as

a barrier

to

women's

have

traditionally

held

The literature on systemic
advancement

in

educational

administration is consistent with Shakeshaft's observation ( 1991) that sex
discrimination

is

seldom

blatant

but

rather

is

felt

cumulative effect of many small behaviours and events.

by

women

as

the
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Perhaps one of the most useful frameworks for categorizing career
contingencies is that proposed by Suzanne Estler.

Estler. ( 1975) proposed

three models to explain the underrepresentation of women in educational
administration: the woman's-place model; the discrimination model; and the
meritocracy model.

The woman's-place model is based on the assumption

that the underrepresentation of women in educational administration is due
to the differential socialization of men and women.

It assumes that women

and men " have been taught to perceive their roles as very distinct and
separate" ( Estler, 1975,

p.

368).

This difference in perception frequently

results in women choosing careers and occupations that are consistent with
the roles that they have been accorded ( Frasher & Frasher, 1979; Lyman &
Speizer, 1980).
pursue

According to the woman's-place model, women do not

administrative

positions

because

leadership

roles

have

been

traditionally ascribed to men. Estler ( 1975) contends that " most women will
not seek positions of leadership and responsibility unless they draw upon
those

traits

considered

appropriately

curriculum design, etc.)" ( p. 368).

feminine ( e.g.,

counseling

skills,

In addition, a career with hierarchical

positions, such as we find in educational administration, may prove difficult
to pursue if women perceive their role as nurturer and caretaker and their
primary responsibility the family.
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Estler's discrimination model assumes that " institutional patterns are a
result of the efforts of one group to exclude participation of another" ( Estler,
1975, p. 369).

The institutional patterns that Estler refers to are those

training and hiring practices that encourage the promotion of men rather
than

women.

The specific

practices which

limit women's

access to

administration are sometimes overt but are more likely to be subtle and, as
such, difficult to identify.

According to the discrimination model, the

underrepresentation of women in educational administration is due to the
fact that the hiring and promotional practices of our school systems favour
men. The discrimination model assumes that women cannot advance within
the administrative hierarchy even if they so choose.
On the other hand, the meritocracy model is based on the assumption
that educational administrators are selected by hiring committees according
to ability and qualifications. Therefore, this model implies that men hold the
majority of administrative positions because they are more competent and
better qualified than women ( Clement, 1980; Frasher & Frasher, 1979).
Estler ( 1975) did not find evidence to support the meritocracy model.
She

concluded

that the

underrepresentation

of women

in

educational

administration was not due to their being less qualified than men.

She

argued that this finding, in turn, supports the possible existence of the
discrimination model and the woman's-place model.

However, according to
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Estler, it is difficult to distinguish between the woman's-place and the
discrimination models.

Although the research indicates that women aspire

to educational administration to a lesser extent than men, it does not " make
it clear whether these aspirations are a response to the limited opportunity
accompanying discrimination or whether it is a choice on the part of the
woman in response to society's expectations for her role" ( Estler, 1975, p.
377).
and

While the discrimination model indicates that discriminatory hiring
promotional

practices limit women's access to administration, the

woman's- place model implies that the stereotypes placed on both women
and men within our society play an important role in limiting their access.
Clement ( 1980), Lyman and Speizer ( 1980), and Frasher and Frasher
(1979) agree with Estler ( 1975) that the discrimination model and the
woman's- place model are the most useful in providing an explanation for the
underrepresentation of women in educational administration.

In addition,

Clement ( 1980) argued that the woman's-place model and to a lesser extent
the discrimination model best explain women's access to the administrative
hierarchy.

However, once an administrator, discrimination is a major factor

in limiting women's movement within the hierarchy.
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Summary

In summary, the literature on the career profiles and patterns of
women in educational administration indicates that the "typical" female
administrator is more likely to be older, have been a teacher for longer, and
be more committed to teaching than her male counterpart.

She is also less

likely to have actively sought her first administrative position but more likely
to have interrupted her career due to family responsibilities.

In the majority

of cases, men in educational administration experience a fairly predictable,
steady, and uninterrupted career.

Women's administrative careers, on the

other hand, do not follow as predictable a pattern.
The literature also indicates that men are typically provided with a
greater choice of career paths upon entering the administrative hierarchy
than women.

Unlike the career paths of most women, there are few

"dead-end" positions.

Each of the possible paths that a line administrator's

career could follow lead towards the most senior administrative positions
within the school system.

A woman's movement within the hierarchy,

• however, is frequently different from a man's.
she

Not only are the positions

holds different but the types of administrative activities that she

engages in and the individuals that she interacts with are different than
those of male administrators. According to the literature, the experiences of
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female educational administrators are, in many ways, very different from the
experiences of males.

The career profiles and

patterns of women in

educational administration seldom replicate those of their male counterparts.
The

literature identifies a variety of factors which

careers of women in educational administration.

influence the

The barriers to career

advancement that women face are complex and multifaceted.

Lack of

self-confidence, poor self-image, aspirational level, family responsibilities,
and

mentorship

are

examples

identified in the literature.

of the

career

contingencies

or

barriers

As well, sex discrimination is identified as a

major barrier to women seeking positions as educational administrators.
Such barriers are subtle and are often embedded in the practices and
policies of our school systems.
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CHAPTER THREE
CONDUCTING THE STUDY

Introduction

Research methodology is defined as the way in which a researcher
approaches and seeks answers to problems ( Bogdan & Taylor, 1975; Taylor
& Bogdan, 1984).

To a large extent, the assumptions, interests, and goals

of a researcher as well as the kind of information sought determine the
methodology employed.

As the aim of this study was to describe the

experiences and perceptions of women within educational administration,
the literature on feminist research methodology was referred to.

Many

feminist researchers advocate the use of qualitative research methodology
as

qualitative

representation

methods

are

of women's

considered

to

perceptions and

result

in

the

inclusion

and

experiences (Armstrong &

Armstrong, 1990; Jayaratne & Stewart, 1991; Kirby & McKenna, 1989;
Scott, 1985).

With this in mind, qualitative case study methodology was

chosen as the method of inquiry for this study.

This chapter presents a

discussion of case study methodology as well as a description of the sample
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and methods of data collection and analysis.

The ethical issues considered

in conducting this study are also discussed.

Qualitative Case Study Methodology

The term qualitative research is applied to a variety of techniques
employed by researchers working within an interpretive framework.

These

techniques provide a means of understanding the more or less " naturally
occurring phenomena" in the social world ( Van Maanen, 1979).
to

Strauss

and

Corbin ( 1990), " some

areas

of

study

According

naturally

lend

themselves more to qualitative types of research, for instance, research that
attempts to uncover the nature of persons' experience with a phenomenon"
(p. 19).

Qualitative research methodology frequently focuses on issues as

they are perceived and experienced by the research participants in an
attempt to get at the meanings individuals make of their experiences ( Biklen
& Bogdan,

1986;

Burgess,

1988;

Husband & Foster,

1987;

Miller &

Crabtree, 1992). As Merriam ( 1988) points out,
qualitative researchers are interested in meaning
how people
make sense of their lives, what they experience, how they
-

interpret these experiences, how they structure their social
worlds. It is assumed that meaning is embedded in people's
experiences and mediated through the investigator's own
perceptions." ( p. 19)
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Qualitative research methodology, therefore, assumes that multiple realities
of the social world

exist.

Facts and values are

researcher

active

role

plays

an

in

shaping

reality

intertwined and the
as

she/he

tries to

understand the meaning people give to their lives and experiences (Smith,
1983).
Typically,

qualitative studies result in findings derived

from data

gathered by a variety of means including observations and interviews as
well as data obtained from documents, books, videotapes, and data that
have been quantified for other purposes (e.g., census data).

Data collected

from these types of sources are referred to in the literature as soft,
descriptive data ( Biklen & Bogdan, 1986; Bogdan & Biklen, 1982; Merriam,
1988).

In conducting a qualitative study the researcher is the " primary

instrument for

data

collection

and

analysis" ( Merriam,

1988,

p.

19).

Therefore, an attempt is made by the researcher to reduce the distance
between the observed and the observer by limiting the use of distancing
mechanisms ( e.g., hypothesis testing and scientific-like research designs),
establishing

rapport,

and

maintaining confidentiality (Anderson & Jack,

1991; Biklen & Bogdan, 1986; Van Maanen, 1976).
Qualitative research methodology is frequently employed by case
study researchers.

In fact, within the educational research community, the

case study is being used more often as qualitative research methodology
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gains wider acceptance (Wilson & Gudmundsdottir, 1987).

A case study is

defined as an " examination of a specific phenomenon such as a program, an
event, a person, a process, an institution, or a social group" ( Merriam,
1988,

p.

uncovers

9).

By focusing on a specific, single phenomenon, the case study

interactions

and

factors

characteristic

of

that

phenomenon.

Through the case study, a researcher is able "to capture and portray those
elements of a situation that give it meaning" (Walker, 1980, p. 33).
The literature suggests that the case study is well suited to situations
where it is difficult to separate a phenomenon's variables from its context or
where " a ' how' or ' why' question is being asked about a contemporary set
of events, over which the investigator has little or no control" (Yin, 1984, p.
20).

A researcher's interest in

insight and

discovery,

rather than

in

hypothesis testing, is an important factor in the selection of the case study.
Therefore, the emphasis of the case study is " on ' understanding' and ' tacit
knowledge' rather than formal method and explicit theorizing" ( Platt, 1988,
p. 4).

Qualitative case study methodology was chosen as the method of

inquiry for this study because: ( 1) it was felt that qualitative research
methods would most effectively reveal the perceptions and experiences of
the research participants; and ( 2) the case study is suited to uncovering the
factors characteristic of a specific, single phenomenon.
of

Education

was

selected

as

the

case

for

study

The Calgary Board
because

of

the
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underrepresentation

of

women

in

administrative

positions

within

its

jurisdiction as well as the accessibility of both research participants and
relevant documents.

In addition, the Calgary Board of Education is the

largest publicschooI system in Canada.

Gaining Access

According to the literature, gaining proper access to a research site is
essential.

It is important when conducting research within an educational

system to be familiar with the hierarchy and rules of that particular system.
Often a key gatekeeper determines whether or not a researcher gains
access to the system, especially if that person is responsible for approving
all research.

However, even if this happens to be the case, Bogdan and

Biklen ( 1982) point out that access to a research site is seldom granted by
central office without first consulting " down the hierarchy."

In addition to

obtaining permission to conduct a study from central office it is necessary,
particularly

when

conducting

personal

interviews,

to

approach

each

research participant individually.
Permission from the Calgary Board of Education to conduct this
research study was granted by Dr. Janelle Holmes, Supervisor of Research
and Testing who, at the time, was responsible for approving all research
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involving the Calgary Board of Education.

For the most part, the individuals

Icontacted were cooperative and willing to meet with me.

However, the

participation of several of the interviewees depended upon the "formal" or
"proper"

permission granted by Dr. Holmes.

One of the interviewees

explained that she was afraid that she would be on " shaky ground" if she
spoke to me and 1did not have approval from the Board to conduct the
study.
In addition to obtaining permission to conduct this study from central
office, each interviewee was contacted individually.

It was relatively easy

to make direct contact with the majority of individuals who participated in
this study.

However, the secretary or administrative assistant of several of

the senior administrators also acted as gatekeepers by questioning my need
to meet with a particular administrator or by suggesting that Iobtain the
information that Iwas requesting through some other means.

For example,

Ifirst called the office of a senior administrator on April 25, 1991 to see if
he would agree to an interview.

Iexplained to his administrative assistant

that, if possible, Iwould like to meet with him before the end of May.

Ifelt

that this would give me enough time to transcribe the interview tapes,
schedule a follow-up interview or telephone call if necessary, and receive
feedback on the interview transcripts from the interviewee before he left on
summer holidays.

His administrative assistant called back the following day
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to apologize and to explain that the administrator's busy schedule would not
allow him to meet with me until the end of June.
answer

my

questions

instead.

I did

She suggested that she

eventually

interview the

senior

administrator on June 19, 1991 after several appointments were confirmed
and then subsequently rescheduled by his assistant.

Ifound that, in order

to gain access to some of the more senior male administrators within the
Calgary Board of Education, a degree of flexibility and persistence was
necessary on my part.

Selecting The Sample

A combination of purposive and theoretical sampling was used to
identify and select interviewees for this study ( Berg, 1989; Bogdan & Biklen,
1982; Glaser & Strauss,
1984).
data

1970; Patton,

1980, 1987; Taylor & Bogdan,

Merriam ( 1988) suggests that purposive sampling occur before the

are

collection.

collected

and

theoretical

sampling

in

conjunction

Purposive sampling, such as that employed

with

data

in this study,

assumes that a researcher wants to " discover, understand, gain insight;
therefore one needs to select a sample from which one can learn the most"
(Merriam, 1988,

p.

48).

However, as Taylor and Bogdan ( 1984) point out,

in qualitative interviewing the exact number and type of informants are not
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specified prior to beginning the interviews.

A researcher, therefore, begins

with a general idea of which people to interview and where to find them.
Because

it

is

often

difficult to

determine

how many

people to

interview at the outset of a qualitative study, the literature suggests that
theoretical sampling be used to guide further sample selection.

Theoretical

sampling is defined by Glaser and Strauss ( 1970) as a process whereby a
researcher "jointly collects, codes, and analyzes his data and decides what
data to collect next and where to find them" ( p. 105).

What is important in

theoretical sampling is the potential of each case to contribute to the
researcher's understanding of the phenomenon being studied and not the
number of cases studied (Taylor & Bogdan, 1984,).
A total of thirty-four individuals, twenty-five women and nine men,
were interviewed for this study. The interviewees included past and present
Calgary Board of Education administrators (school-based and central office),
teachers, support staff, and school board trustees.

Initially, semi-structured

interviews were conducted with three present and/or past members of the
Calgary Board of Education.

These individuals were identified by personal

contacts as being knowledgeable of and interested in the representation of
women

within the Calgary Board of Education.

Each of these three

interviewees were asked to identify other individuals who they thought
might

provide

information

important

to

the

study.

This

process

of
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identifying

possible

interviewees

is

referred

to

in

the

literature

snowballing ( Bogdan & Biklen, 1982; Taylor & Bogdan, 1984).

as

As well,

interviewees were identified through the analysis of relevant documents
(e.g., minutes of the Calgary School Board meetings).

A diverse sample

was chosen in an attempt to identify a wide range of perspectives held by
those being studied.

The decision to stop interviewing was made when the

information obtained from the interviewees became redundant and provided
no new insights ( Bogdan & Biklen, 1982; Kuzel, 1992; Lincoln & Guba,
1985; Taylor & Bogdan, 1984).

Bogdan and Biklen ( 1982) refer to this

point as data saturation.
Many of the individuals interviewed for this study may be classified as
elites (
Jones, 1985a; Marshall & Rossman, 1989; Merriam, 1988).

Elites

are persons with power, expertise, or information relevant to a particular
study.

Marshall and Rossman ( 1989) describe elites as "the influential, the

prominent, and the well-informed people in an organization or community"
(p. 94).
as

They are able to provide an overall view of an organization as well

valuable

information

due

to

their

social,

administrative positions within an organization.

political,

financial

or

They are also able to

provide information regarding the policies, past histories, and future plans of
their organizations.
much to

However, Jones ( 1985a) cautions that elites may have

lose by revealing personal and/or political information to the

49
researcher.

For this reason the researcher must be aware of the limits of

the data obtained from them ( e.g., data that might harm, an interviewee).
The data collected through interviewing, especially elites, cannot be simply
taken at face-value.

As Jones points out, " we have to think beforehand,

during and after the interviews about what is likely to, is, and has affected
the data obtained in the interview and the relationship we were involved in"
(p. 53).

Collecting The Data

Interviews, observations, and documents are all considered to be
sources of qualitative data.
descriptions

of

situations,

These data may take the form of "detailed
events,

people,

interactions,

and

observed

behaviours; direct quotations from people about their experiences, attitudes,
beliefs, and thoughts; and excerpts or entire passages from documents,
correspondence, records, and case histories" ( Patton, 1980,
for

this

study

were

collected

semi-structured interviews.

using

document analysis

p.

and

22).

Data

in-depth,

As well, fieldnotes pertaining to the document

search, telephone conversations, and interviews were kept.
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The Documents
Documents are a rich source of relevant, contextual information that
are often readily accessible and inexpensive ( Berg, 1989; Lincoln & Guba,
1985; Merriam, 1988).
verify

emerging

They are able to provide " descriptive information,

hypotheses,

offer historical

understanding, [and]

change and development" ( Merriam, 1988, p. 108).

track

A number of different

types of documents are identified in the literature including public records,
official documents, personal papers, physical traces, and artifacts ( Bogdan
& Biklen, 1982; Merriam, 1988; Yin, 1984, 1989).

Historical documents

are of particular use in qualitative studies as they establish a baseline or
background

prior to

Rossman, 1989).

participant observations or interviews ( Marshall &

According to Saran ( 1988), official documents, such as

the minutes of meetings, provide a researcher with an opportunity to " peep
behind the curtain."

They provide a record of the decision-making process

and content on certain issues.
The documents analyzed for the purpose of this study were those
that pertained
increase
including:

the

directly to the Calgary Board
representation

minutes

of the

of

women

Regular

in

Meetings

of Education's efforts to
educational
of the

administration

Calgary

Board

of

Education ( 1973-1991); briefs submitted to the Board that address the issue
of the underrepresentation of women in administration (e.g., Armour et al.,
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1973; Clark et al., 1982; Kimmel, 1988); the 1989-1990 and 1990-1991
Annual Reports of the Inquiry on Opportunities for Women; CBE [Calgary
Board of Education] News; and the selection and promotional policies and
publications of the Calgary Board of Education.

These records document

the events that took place as well as the programs and policies implemented
by the Calgary Board of Education between 1973 and 1991.

The minutes

of school board meetings and the briefs and reports submitted to the board
pertaining to the representation of women in educational administration
were collected prior to conducting the first interview in late January 1991.
These documents were available from the Board's Corporate and Legal
Affairs department.

Other documents were collected as they became

available or as the interviewees made me aware of their existence.

Several

of the interviewees provided me with documents that Iotherwise would not
have had access to.

The Fieldnotes
Fieldnotes are the " written account of what the researcher hears,
sees, experiences, and thinks in the course of collecting and reflecting on
the data in a qualitative study" ( Bogdan & Biklen, 1982,

p.

74).

They

reflect a researcher's fears, mistakes, and confusion in addition to any
conflicts or ethical dilemmas that may arise ( Merriam, 1988; Patton, 1980).
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According to Jones ( 1985b) and Patton ( 1980, 1987), fieldnotes include
any

factors

pertaining

to

the

place,

time,

and

relationship

with

an

interviewee that may help to establish a context for interpreting and making
sense of the data.

This context is necessary to ensure that the information

obtained is useful and reliable.

While some fieldnotes are descriptive,

capturing a " word- picture of the setting, people, actions, and conversations
as observed", others are more reflective ( Bogdan & Biklen, 1982,

p.

84).

Reflective fieldnotes are a more personal account of the research process.
As Bogdan and Biklen ( 1982) argue
because a researcher is so central to the collection of the data
and its analyses, and because neither instruments nor machines
nor carefully codified procedures exist, the qualitative
researcher must be extremely self-conscious about his or her
own relationship to the setting and about the evolution of the
design and analyses.
In order to do a good study, the
researcher must be self- reflective, and keep an accurate record
of methods, procedures, and evolving analysis. ( p. 87)
The

literature

suggests

that

fieldnotes

include

the

impressions,

observations, and emerging themes that arise out of the interviews ( Bogdan
& Taylor, 1975; Kirby & McKenna, 1989; Merriam, 1988; Taylor & Bogdan,
1984).

Fieldnotes often contain not only a researcher's assumptions about

"what is out there" but what the researcher's expectations for the outcome
of the study are ( Bogdan & Biklen, 1982).

As a researcher collects data

these assumptions and expectations can be compared with what emerges
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as the study progresses.

Therefore, new ways of thinking may be revealed

and initial assumptions dispelled.

Fieldnotes may also be used to record

points of clarification and correct errors in information that were previously
recorded ( Bogdan & Biklen, 1982; Taylor & Bogdan, 1984).

In addition, any

conversations with an interviewee that take place outside the interview
should be recorded in the fieldnotes ( Bogdan & Taylor, 1975; Merriam,
1988; Taylor & Bogdan, 1988).

Because an interviewee is often more

relaxed and open outside of the interview setting, these data are important
and should be compared with that collected in the interview.
The fieldnotes kept while conducting this study served two purposes.
First of all they served as a record of all telephone calls made to schedule
personal

interviews

and

to

request

information

pertaining

to

the

representation of women in administrative positions within the Calgary
Board of Education.

They were also used to log when each thank you card

was sent, transcript submitted to an interviewee for feedback, and when the
amended transcript was returned.

In addition, a record of the document

search conducted for this study was included in the fieldnotes.

Secondly,

the fieldnotes served as a record of each interview; my impressions of the
interviewee, an outline of the topics discussed, and notes on the themes
that had emerged during each interview.

As well, information that needed

to be clarified in subsequent interviews or through a further document
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search

was

recorded.

Information

outside the interview was noted.

obtained

from several

interviewees

These fieldnotes did, in fact, provide an

important context for making sense of the overwhelming quantity of data
collected in the interviews.

The Interviews
For

the

purpose

of

this

study,

a total

semi-structured interviews were conducted.

of thirty-four

in-depth,

In most cases these interviews

took place within the interviewee's workplace.

However, three female

interviewees requested that I meet with them in their homes and one
interview took place in a restaurant.

Each interview was between one-half

and

the

three

hours

in

length

with

approximately one hour to complete.

majority

of

interviews

taking

Follow-up telephone calls, when

necessary, were much shorter in duration.

Each of the interviewees were

asked, prior to the interview, for permission to tape record the conversation.
Permission was granted by all but one female interviewee.

Much valuable

information would have been lost had the interviews with the research
• participants not been recorded.
The literature on qualitative interviewing, particularly that written by
feminist researchers such as Acker, Barry, and Essweld ( 1991), Anderson
and Jack ( 1991), Measor ( 1988), Minister ( 1991), Oakley ( 1981), and Scott
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(1985) guided the planning and execution of these interviews. An important
characteristic of the qualitative interview is that it is " modelled after a
conversation between equals, rather than a formal question-and-answer
exchange" (Taylor &
interviewee-interviewer

Bogdan,

1984,

relationship,

P.

the

77).

By

research

restructuring

the

participants

are

encouraged to speak in their own voices; the voices that are seldom heard
in more traditional research studies.

Therefore,

qualitative interviewing

requires
a shift in methodology from information gathering, where focus
is on the right questions, to interaction, where the focus is on
process, on the dynamic unfolding of the subject's viewpoint.
It is the interactive nature of the interview that allows us to ask
for clarification, to notice what questions the subject
formulates about her own life, to go behind conventional,
expected answers to the woman's personal construction of her
own experiences. (Anderson and Jack, 1991, p. 23)
Such

a shift

in

methodology

information by the researcher.

will

affect

what

is

considered

valuable

As a conversation between equals, the

interview becomes a " dialogue between researcher and informant, so that a
real exchange of views may take place" ( Saran, 1988,

p.

221).

The importance of the interview as conversation as well as the
importance of a sense of equality between the interviewer and interviewee
is stressed in the literature on feminist research methodology.

For example,

Oakley ( 1981) argues that, traditionally, the interview has been viewed as
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an instrument for collecting data via " a specialized form of conversation in
which one person asks the questions and another gives the answers" ( p.
36).
the

In addition, the role of the interviewee is a passive one while that of
interviewer is a question-asking

and

rapport- promoting

describes this type of interviewing as masculine.

one.

She

On the other hand, a

feminist approach to interviewing does not condone the use of prescribed
practices.

It also assumes that the " interviewer is prepared to invest his or

her own personal identity in the relationship" ( Oakley, 1981,
et

al. ( 1991)

also

suggest

that the

unequal

power

in

p.

41).

the

Acker

research

relationship be reduced by encouraging the interviewee to take the lead in
deciding what to talk about and by providing information regarding the
study as well as the researcher when asked.

The interview, therefore,

provides the interviewee with an opportunity to question the researcher
about the study as well as her/himself ( Minister, 1991).
Like

Oakley ( 1981),

Minister ( 1991)

contends

that a traditional

interview is characterized by "topic selection determined by interviewer
questions, one person talking at a time, the narrator 'taking the floor' with
referential language that keeps within the boundaries of selected topics" ( p.
35).

However, this type of interview denies women the communication

form that supports the topics they value.

Minister further argues that

women communicate most easily when in collaboration with other women
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and therefore recommends that women conduct the interviews as they are
most familiar with women's communication patterns.

As Measor ( 1988)

points out
being a woman is an enormous advantage if the research
involves interviews which attempt to reach in depth areas of
personal life. In our society, the emotions are cast as women's
territory, and therefore people find it easier, more acceptable,
more ' proper' to talk about subjective aspects of their life with
a woman. ( p. 74)
Open-ended, less structured interviews are most commonly used in
qualitative research (Jones, 1985a; Measor,
1984,

1989).

1988; Merriam,

1988; Yin,

According to Husband and Foster ( 1987), Marshall and

Rossman ( 1989),

Merriam ( 1988),

and

Patton ( 1980),

semi-structured

interviews are used when certain types of information are desired but the
wording and order of the questions is changed to fit the characteristics of
each individual interviewee.

This will permit the respondent to speak in

her/his own voice ( Mishler, 1986) as well as to "take the interview in the
direction he or she wishes, within the limits of the researcher's issues and
concerns" ( Husband & Foster, 1987,
chooses

which

elaborate

on

p.

61).

The interviewer, therefore,

information to explore further or have the

during

the

course

of

an

interview.

The

interviewee
non-directive

characteristic of semi-structured interviews facilitates a freer, more flexible
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response and allows for the modification of questions as well as the pursuit
of new and unexpected topics ( Saran, 1988).
Traditionally, researchers have compiled a standard list of questions
to be asked at each interview.

Such a list assumes that an interviewee's

recollections will be the same as the interviewer's thinking when she/he
compiled the list ( Minister, 1991). Furthermore, such a list serves to control
the topics covered in the interview.

While the literature on qualitative

interviewing does not advocate the use of a list of specific questions, it
does suggest that a researcher start out with some general interview
questions in mind ( Jones, 1985a; Kirby & McKenna, 1989; Measor, 1988).
This is to ensure that the same information is elicited from each interviewee
while at the same time allowing the interviewee to disclose information that
is of importance and interest to her/him ( Measor, 1988). Taylor and Bogdan
(1984) and Patton ( 1987) also recommend the use of an interview guide
when interviewing a large number of informants.

An interview guide is not

a structured schedule but rather a reminder of topics and issues to be
covered with each interviewee.
already

knows

something

A guide is most useful when a researcher

about the

informants

as

it

assumes

some

knowledge on the part of the researcher of the interviewees.
Interview guides were used in conducting the interviews for this
study.

Information collected from the documents and research participants
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was used to develop a separate guide for each individual interviewee.
However, the use of an interview guide rather than a standardized survey
was commented on by several of the female interviewees.

They felt that it

would have been " better" had I " asked everyone the same questions and
compared our answers."
Like Scott ( 1985), my experiences interviewing men were different
than my experiences interviewing women.

Scott reports that while she was

able to establish rapport quickly and was frequently able to identify with the
problems of her female interviewees, this was not the case with their male
counterparts.

In her experience, " gender power" played a significant role in

an interview.

For example, many of the men she interviewed tried to

control the interview by stressing how busy they were thereby placing time
constraints on the interview. As well, they tended to treat the interview like
a highly structured questionnaire survey (e.g., answering yes or no to
questions without much explanation or elaboration).
A number of the men interviewed for this study began the interview
by reminding me of the time that had been allotted for our conversation. On
• the other hand, the majority of interviews that Iconducted with women ran
longer than their scheduled times.

The female interviewees were less

concerned with the length of the interview than they were with providing
me

with

the

information that

I needed

in

order to

understand

their
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experiences and perceptions.

Several of the male interviewees responded

to some of my questions by simply offering me a brochure or pamphlet to
read that the Calgary Board of Education had published. As well, it was not
unusual

for

-

a male

interviewee,

especially

one

holding

a senior

administrative position within the system, to ask at the conclusion of the
interview, " How did Ido?".

This question assumed, incorrectly, that there

were right and wrong answers to the questions that had been posed during
the interview.
As with any method of data collection, the interview possesses both
strengths and limitations.

The strengths of the interview as a method of

data collection are that it allows a researcher to obtain large quantities of
data quickly and provides for a wide variety of information.

It also allows

for the immediate as well as follow-up clarification of information ( Marshall
& Rossman, 1989). With respect to limitations, the personal interaction and
cooperation on the part of the research participants is essential to the
researcher.

The interview is therefore limited by the degree to which an

interviewee is willing to share information ( Marshall & Rossman, 1989).

In

addition, the researcher may not ask appropriate questions or may not
properly understand the information provided by the research participants.
Interviewees may not always be truthful in answering questions and there is
a possibility that they may say what they think the researcher wants to hear
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(Jones,

1985a;

Walker, 1980).

Marshall & Rossman,

1989;

Taylor &

Bogdan,

1984;

As well, what an interviewee says in an interview may not

be what she/he believes or says in another situation.

These strengths and

limitations were taken into account when conducting the interviews for this
study as well as analyzing the data obtained from the interviewees.

Ethical Considerations

The two issues which dominate the guidelines of ethics in research
with human subjects are informed consent and the protection of subjects
from harm. These guidelines attempt to insure that "subjects enter research
projects voluntarily, understanding the nature of the study and the dangers
and obligations that are involved" and that they "are not exposed to risks
greater than the gains they might derive" ( Bogdan & Biklen, 1982, p. 49).
Four

general

principles

regarding

ethical

considerations

research are suggested by Bogdan and Biklen ( 1982).

in

qualitative

They argue that: ( 1)

the participants' identities be protected in written reports as well as in the
verbal reporting of any information having to do with the study; ( 2) the
participants be informed of the research interests of the researcher and that
the study not proceed

until permission has

been given to do so; ( 3)

interviews not be recorded without permission; and (4) the research findings
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be

reported

suggests

without fabrication

that

the

researcher

or distortion
is

able

to

of facts.

protect

The

the

literature

anonymity

and

confidentiality of the research participants by allowing the interviewees to
edit their respective contributions.

From an ethical standpoint this means

that a researcher assumes "that people own the facts of their lives and
should be able to control the use that is made of them in research" ( Walker,
1980,

p.

56).

As well, Anderson and Jack ( 1991)

stress the

moral

dimension of interviewing and the need for the researcher not to intrude into
areas that an interviewee has chosen not to disclose.
In

her

study

of

women's

careers

in

education,

Young ( 1988)

questions whether or not it is possible "to obscure the identity of any
interviewee, yet retain and describe important aspects of her career" ( p.
43).

Like Young,

I did

not want to jeopardize the anonymity of the

individuals who participated in this study.

But at the same time Idid not

want to lose the rich descriptions so important to the presentation of my
findings.

It was, therefore, frustrating at times not to be able to identify a

particular perception or experience with a specific interviewee.

Ifound it

challenging to select passages from the transcripts that maintained the
integrity

of the

dissertation.

research

participants

as

well

as the

integrity

of the
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In addition to the ethical considerations outlined above, the following
issues were addressed as required by the Education Joint Research Ethics
Committee:
1.

Information On The Subjects

All research participants were adults.

They were past and present

Calgary Board of Education Administrators (school- based and central office),
teachers, support staff, and school board trustees.
these individuals in this study was voluntary.
any coercive influence over the participants.
argue,

there

is a relationship

The participation of

The researcher did not exert
As Benney and Hughes ( 1970)

between the validity of the

information

collected in an interview and the freedom with which it was given.
2.

Informed Consent

In accordance with the requirements of the General Faculties Council
Standing

Committee

on

the

Ethics

of

Human

Studies,

the

research

participants were informed of: ( 1) the aims and methods of the proposed
research; ( 2) the detailed nature of their involvement; and ( 3) the possible
risks

to

which

they

may

be

exposed.

Jones ( 1985a)

argues

that

researchers are most likely to get " good" data if the interviewees are told
beforehand, even if only in general terms, what the research topic is and
why it is of interest.
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3.

Subject Anonymity

Precautions were taken to ensure the anonymity of the research
participants.

The

names

of

the

participants

and

other

identifying

characteristics were omitted from the dissertation to ensure anonymity.

4.

Disposal of Records

The interview tapes and transcripts were held in the home of the
researcher and were destroyed upon completion of the study.

No one had

access to the interview tapes and transcripts other than the researcher.

Analyzing The Data

Data analysis is the " process of making sense, of finding and making
a structure

in the data and

giving this

meaning

and

significance for

ourselves, and for any relevant audiences" (Jones, 1985b, p. 56).
words

of

Marshall

and

Rossman ( 1989),

it

is " a messy,

time-consuming, creative, and fascinating process" ( p. 112).

In the

ambiguous,
In qualitative

research the collection and analysis of data occurs simultaneously.

As a

researcher interacts with her/his data, insight and understanding about the
phenomenon being studied increases.

New insights come from " collecting

and asking questions about the data, making comparisons, thinking about
what you see" ( Strauss & Corbin, 1990, p. 43).

During data collection, the
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researcher narrows the focus of the study, plans subsequent data collection
sessions (e.g., interviews) based upon the results of previous ones, tries out
ideas and emerging themes on research participants, keeps fieldnotes, and
begins to explore the existing literature ( Bogdan & Biklen, 1982).

Once all

of the data have been collected a more intensive and focused analysis
begins.
The qualitative data collected for this study were analyzed using the
methods described by researchers such as Bogdan and Biklen ( 1982), Guba
and Lincoln ( 1989), Jones ( 1985b), Kirby and McKenna ( 1989), Lincoln and
Guba ( 1985), Marshall and Rossman ( 1989), and Merriam ( 1988).
the

methods

described

by these

Although

researchers differ somewhat in their

specific approaches to data analysis, they have much in common.

The first

step in analyzing the data collected for this study was to read and reread
the

documents,

fieldnotes,

and

interview

transcripts.

The

literature

suggests that by reading and rereading the data it becomes more familiar
and manageable for as Patton ( 1980) points out "the data generated by
qualitative methods are voluminous

.

.

.

sitting down to make sense out of

the pages of interviews and whole files of fieldnotes can be overwhelming"
(p. 297).

While reading over the data, patterns and regularities were noted

and organized into preliminary categories.
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The second step in the analysis of the data involved separating the
data into units or pieces of information that could stand alone.

These units

were then coded and sorted according to central themes using a computer
program.

The major themes identified in the interview data were compared

to those identified by the document analysis.
The importance of collaboration between the researcher and research
participants is stressed in the literature on qualitative research methodology.
Guba and Lincoln ( 1989), Kuzel ( 1992), and Lincoln and Guba ( 1985) refer
to such collaboration as member checks.

Member checks were used in this

study to determine whether or not an accurate representation of the
interviewees understandings and interpretations had been made.
done in several ways.

This was

First of all, insights gleaned from one interviewee

were tested with subsequent interviewees. Secondly, each interviewee was
provided with a verbatim transcript of her/his interview.
interview took approximately six hours to transcribe.

The average

Because of the nature

of the information shared during the interviews, Ifelt that it was necessary
that Ipersonally transcribe the tapes.
•

•

Providing the research participants

with a copy of her/his interview transcript allowed each interviewee to
correct errors of fact and to volunteer additional information.

It also

provided the interviewees with an opportunity to indicate portions of the
transcript that might identify them thereby threatening their anonymity.

As
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Walker ( 1980)

points

out,

case

studies

are " public

documents

about

individuals and events with consequences for the lives of those portrayed"
(p. 40).
The majority of individuals who participated in this study returned
their transcripts

having deleted only the names of people and

places.

Information that clarified or extended our conversation was either written in
the margins of the transcript or provided during a follow-up telephone
conversation.

Personal notes of encouragement were also included on a

number of the transcripts.

Many of the interviewees, like myself, were

surprised at how candid they had

been.

Even so, only one woman

requested that Inot use quotes from her interview in the dissertation.

By

inviting the research participants to provide feedback and share in the
control of the data, the "traditionally unidirectional flow of information out
from source to scholar to academic audience" was restructured ( Borland,
1991,

p.

73).

The following chapters, then, are the result of the research activities
described in the preceding pages.

They focus on the experiences and

perceptions of women who were aspiring to or who held administrative
positions within the Calgary Board of Education at the time that this study
was conducted.
all of the

As it is not within the scope of this dissertation to address

issues that were

raised

by the

research

participants, these
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chapters are limited to a discussion of the promotional policies and practices
employed by the Calgary Board of Education as well as its efforts to address
the

underrepresentation

of women

in

educational

administration.

The

discriminatory barriers that women encountered as they moved into and
through the administrative hierarchy are discussed.

Those issues not dealt

within this dissertation provide a focus for future inquiries.
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CHAPTER FOUR
QUESTIONING THE REPRESENTATION OF WOMEN IN EDUCATIONAL
ADMINISTRATION

Introduction

In

1972 a group of women employed

by the Calgary Board of

Education met to discuss the role of women within the classroom and
administration. As one female administrator recalled
We didn't know how bad the situation was because at that
time we were really kind of pooh-poohed by men that it [the
underrepresentation of women in administration] was not really
a problem and ' why would you want the jobs anyway' and all
the usual rhetoric of the time. And of course, too, we were
dealing with people who may not have been able to articulate
that their goal was to become an administrator.
We got a
lot of static from men, you know, ' bra- burners', just very
negative kinds of things.
.

But they were a strong group of women.

.

.

They were making a name for

themselves as innovative teachers and were active within the ATA [Alberta
Teachers' Association].

As well, they " were becoming visible as a minority

with ideas and strengths and qualifications."
information and to talk to other women.

And so they began to gather

On May 29, 1973 the Committee

on the Role of Women in Calgary Schools presented its brief, entitled Role
of Women in Calgary Schools, at the Regular Meeting of the Calgary Board
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of Education.

The presentation of this brief initiated a discussion at the

board table that continues today.
This chapter provides an account of how women within the Calgary
Board of Education have experienced this discussion and the risks they
associate with

questioning the representation of women

in educational

administration.

It traces this discussion as it is documented in the minutes

of the Regular Meetings of the Calgary Board of Education between 1973
and 1988.

The briefs and reports submitted to the Board that address the

issue of women in educational administration are summarized.
In

order that the experiences

and

perceptions

of each

research

participant be heard in her/his own voice, the quotations used in this and
subsequent chapters were taken verbatim from the interview transcripts.
These quotations were chosen to represent the shared perceptions and
experiences of the research participants as well as the observations made
while in the field.
many of the

Because anonymity was an issue of real concern for

individuals who

participated

in this study,

especially the

women, the research participants are not identified by name but rather by
the position they hold (or held) within the Calgary Board of Education.
However, in an attempt to ensure the anonymity of the participants, the
specific positions held by the interviewees are not provided (e.g., secondary
principal, associate superintendent, etc.).

The importance of maintaining
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the anonymity of the research participants became apparent as they shared
with me their experiences, their perceptions, and their stories.

This chapter

provides some insight into their concern.

The Role Of Women In Calgary Schools

The women who prepared the 1973 brief, 2 Role of Women in Calgary
Schools, argued that
women in the Calgary school system have been in the past and
are being discriminated against in sharing the responsibilities of
decision making in the area of administration.
The
discrimination is not overt and obvious. It is subtle, societal
and unintentional. We also believe there is a new awakening of
both men and women to this discrimination for it continues to
perpetuate an inequality of sex in our society. Schools, the
public vehicle for the transmission of social values cannot
afford to present and perpetuate inequalities. They cannot on
one hand stand for human equality as a cornerstone of
democracy and on the other hand practise discrimination based
on sex. (Armour et al., 1973, p. 1)
Their argument was supported by a statistical analysis of the representation
of women
principal,

in
and

school-based
vice

principal)

The members of
Schools who prepared
Calgary Schools were;
Hegarty, Marion Keich,
Barbara Robison.
2

administrative
within

the

positions ( principal,
Calgary

Board

of

assistant
Education.

the Committee on the Role of Women in Calgary
and submitted the brief entitled Role of Women in
Carol Armour, Margaret Elliot, Pat Gillespie, Moira
Janet Koper, Cathy Meadows, Joyce Robinson, and
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According
elementary

to

Armour

et

principalships

al. ( 1973),
and

47

approximately

percent

principalships were held by women in 1973.

of

all

21

percent

assistant

of

and

all

vice

At the secondary school level

(junior and senior high) only two women held administrative positions both
of which were vice principalships in junior high schools.

This represented

less than 1.2 percent of all secondary assistant and vice principalships.
evident

from

these

statistics

that

in

1973

the

majority

of

It is

female

administrators within the Calgary Board of Education held staff (
central
office positions and elementary principalships) as opposed to fine (
secondary
principalships and superintendencies) administrative positions.

Therefore,

the Committee on the Role of Women in Calgary Schools concluded that
women would
moving

into

need
a

help to overcome promotional discrimination when

traditional " male

stronghold"

such

as

educational

administration. They recommended

that the Calgary Public School Board encourage male teachers
to seek classroom assignments in elementary schools in order
to present a stronger male image for the sociological health of
our children.
that the Calgary Public School Board's Senior Administration
[Chief Superintendent, Deputy Chief Superintendent, and
Superintendents] issue a policy statement on the role of women
in school administration and that it be included in the Policy
Handbook.
and
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that the Calgary Public School Board begin immediately to
appoint all its new school administrators according to
percentages that reflect the number of educationally qualified
women in each division, and that Senior Administration report
yearly to the Trustees
as to the
progress
of this
recommendation. (Armour et al., 1973, pp. 6 & 14)
The brief, Role of Women in Calgary Schools, was received by the
Board.

As well, the trustees requested that Senior Administration provide

them with information regarding the number of women within its employ
who were, at the time, upgrading their qualifications through sabbatical
leaves. 3 At the June 12, 1973 Regular Meeting of the Board Trustee Dr. A.
Proudfoot moved that the first recommendation of the Committee on -the
Role of Women in Calgary Schools be adopted. According to the minutes of
the meeting, the then Superintendent of Schools, Dr. C. Safran, pointed out
that

most males go the secondary route in university. There are at
present three male teachers handling Grade Iclasses and it
would appear that males have the tendency to move into areas
where they can instruct rather than deal with developmental
programs.
The motion brought forward by Dr. Proudfoot was defeated.'

No action

was taken on the second and third recommendations of the Committee on

The trustees at that time were Mr. D.M. Sallenback ( Chairman of the
Board), Mr. J.F. Curran, Mr. H.L. Gunderson, Mr. J. Kushner, Mrs. I.C.
Martini, Dr. A.J. Proudfoot, and Mr. S.D. Saville.
Trustees Saville, Gunderson, and Kushner opposed this motion.
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the Role of Women in Calgary Schools which specifically addressed the
issue of women in educational administration within the Calgary Board of
Education. The Board's refusal to act on or discuss these recommendations
was indicative of how women's concerns were regarded within the system.
Although the minutes of the May 29, 1973 Regular Meeting of the
Calgary Board of

ducation document the presentation of the brief, Role of

Women in Calgary Schools, they do not document the way in which the
brief was received by the trustees.

One female administrator recalled that

the brief was received by the trustees with " great derision" and described
the exchange between the board and Committee members as ridiculous,
demeaning, and demoralizing.

Another female administrator remembered

that the concerns raised by the Committee on the Role of Women in Calgary
Schools were treated by a number of the trustees as a joke.

Apparently,

one trustee sat with his " feet up on the board table, with his cowboy boots
on,

and

members.

made just spurious

remarks"

about some

of the

Committee

The same trustee " laughed and made derisive comments and

talked about menopause and talked about physical things of that nature,
physiological

things

of that

nature,

and

the

absence

of

women [in

educational administration] due to ' women's problems'."
Sixteen years after the brief Role of Women in Calgary Schools was
presented to the Board, Scott Saville, who had been a member of the
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Calgary Board of Education in 1973, commented on the recent election of
an all female Board in the October 26, 1989 edition of The Calgary Sun. 5
His comments are of particular interest to this study.

In his column, Saville

(1989) warned that
seven gals with nothing else to do with their time threatens the
traditional policy-making role of the trustees.
They will be
tempted to stick their collective nose into matters which are
clearly administrative and they will soon be seen as
meddlesome busy- bodies.
He blamed the election of an all female board on a full moon and bemoaned
the fact that " halloween isn't even here yet and we've already been
spooked by the prospect of this sewing-circle presiding over the affairs of
the second largest public school jurisdiction in the country" ( Saville, 1989).
Do the opinions expressed by Mr. Saville in his newspaper column reflect
the view of women and women's work he and perhaps other trustees held
in 1973?
to

Are his comments indicative of the attitudes women who aspired

administrative

positions

within

the

Calgary

Board

of

Education

encountered during the 1970s?

It is important to note that Scott Saville ran for School Board Trustee
in 1989. He was not elected. It may also be of interest that a by-election
was held July 9, 1991 and Trustee Anne Wilson was replaced by Mr. R.
Colvin.
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Women In Administration:
The Unknown Equation; The Untried Talent

Further reference to the underrepresentation of women in educational
administration is not found in the minutes of the Regular Meetings of the
Calgary Board of Education until April 27, 1982.
entitled

At that meeting a brief,

Women in Administration: The Unknown Equation; The Untried

Talent, was presented to the Board.

Three of the eight women who were

involved in the preparation of the brief had been members of the Committee
on the Role of Women in Calgary Schools during the 1970s. 6 As one female
administrator explained, they decided to submit a second brief to the Board
because
we hadn't made a whole lot of progress.
Because women
were becoming even more qualified and more experienced.
Because kids needed more too and schools needed more than
they were getting from the male-oriented kind of thing [style of
leadership]. Because the world was growing up and socially it
[women in leadership positions] was becoming more acceptable
in all kinds of businesses and schools were lagging behind in
equality of leadership.
Because we ran out of males to
promote.
Women in junior leadership positions were being
asked to train males who had very little background in
leadership.
The analogy that Iuse is it's still that way in
banks where women tellers are training new managers who are
.

.

.

twenty years younger than themselves. Why are they doing
that when they [the women] could be doing the job [ manager]?
That's what was happening in education.

We simply were

The women who were involved in the preparation of the brief,
Women in Administration: The Known Equation; The Untried Talent, were
Helen Clark, Mavis Clark, Ann DeWitt, Marg Elliot*, Pat Gillespie*, Moira
Hegarty*, Margaret Parry, and Peg Richel.

6
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running out of males to continue to promote.
The ones
[women] who had made it into leadership roles were making
significant differences, making significant contributions. They
were changing the nature of leadership and that was becoming
evident. There was a shift in elementary that we felt needed to
be pushed beyond elementary. So for all these reasons we
decided to continue it.
.

.

.

As well, the women who prepared the brief felt that times had changed.
According

to

one

woman, " more

people

in

our

acquaintance

were

expressing an interest and concern and so we thought it was time to do it
again, see if we had a different response."
The brief,

Women in Administration: The Unknown Equation; The

Untried Talent, was based on the premise that "
in every sector of the
economy

--

and particularly in the field of education

the advancement of

--

women needs constant attention and review" ( Clark et al., 1982, p. 1).
There had been " some token acknowledgement" of the concerns raised in
1973

by the

Committee on the

Role of Women

in

Calgary

Schools.

However, a statistical analysis of the representation of female administrators
within the Calgary Board of Education indicated that the representation of
women in educational administration was even less than it had been in the
1970s.

In

administrative

1982,

approximately

personnel

percent were male.

in

82

elementary

percent
schools

of

were

instructional
female

while

and
18

However, only 33.6 percent of all administrative

positions were held by women.

At the secondary school level 55.5 percent
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of all instructional and administrative personnel were male and 44.5 percent
were female.

Women had been appointed to a mere 6 percent of all

administrative positions.

As Clark et al. ( 1982) observed, " nearly 80

percent of school board administrative appointments are drawn from 37
percent of the teaching population" ( p. 8).
According to the 1982 brief, there appeared to be " little rationale" for
women's representation in school administration within the Calgary Board of
Education. Therefore, its authors argued that
the percentage of women in the teaching force, the percentage
who have indicated a career commitment, the percentage in
junior administrative roles, and the percentage in the Leadership
[Potential] Pool indicates that women are qualified, are
competent, and despite overwhelming odds are seeking
leadership roles.
The only indices that appear to have any
bearing on the number of women appointed are the number of
men already in senior administrative staffing and the number of
men in the Division of Personnel". ( Clark et al., 1982, pp.
11-12)
In

other

words,

the

underrepresentation

of

women

in

educational

administration was attributed to the fact that all of the individuals who were
responsible for deciding administrative appointments were men.

Therefore,

Clark et al. ( 1982) recommended that: ( 1) all new school administrators be
appointed according to percentages that reflect the number of educationally
qualified women within the system; ( 2) the representation of women at all
levels of the administrative hierarchy reflect the number of qualified and
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aspiring women within the Calgary Board of Education; and (3) the need for
women

in

senior

decision-making

positions

be

recognized

by

the

appointment of three women to the Administrative Staffing Committee [the
Chief

Superintendent,

Deputy

Chief

Superintendent,

Superintendent

of

Human Resources, Program Services and Educational Leadership Centre
Superintendents, Superintendent of Continuing Education, and Associate
Superintendent of Human Resources].

The minutes of the Regular Meeting

of the Board held on April 27, 1982 indicate that the brief, Women in
Administration: The Unknown Equation: The Untried Talent, was received
and referred to Senior Administration for comment and recommendation.
How did the trustees and Senior Administration respond to this brief?'
One female administrator recalled that the brief was received by the trustees
with
far more respect, with far more seriousness, with far more
deliberation, with greater concern, with far more promise that
something serious would happen, with a recognition of the
need. Just a better all round appreciation for the fact that we
were there.

Perhaps an indication of the concern and seriousness with which the Board
received this brief is best illustrated by what one woman principal described

The trustees at the time that the brief, Women in Administration: The
Known Equation; The Untried Talent, was submitted to the Board were Dr.
R.M. Miller ( Chairman of the Board), Dr. S.M. Anderson, Mrs. A. Blough,
Mr. W.L. Boss, Mrs. A.S. Tingle, Dr. M.A. Vaness, and Mr. D.E. Wares.
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as a " flurry of activity".
the

preamble

to

the

She attributed this activity to a statement made in
brief that the

underrepresentation

of

women

in

educational administration " could become not only a woman's issue but a
matter of human rights from an educational point of view." As she recalled,
that particular statement got a great deal of action. Iremember
walking into the Board offices
and Isaw a lot of blue suits
just descending on the office. Many of them were lawyers that
Iknew. And Iknew that they were in human resources and
personnel at that time going over things with a fine-toothed
comb to see if it really could be perceived as a human rights
issue.
.

.

.

While the presentation of the brief may have been met by a " flurry of
activity,"

it

is

important

to

note

that

there

were

also " backhanded

comments and all of the snarky sort of horrible things said in the context of
the presentation."

For example, one female principal overheard part of a

conversation

she

that

described

as

sexist.

She

recalled

that

the

conversation had " something to do with one of the women [ involved in
preparing the brief] wearing pants
woman

but for me as well."

.

.

.

it was a put-down, not only for that

Although the trustees

responded

more

positively to the 1982 brief and to the women who were involved in its
preparation

and

presentation,

it appears that some of the views

attitudes expressed in 1973 persisted.

and
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In response to the brief, Women in Administration: The Unknown
Equation; The Untried Talent, Senior Administration submitted a report to
the Board on May 18, 1982.

This report had been requested by the

trustees on April 27, 1982 to provide them with a " breakdown of the
percentage of male and female administrative appointments per year for the
past several years and the system's ratio of male/female appointments."
According to the report (Jesse,

1982),8

25 percent of all principals and

assistant principals within the Calgary Board of Education in 1982 were
female.

This percentage exceeded the provincial averages reported by

Statistics Canada in 1980-1981.

As well, the report indicated that more

than 70 percent of female administrators within the Calgary Board of
Education had been appointed since 1977.
1977,

there

had

been

a " more

appointments" ( Jesse, 1982,

p.

1).

equal

The report argued that, since
distribution

of

male/female

However, if one looks closely at the

data presented in the report, the majority of women awarded administrative
positions between 1977 and 1981 were appointed to staff (
central office
positions and elementary principalships) positions.

Only two women were

appointed to secondary school principalships both of which were at the
junior high school level.

Mr. K. A. Jesse was the Superintendent,
Services at that time.

8

Division of Personnel

82
It

is

interesting

to

note

that

the

report

submitted

by

Senior

Administration advised that all administrative appointments made by the
Administrative
compliance

Staffing

with

Committee

Calgary

Board

between

1977

of Education

and

1981

were

in

Policy 4,015 ( Promotion

Policies Within the Staff) as well as section 7 ( 1) of the Individual Rights
Protect/on Act of the Province of Alberta.

Nevertheless,

the

report

recommended that
1. [Senior] Administration request a legal opinion from the
Board solicitor in regard to the requirements and procedures
which must be followed to ensure compliance with the
Individual Rights Protection Act in the Province of Alberta.
2. A personnel organization or consulting firm be engaged for
the purpose of assessing the processes and procedures used in
promoting individuals to administrative positions. (Jesse, 1982,
p.2)
The minutes of the May 18, 1982 Regular Meeting of the Board
indicate

that

the

(Employment)

and

reaffirmed.

report
Policy

was

received

and

4,015 ( Promotion

existing

Policies

Policy

Within

4,007

the

Staff)

As well, the trustees expressed their commitment to the

practice of promoting individuals within the system regardless of age, race,
religion

or

sex.

recommendations
defeated.

An

amendment

presented

to

the

motion

to

include

the

by Senior Administration in its report was

It is likely that the motion to include the amendment was directly
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related to the " flurry of activity" which followed the presentation of the
brief, Women in Administration: The Unknown Equation; The Untried Talent,
on April 27, 1982.

Apparently, " some" Board members felt that "the

amendment

allow

-

would

for

further

clarification

regarding

the

appropriateness of personnel procedures with respect to the issue under
consideration."

In defeating the motion, the trustees demonstrated their

conviction that the promotional policies and procedures employed within the
Calgary Board of Education were appropriate and fair.'

Once again the

recommendations pertaining to the representation of women in educational
administration within the Calgary Board of Education were not acted upon
by the Board.

As in 1973, the concerns of women within the system were

ignored.

Women In Education:
The Calgary Board Of Education Story

Kimmel ( 1988) argued that the brief presented to the Calgary Board
of Education in 1982 " did not result in any significant changes in the
numbers of women in administration, and until the 1987 appointment of a
female associate superintendent, the Administrative Staffing

Committee

Trustees Anderson, Blough, Tingle, and Wares were opposed to the
amendment suggested by Trustee Boss to include the recommendations of
Senior Administration in the original motion.
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continued to be a male bastion" ( p. 24).10 During that same year, the Staff
Development

Department of the

Calgary

Board

of

Education

provided

interested employees with an opportunity to attend a series of workshops
and/or

submit

procedures.

written

The

comments

regarding

issues of concern that were

administrative

staffing

identified through this

process, as well as recommendations for action, were presented to the
Administrative Staffing Committee.

One such issue was sex bias.

The

recommendations made pertaining to this issue included:

1. That all interview committees have balanced male/female
representation;
2. That administrators (at a level to be determined) would have
as a role responsibility to serve as mentor to one or more
individuals
each school term;
.

.

.

3. That [the] Administrative Staffing [Committee] will establish
a process to achieve a balance of males/females in tenured
administrative positions by year 1999;
4. That all curriculum leadership experience will
influence opportunities for advancement; and

favorably

5. That an ' Annual Administrative Staffing Statistical Report'
which includes male/female percentage breakdowns,
be
compiled and distributed each year. ( Kimmel, 1988, pp. 24-25)

Sharon Kimmel is an elementary school principal with the Calgary
Board of Education.
Her paper, Women in Administration: The Calgary
Board of Education Story, was prepared in partial fulfillment of the
requirements for a Master of Education degree in the Department of Teacher
Education and Supervision, University of Calgary.
10
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According

to

Kimmel ( 1988), " while

presentations

of

briefs,

administrative staffing review meetings, and Board motions calling for a
reaffirmation of Policy 4,007 have served to bring equity issues out in the
open for a time, they have not resulted in equitable promotion opportunities
for female teachers and administrators employed by the Calgary Board of
Education"

(p.

28).

In her paper, Women in Education: The Calgary Board

of Education Story, Kimmel ( 1988) recommended that an affirmative action
policy and program be implemented and monitored, equal numbers of men
and women sit on administrative screening and interviewing committees,
and that a woman be appointed to a senior position within the Division of
Personnel.

She argued that while there were capable, well-qualified women

"willing and able to move into positions of leadership at all levels of the
organization

.

.

.

disparate treatment for women is being perpetuated"

(Kimmel, 1988, p. 31).
It

is

not

until

1988

that

the

discussion

pertaining

to

the

underrepresentation of women in educational administration is resumed in
the minutes of the Regular Meetings of the Calgary Board of Education. 11 At
the February 9, 1988 Regular Meeting of the Board, Trustee Patricia Boyle
introduced a notice of motion concerning the enhancement of opportunities

11

The trustees at that time were Mrs. R. Dempsey ( Chairman of the

Board), Ms. P. Boyle, Mr. G.M. Burden, Dr. P.R. Adams, Mrs. B. Gladstone,
Mr. B. McCormick, Mrs. M.J. Patten, Mrs. A. Tingle, and Mrs. P. Valentine.
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and more effective utilization of human resources within the Calgary Board
of Education.

According to the original notice, the motion was an attempt

to " provide the Board with detailed, accurate statistics on the employment
of both men and women; and to offer some opportunities to both male and
female employees to help them succeed in their leadership aspirations." The
minutes

of the

June

14,

1988

specify

that Trustee

Boyle's

motion

recommended
a.
THAT the Board show its commitment to hire the best
person for the job by ensuring that opportunities, criteria and
process
for
leadership
and
advancement
are
clearly
communicated to all employees.
b. ( 1)
THAT the Board gather statistics pertaining to the
employment of men and women in leadership positions;
(2)
THAT the Board include a mentoring function as
an expectation and role responsibility for administrative
positions; and that in-servicing on mentoring be offered to all
leaders in the system; and
(3)
THAT in-servicing be made available to assist
interested leadership candidates in sharpening their interview
skills.
According to the minutes of the Regular Meeting of the Board held on June
14, 1988, Trustee Dempsey moved that Parts a and b(3) of Ms. Boyle's
motion be referred to the Alberta Teachers' Association/Calgary Board of
Education Policy and Regulation Committee.

Dempsey's motion was carried
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with only Trustee Boyle opposed. The remainder of Ms. Boyle's motion was
amended to read

THAT the Board gather statistics pertaining to the employment
of men and women in leadership positions; and
THAT the Board include a mentoring function as an expectation
and role responsibility for administrative and all other employee
positions; and that in-servicing on mentoring be offered in the
system. ( It is noted that mentorship is not restricted to
employees of the Calgary Board of Education.)
The amended substitute motion was carried with Trustees Burden and
Patten opposed.
In addition to Trustee Boyle's motion regarding the enhancement of
opportunities for administrative aspirants, Trustee McCormick suggested, at
the March 1, 1988 Regular Meeting of the Board, that Senior Administration
consider appointing a woman to the next available senior high school
principalship.

According to the minutes of the meeting, he also suggested

that the Board begin a systematic evaluation of all female administrators
who, at that time, were perceived to be suitable candidates for such a
position.

McCormick argued that such action by Senior Administration

would ensure that current evaluations and appropriate documentation would
be in place in the event that an administrative position became available.
The

minutes

of the

Board

meeting

indicate

that

Trustee

McCormick

introduced the motion because the great majority of administrators at the
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secondary school level were male and that " positive affirmative action" was
needed to indicate that, regardless of sex, everyone had equal access to
administrative positions at all levels within the Calgary Board of Education.
Although thisL motion was defeated, a subsequent motion made by Trustee
Brenda Gladstone was carried.

Her motion required that opportunities be

provided for qualified women to move into senior administrative positions
and that Senior Administration report back to the Board in one year with
respect to this requirement.
During the late 1980s, the issue of the underrepresentation of women
in

educational

administration

appeared

in the

minutes

of the

Regular

Meetings of the Calgary Board of Education with greater frequency.

The

increased interest of the trustees in the issue may have been due, at least in
part, to the recommendations pertaining to sex bias that had been presented
to

the

Administrative

publication

and

Staffing

presentation

Committee
of

in

Kimmel's

January

of

paper ( 1988)

Administration also served to draw attention to the issue.

1988.
to

The
Senior

To ensure that

the issue was brought to the board table on a regular basis, the proactive
support and advocacy of a trustee was essential.

During the late 1980s,

Patricia Boyle, in particular, assumed that responsibility.

Jill Wyatt, a senior

high school principal and then Chairperson of the Inquiry On Opportunities
For Women (see Chapter Six), argued that Trustee Boyle had "taken a
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leadership position in raising this issue with the trustees, talking with senior
administration to encourage improvement in the areas and networking with
women in the system" ( p.
this

study

agreed

that

18). 12

the

representation of women

The majority of women interviewed for

support

of

a trustee

is

essential

if the

in administrative positions within the Calgary

Board of Education is to change. As one female administrator explained
[They were] very strong advocates and very strong models
because we've not had a whole lot of models to look up to or
have pull for us or have mentor us. Ithink women need that.
And they [the female trustees] came and provided that at a
greater level of trust and expectation, actually, because there
was an expectation that trustees could make a difference.
Their belief system was similar to ours and Ithink they actually
did advocate at a very high level of leadership for us.

Questioning The Representation Of Women In Educational
Administration

Women within the Calgary Board of Education have been discussing
the issue of the underrepresentation of women in educational administration
for more than two decades.

In 1973 and again in 1982 they brought their

concerns to the board table but, in effect, were silenced by the Board's

Patricia Boyle was a trustee of the Calgary Board of Education from
1986 to 1989. During that time she was a strong advocate for women
within the system who aspired to an administrative position. According to
the women who participated in this study, Ms. Boyle continues to advocate
for and support women within the Calgary Board of Education today.
12
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unwillingness to act upon the recommendations put forward in the briefs
Role of Women in Calgary Schools and
Unknown

Equation;

The

Untried

Women in Administration: The

Talent.

The

trustees

Administration simply refused to take part in the discussion.

and

Senior

Nevertheless,

women within the system continued to voice their concerns; most often
amongst themselves, sometimes within a public forum.
for these women to be involved in this discussion?
associate

with

questioning

the

What does it mean
What risks do they

underrepresentation

of

women

in

administrative positions? What are their experiences and perceptions?
According to a number of the women interviewed for this study,
talking

about

and

questioning

the

underrepresentation

of

women

in

educational administration within the Calgary Board of Education meant that
they would be labelled.

One woman explained that if you talk openly about

the issue you become " one of those women

.

.

.

someone who was [a]

feminist, [a] radical, not satisfied with the status quo. [Someone who] was
making trouble."
ball- breaker.

Another interviewee felt that "you would be seen to be a

That you would be seen to be strident.

seen to be not feminine in some way."

That you would be

They were concerned that if they

actively sought an administrative position or questioned the representation
of women in educational administration they would be seen as pushy and
aggressive.
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Women within the Calgary Board of Education admit that it is difficult
to talk openly about the underrepresentation of women

in educational

administration. According to one woman principal, there is
a lot of under the surface concern and when an opportunity is
given for people to speak up there seems to be silence.
We
need to address that problem or the concern or the reality that
women are not willing to risk very much in conversations about
this. Women are fearful and Ican't talk to that very much
because Iunderstand it but Ialso think that we have to get
beyond that too. We ultimately must be able to engage in a
dialogue among ourselves as peers, men and women who are
educators, who want the very best for the children. We have
to get to that point and we aren't there yet, not by a longshot.
At the same time it really concerns me that we have
women who are in positions where they do feel very unsure
and fearful and very cautious about speaking out.
.

Many women find it threatening to discuss the issue.

.

.

As one woman

principal explained
Icertainly am very careful about what Isay. I'm very careful
about what Isay, period. About anything. But Iwould be very
careful about this issue. In fact, some of the things that you
say can be very misconstrued. But Icertainly would, when it's
appropriate, Icertainly would speak out
if Ifelt there was
something unjust.
I certainly wouldn't strike up the
conversation on this but certainly if it comes up Ido discuss it
and do talk about it.
.

.

.

Another female administrator provided the following example of women's
unwillingness to discuss the underrepresentation of women within a public
forum:
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There were some area meetings to discuss administrative
processes in the system
apparently in each of the areas
they had these meetings and they broke the meetings down
into three or four topics and if you were interested in talking
about this [issue] you went to this corner of the room. And
one of the topics was women in administration. Apparently, in
a couple of the areas they couldn't get anybody to even go into
that session. We knew by looking at the people who were in
the room when there was discussion afterwards, that obviously
it was an issue that women felt so threatened about.
that to
get up and go over to that corner, to put your hand up and say
'Yes, Iwant to talk about it'
they perceived [that] to be a
threat. And so they actually couldn't even get a discussion
group going because there were superintendents in the room
and supervisors and principals.
And so they [the women]
didn't want to say out loud, ' I'm interested in this issue'.
.

.

.

.

.

.

.

.

Women described their reluctance to openly and publicly question
women's representation in administrative positions within the Calgary Board
of Education as a hesitancy, an unwillingness, and a fear. Why do they feel
this way?

One concern was that their chances of being promoted into an

administrative position would be jeopardized if they talked openly about the
issue.

Their perception is that if a woman aspired to an administrative

position it was important that she not be seen by Senior Administration as
one of those women. Therefore, being labelled as one of those women was
considered

to

be " politically

dangerous."

According

to

one

woman

principal, there was a sense of
don't rock the boat, you know, don't get on this bandwagon or
you will be stuck in some little school, you'll never get
anywhere. Like there was a sense that you could be punished
and that sense is still here in this system. There's really a
nervousness about risk taking because you could get sent to

93
some awful place and be left there.
Iknow that could
happen now. Ihope it wouldn't happen as easily but Isuspect
.

.

.

that during those years from 1972 to about 1980 it could have
happened really easily. And so people [women] just decided
that if they wanted to advance their own careers they weren't
going to get involved in that stuff.
However, there was also a perception within the system that if one of those
women was appointed to an administrative position, it was because of her
participation in the discussion. A female administrator explained that
if one of us from that group did go further it was blamed on the
fact that we were part of that group. .
Just about everybody
in that group actually did do something beyond that and it
could have been related to that but Ithink what people needed
to know was we were leaders before that or we wouldn't have
started the whole ruckus in the first place. And we were going
.

.

to be leaders, not because of that, but whether that existed or
not.
In fact, the opposite could well have happened to us.
Certainly the labels became attached to us.
A senior

male

administrator

within

the

Calgary

Board

of

Education

acknowledged that there may be a connection between "speaking out" and
being

appointed

to

an

administrative

position.

However,

he

further

explained that he did not feel that such a connection was a major factor for
female administrative aspirants.
who

question

the

He argued that the careers of those women

underrepresentation

of

women

in

educational

administration are not at risk although he recognized that the perception of
that happening would be very high among women.
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A female administrator offered a slightly different perspective on the
risks women associate with questioning the underrepresentation of women
in educational administration. She suggested that it
depends on how they speak out. Ithink those people
who
have tremendous respect and credibility as educators can speak
out as clearly and as distinctly as they want on any subject.
Those that don't run the risk of being declared insignificant. So
it comes down to the credibility issue.
You better know
whether or not you're credible before you start shooting your
mouth off.
It's risky for some women who aren't credible
as scholars or as educators or whose motives are not credible
or whose mechanisms or whose behaviour is not credible to
begin to speak out. Iknow that they will be dismissed. Idon't
mean dismissed from their job. Imean they will not be given
credence.
.

.

.

.

.

.

She argued that the risks women within the Calgary Board of Education
associate with " speaking out" did not exist and explained
That wasn't my experience . and looking around at some of
the women that Iworked with and some that spoke out quite
constantly around certain issues, not only this one, no. Ithink
.

that it's a convenient paranoia to have because it's an easy
way to say Ican't do it or Iwon't do it. Idon't want to take
the risk because that's what's going to happen. Imean those
kinds of risks are everywhere. They are present in politics,
they are present in daily jobs, they're present in classrooms.
That's symptomatic of thinking that is really counter-productive
and Ithink that when women begin to broadcast those kinds of
messages they just make matters worse for themselves. There
is an element of risk in anything. You're going to be accepted,
you're going to be rejected. You're not going to be shot dead.
What's a risk to me may not be a risk to you and vice versa.
So, what are risks? Risks are those things that inhibit us from
presenting who we are.
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According

to

this

underrepresentation

woman,
of women

talking

openly

and

questioning

in educational administration

the

within the

Calgary Board of Education is not a risk in terms of women's career
advancement.

However, many of the women interviewed for this study

would argue that their reality, based upon their experiences, is very different
from hers.

For many women, the risks associated with questioning the

underrepresentation

of women

in educational

Calgary Board of Education are very real.

administration

within the

Therefore, it is important that

their experiences and perceptions are acknowledged.

Discussion

The findings reported in this chapter indicate that between 1973 and
1988

the

Calgary

Board

of

Education

did

little

to

underrepresentation of women in educational administration.

address

the

Although one

interviewee recognized that there had been "some token acknowledgement"
of the concerns raised in 1973, the majority of women who participated in
this

study felt that the

Board

had

ignored

their

overcoming the promotional barriers that they faced.

request

for

help

in

The concerns raised

by Armour et al. ( 1973) were reiterated by Clark et al. ( 1982) and Kimmel
(1988).

The Board's failure to respond in any significant way to these

96
concerns

was,

according

to

the

interviewees,

an

indication

of

the

importance (or lack of) assigned this issue by the trustees and Senior
Administration.
of women
priority.

It is obvious that ensuring a more equitable representation

in educational administration within the system was not a

Instead, the Board chose to ensure that its promotional policies

were applied equally to both women and men.

Those individuals within the

Calgary Board of Education who were capable of taking action on behalf of
women failed to do so.
And so the Calgary Board of Education chose to simply reaffirm Policy
4,015 ( Promotion Policies Within the Staff) and its commitment to the
practice of promoting individuals within the system regardless of age, race,
religion or sex. The trustees' unwillingness to take a more proactive stance
confirmed the Board's belief that past and present promotional practices
were not only appropriate but fair.

More importantly, the Board's actions

authorized the Administrative Staffing Committee to continue its pattern of
promotions.
(1982)

However, it is important to keep in mind that Clark et al.

attributed

the

underrepresentation

of

women

in

educational

administration •
to the " number of men already in senior administrative
staffing and the number of men in the Division of Personnel" ( p. 12).
interprets this to mean that the individuals ( read
deciding

administrative

appointments

discriminated

men)

If one

responsible for

against

women

by
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limiting

their

reaffirmation

access
of

Policy

to

the

4,015

administrative
authorized

the

hierarchy,

the

Board's

Administrative

Staffing

Committee to continue to do so.
According to the findings of this study, the women who presented
the brief in 1973 were treated with " great derision."

But the 1982 brief

was received with " far more seriousness, with far more deliberation, with
greater concern,

with far more promise that something serious would

happen, with a recognition of the need." This show of interest, however, is
not surprising. In 1982 the legislation of the Canadian Charter of Rights and
Freedoms not only secured the rights of women within the Canadian
constitution, it addressed the problems associated with employment barriers
and discriminatory employment practices. In so doing, the Charter served to
increase the awareness of employment discrimination within the workplace.
Therefore, the fact that the Calgary Board of Education chose to seek legal
advice with respect to its compliance with Policy 4,015 and section 7 ( 1) of
the Individual Rights Protection Act of the Province of Alberta suggests that
the trustees were worried that the Board might face legal action if, as was
suggested, the underrepresentation of women in educational administration
became " not only a woman's issue but a matter of human rights." With the
confirmation of legal compliance, the Administrative Staffing Committee was
authorized, yet again, to continue its pattern of promotions.
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Between

1973

underrepresentation

and

1988,

of women

women

who

in educational

openly

questioned

administration

the

within

the

Calgary Board of Education were silenced by the Board's refusal to discuss
their concerns.

Many of the women who were interviewed for this study

were afraid that if they did talk openly about the issue that they would
become known as one of those women and jeopardize whatever chance
they might have of securing an administrative position.

They were also

afraid that if they became known as one of those women they would be
"stuck in a little school in ' East Overshoe" where they would be forgotten
and more easily ignored.
On the other hand,

one woman argued that women

who

have

"tremendous respect and credibility as educators" do not have to fear
speaking

out.

But within

the

Calgary

Board

of

Education

it

is

the

Administrative Staffing Committee that, for the most part, awards this
respect and

defines what is credible.

Therefore,

if a woman

is

not

respected and seen as credible, it is unlikely that she will be considered for
an administrative appointment.

And if, as this interviewee suggested, the

conferring of respect and credibility is associated with the issue of the
underrepresentation

of

women

in

educational

administration,

it

is

understandable why women are afraid to talk openly about the issue.
Perhaps the example provided by a female administrator best illustrates the
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fear that the women who participated in this study expressed (see
Although there
interviewee

were

women

present at the

knew were concerned

about the

area

meeting

representation

p.

92).

whom the
of female

administrators within the system, they would not openly acknowledge their
interest

in the

participate

in

issue.
the

According to the

discussion

pertaining

interviewee,
to

women

their
in

refusal to
educational

administration was due to the fact that they did not want the senior
administrators in attendance to know that they were interested in the issue;
that they were one of those women.
interesting question.

This particular story raises an

Are the senior male administrators who participated in

this study as concerned with and as sensitive to the issue as a number of
them stressed in their interviews?

If so, many of the women within the

Calgary Board of Education have yet to experience this concern and/or
sensitivity.

100
CHAPTER FIVE
MOVING INTO AN ADMINISTRATIVE POSITION

Introduction

A number of women within the Calgary Board of Education have been
discussing the issue of the underrepresentation of women in educational
administration for more than two decades.

Although the issue has been

brought to the attention of the trustees and the Administrative Staffing
Committee on several occasions, women continue to hold significantly
fewer administrative positions than do their male colleagues.

This

is

especially true of secondary school principalships and Senior Administration.
Why has there been so little change in the representation of women in
educational administration within the Calgary Board of Education?

While a

variety of explanations were offered by the women who participated in this
study,

many of the interviewees felt that the promotional policies and

procedures

established

administrative hierarchy.

by

the

Board

had

limited

their

access

to

the

They described promotional criteria that did not

reflect actual job requirements, were not clearly specified, and/or were
applied differently to male applicants.

They also described the difficulties

101
they

experienced

moving

administrative position.

from

central

office

into

a school-based

As the interviewees shared their experiences, they

frequently expressed a frustration with the promotional criteria as well as
the short- listing and interviewing processes employed by the Calgary Board
of Education.
among

the

As one female interviewee observed, "there is frustration
women

who

are

aspiring

to

positions

and

there

is

just

tremendous frustration among women who are in positions of leadership."
Why do so many women within the Calgary Board of Education feel
that their access to the administrative hierarchy has been limited?

This

chapter provides an account of how women

have

within the system

experienced the selection process employed by the Administrative Staffing
Committee. 13

As well, the promotional criteria and procedures outlined in

the administrative staffing handbook are summarized.

Promotional Criteria

One of the responsibilities of the Administrative Staffing Committee is
to ensure that effective leadership is provided within the Calgary Board of

Members of the Administrative Staffing Committee include the Chief
Superintendent, Deputy Chief Superintendent, Superintendent of Human
Resources ( Chair of the Committee), Program Services and Educational
Leadership Centre Superintendents, Superintendent of Continuing Education,
and Associate Superintendent of Human Resources.
13
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Education.

Therefore, the Administrative Staffing Committee is responsible

for the identification and recommendation of individuals to positions carrying
administrative allowances with the exception of the

positions

held

by

Committee members. Administrative appointments are made on the basis of
available documentation, interview reports, and the " informed professional
judgement of the committee members" ( Calgary Board of Education, 1990,
p. i).

For each competition, the recommendation of the Administrative

Staffing Committee is approved by the Chief Superintendent before it is
submitted to the

Board of Trustees.

The trustees are provided

with

information on the criteria used to recommend the successful candidate as
well as the names of all of the individuals who were short-listed for the
competition.

Any additional rationale for the recommendation is submitted

to the trustees as well.

An administrative appointment is not officially

announced until the Board has approved the recommendation put forward
by the Administrative Staffing Committee.
According to a handbook entitled Administrative Staffing Committee
Procedures, individuals who aspire to a principalship are expected to have
exhibited

leadership at or above the position

of assistant principal or

specialist and have successfully demonstrated administrative ability in a
variety of settings or circumstances ( Calgary Board of Education, 1990).
The handbook indicates that the "completion of a graduate degree or
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diploma, projected completion of a graduate degree or diploma within six ( 6)
months of appointment, or appropriate graduate level courses as may be
approved by the Chief Superintendent" is required ( p. 1).

In addition, a

candidate for., a principalship is expected to have knowledge of instructional
leadership, organizational behaviour, and staff motivation.

To this end,

professional courses related to instruction and/or school leadership offered
through the Calgary Board of Education, a university, or other institution are
to have been completed by all administrative applicants.

Other tenured

appointments, such as assistant principal, specialist, supervisor, director,
and Coordinator of Staff Development, are decided on the basis of the
preceding criteria with two exceptions: ( 1) candidates are not expected to
meet the provisions pertaining to graduate work; and ( 2) administrative
experience does not need to be at the assistant principal or specialist level.

Ambiguities And Inconsistencies
The administrative staffing handbook specifies that all administrative
appointments are to be awarded on the basis of a fair and open competition
(Calgary Board' of Education, 1990).

It also specifies that the selection

process and promotional criteria employed by the Administrative Staffing
Committee are to be published within the system.
the

women

who

participated

in

this

study

However, a number of

argued

that

the

criteria
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established by the Administrative Staffing Committee do not always reflect
actual job requirements.

For this reason, they felt that promotional criteria

sometimes favour their male colleagues.

For example, one interviewee

argued that a female colleague was not successful in an administrative
competition because
it was just a mere matter of that they [the Administrative
Staffing Committee] were looking for somebody who could do
boys phys-ed along with the VP [vice principalship].
That
wasn't mentioned on the job description.
Another woman also provided an example of promotional criteria that,
in

effect,

limited

women's

access

to

the

administrative

hierarchy.

Apparently, a competition posting for an assistant principalship specified
that the position was to be filled by a grade six teacher with a background
in physical education. Therefore, the interviewee argued that
if the job description for the assistant principal is that you also
teach grade six half the time and you do phys-ed you're
typically looking at a certain kind of person.
If there is a
man in elementary school, and there are very few men in
elementary schools, where are they located? They are teaching
grade five or six. They are also often the phys-ed teacher.
So if you see that the role of the assistant principal is defined
as the grade six teacher and the soccer coach, how many
women are likely to fill that role?
.

.

.

.

.

In the preceding example, the job requirements were such that few women
qualified for the position.

Although women were provided with an equal
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opportunity to compete for the assistant principalship, they were denied
equal access to the position.

The requirement that the assistant principal

teach

have a background

grade six as well

as

in

physical

education

significantly reduced the pool of administrative candidates from which to
choose.

It is rather ironic that the majority of women who did not meet the

promotional criteria were eliminated from the competition, not on the basis
of their administrative abilities and qualifications, but on the basis of their
teaching experience and qualifications.
In addition to promotional criteria that do

not reflect actual job

requirements, a number of the interviewees felt that the Administrative
Staffing

Committee

promotional criteria.

was,

at

times,

inconsistent

in

its

application

of

To support their argument, they pointed to the fact

that men tend to move into and through the administrative hierarchy more
quickly and with greater ease than women.

For example, a female principal

recalled that when she first began teaching

the men were all promoted a lot sooner than the females. I
taught with young men and we, as women on the staff, would
laugh because a young man would be hired, and those were
the days when there was a lot of movement, and within weeks
the principal would be talking about how this person was a real
'corner'.
And you know, sure enough, they would do their
mandatory two year term and then they would be vice
principals.
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The

Administrative

inconsistent

with

Staffing

respect

to

Committee

the

was

appointment

administrators to particular types of schools.

of

also

seen

female

to

and

be
male

One female principal recalled

that when she applied for her first assistant principalship she was told by
Senior Administration

that she

had to "start out"

in

a small

school.

However, approximately two weeks later a male colleague, who had no
previous administrative experience, was appointed assistant principal of a
large school. And another female acknowledged that
the reality for me is once Ileave here Iprobably will get a
principalship but Iknow that it will be, not a teeny, tiny school,
but it will be at a relatively small school. But that's not often,
in the past, been the case with male assistant principals. Why
have men [who hold] assistant principaiships gone into really
big schools [as principals]?
This

practice

principals

are

administering

of differentiating
assigned
a large

to

between the

suggests

school

than

size

that women
are

their

of school that
are

male

less

new

capable

counterparts.

of
An

inconsistency such as this only adds to women's frustration with the
promotional
Education.

policies

and

practices

employed

by the

Calgary

Board

of
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A Scholarly Community
Perhaps even more frustrating to the women who participated in this
study are the promotional criteria that pertain to education.
the

educational

requirements

specified

in

the

In addition to

administrative

staffing

handbook, a discussion paper entitled The Leadership Vision: Directions For
The Scholarly Community- The Community Of Learners, was prepared in
1987 by Alan Newberry, then Chief Superintendent of Schools.

Based on a

review of the literature on educational leadership, Newberry argued that
"preparation for an administrative position is a serious consideration that
involves

in-service

undertakings" ( p. 4).

activities,

appropriate

experience,

and

scholarly

He argued further,

leaders in the scholarly community, the community of learners,
work with teachers, they are teachers of teachers. Leaders are
models who also must learn t they should model continuous
learning behaviour. They must continually model as students
of the profession
of leadership.
Leaders in the scholarly
community need to model scholarly activity including the
pursuit of graduate studies. Leadership demands study as well
as experience. ( Newberry, 1987, p. 5)
-

Although

the

discussion

paper

makes

frequent

reference

to

a

scholarly community and the commitment of administrative aspirants to the
pursuit or completion of a graduate degree, a female interviewee argued
that
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Alan Newberry said that this was a scholarly community and
that for every candidate for [a] leadership position they had to
be in a masters program or [ have] completed a masters
program. Now, all sorts of women who had masters degrees
or were virtually completing masters degrees would throw their
name in the hat and not even get interviewed [or short-listed],
whereas, men who were not even in a masters program or had
one course were getting on the interview list. So women were
getting really upset because
the rhetoric is saying that a
scholarly community is important.
The women have been
going out and upgrading their qualifications and yet it's not
being reflected in [the short-list].
Because who gets
interviewed is the absolute key of that sort of whole
administrative staffing process. And we just found that, again,
the ' Old Boys' Network' is working very efficiently, thank you,
when you get three male interviewers and you're getting a list
of interviewees who have fewer qualifications than a lot of
people on that list of candidates.
.

.

.

She went on to suggest that what appeared to be important in making
promotional decisions within the Calgary Board of Education was not the
educational qualifications of a particular candidate but rather " who the right
candidate

should

be

in

the

heads

[Administrative Staffing Committee]."

of

the

people

in

admin

staffing

A number of female interviewees

agreed that this seemed to be the case and cited examples to support their
arguments.

For instance, a female principal recalled that a woman she

knew
had been to the Charol Shakeshaft thing [ presentation] where
Charol said, ' All the exceptions [those individuals being
awarded
administrative
positions
without
meeting
the
promotional criteria] are white and male'.
[
The woman]
said, ' That's the story of my life'. Now, she [ holds a central
office position]
and she has a masters degree. The criteria
on paper say you must have a masters degree.
She has
.

.

.

.

.

.
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applied twice [for a principalship] and the jobs have gone to
two different men, neither of whom have a masters degree.
And angry and frustrated? You bet she is!
Another female principal provided the following example of a male colleague
who had " parachuted" into an administrative position.
I know of one case recently of where a male teacher, very
talented, just a marvellous teacher, but with no graduate work
yet, no administrative experience in a school
he was
.

.

.

approached by a principal who said, ' Ithink you should apply
for this particular administrative opening that Iknow is going to
be coming up and I'm going to be on the selection panel'. And
yet Iknow there are other women who have not only begun
the graduate work but have completed the graduate work, have
administrative
experience,
who
are
waiting
with
job
applications for the positions to be advertised and no one on
any selection panel has phoned them up.
A male interviewee, however, argued that the real issue of concern to
women within the system is not one of educational criteria but one of
competency.

He explained that

some of the criteria is we expect you [administrative applicants]
will be doing graduate studies. But that doesn't mean if you do
graduate studies you're going to become an administrator. So
creating that ambiguity
does create a lot of tension.
Because what you're saying is that these signposts along the
way that Ithought were the ones, that if Idid all of that, the
system would be [mine].
And now we say, ' Well, not
necessarily'.
.

.

.

While this might explain why women who possess the minimum educational
requirements are not short-listed and interviewed, it does not explain why
men who do not meet the minimum criteria are short-listed, interviewed, and
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appointed to administrative positions.

It is not surprising that so many

women who aspire to administrative positions within the Calgary Board of
Education are frustrated,

especially when confronted

"ambiguity" described above.

with

the sort of

As one interviewee •pointed out, there are

"some real disjunctions between what is being said and what is being
done," especially in the case of educational criteria.

From Central Office Back Into The Schools
A number of the female administrators who were interviewed for this
study indicated that they had found it difficult to move from central office
into a school- based administrative position.

Many of them felt that the

administrative experience that they had gained in central office was not
recognized

or valued

within

the system.

For

example,

one

woman

described the administrative positions that she had held in central office as
"helping teacher roles."

When she decided to move back into a school and

applied for a " real" administrative position she was unsuccessful.
perception was that
within this system [the Calgary Board of Education] there are
only certain kinds of administrative experiences that count as
real because the stuff that we do is soft. It doesn't count as
real administrative work.
And so in applying, then, from a
system position as an administrator into a school- based
administrative position the notion was that what I had been
doing wasn't real, that in fact I didn't have enough recent

Her
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school-based
administrative
experience
to
make
the
applications that Iwas seeking appropriate. And it's a very
odd feeling to, at one and the same time, to believe and to
have been lead to believe that what you were doing was in fact
the role of the leader, what ever that is in quotation marks, but
at the same time it wasn't quite the real thing. And Iknow
that if you were to talk to others
there would be that same
perception, that same barrier, that because you've been away
from it you can't quite cut it in the real world. And so many of
us, because we find ourselves then lodged in those helping
roles as a consultant or those kinds of things, we find
ourselves then trapped in them. Almost pseudo-administration,
not the real thing.
And so it would be my perception that
there, within the system, is perceived one route to success and
that would be school-based. Kind of there in the trenches as
opposed to contributing in any other significant way to what
might be going on in the system.
.

.

.

A senior male administrator admitted that it is often difficult to place
"these" women in the schools.

He described central office positions ( e.g.,

supervisor and consultant) and administrative positions in what he described
as " not regular schools" such as the Louise Dean Centre ( a school for
pregnant teens), as " lateral arabesques." He explained that
if you leave the mainstream you run a risk, a very high risk.
And a lot of very talented women really like going into Program
Services for example, being consultants and all that stuff. But
it isn't the career step that it used to be.
They are good
experiential positions if you go in for a couple of years and get
right back [out] but memories are very long in large
organizations. Where were they when the day-to-day crap was
hitting the fan in the schools? If they are going to assume
senior roles they will have to have a rich background of
successful school leadership experience. The problem is that
they become so narrow focused they don't understand what
they're part of. Imean you really do need a system job at
some stage in your career to understand the complexity of the
whole organization. And if you've only been a school principal
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and now all of a sudden you've got significant system
responsibilities you don't even understand what this system is.
We used to use consultants' positions as just those kinds
of exposures.
•

.

.

And so many women in central office who choose to move back into
the schools find themselves in a " Catch- 22" situation.

They initially moved

into a central office position because they believed that the administrative
experience that they would gain would make them more competitive for an
assistant principalship or principalship.

However, many of these women

find it difficult, if not impossible, to simply " go in for a couple of years and
get

right

back [out]."

Once

again,

women

are

confronted

with

a

contradiction between what is being done and what is being said within the
system.
Unlike their female counterparts, male administrators do not seem to
have as much difficulty moving from central office back into the schools.
As a female principal pointed out,
it bothers me a bit when I see people dropping into
administrative positions [ principalships] from downtown [central
office]. When Italk about administrative positions I'm referring
to dealing in a school because an AP [assistant principal]
administrative job deals with kids, discipline, and that sort of
thing. And if you side-stepped a lot of that by dropping into a
principal's position which some men, [ I] don't know if any
women have, but from a downtown position where they have
jumped the
AP position
I think those steps are all
important to becoming someone to run the school because you
need to have been in those shoes, you need several years in a
school developing those skills with kids
and [some women]
.

.

.

.

.

•
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got by-passed by this person [a male] from downtown who's
more focused or whatnot around the staffing circles.

Herein lies yet another contradiction.

On the one hand, a senior male

administrator -argued that if a woman in central office aspires to a more
senior administrative position within the system, a " rich background of
successful school leadership experiences" is a necessity.

This, therefore,

would suggest that the career path of a woman who aspires to a senior
leadership position involve movement from central office, back into the
schools as an assistant principal, and eventually into a principalship.

On the

other hand, a number of the women who participated in this study have
seen men move directly from central office into a principalship without
serving as an assistant principal first.
It is apparent that the frustration expressed by many of the women
within the Calgary Board of Education is due, at least in part, to the fact
that they have seen their male counterparts move directly from central
office into tenured, school- based administrative positions.
explanation for this phenomenon is that men
positions

as

opportunities

to

Administration as " corners."
participated

in

this

study

network and

One possible

may view central office

become

known

to

Senior

In contrast, the majority of women who
saw

their

positions

in

central

opportunities to gain administrative experience and acquire skills.

office

as

However,
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as many women have discovered, this experience does not necessarily
translate into a school- based administrative position.

Promotional Procedures

The Short-List
The only reference to the short- listing process in the handbook,
Administrative

Staffing

Procedures,

indicates

that

the

Administrative

Staffing Committee is to " screen applications and form a short list specific
to each [tenured] vacancy" ( Calgary Board of Education,

1990,

p. 3).

According to the handbook, the short-list is to " consist only of those
candidates perceived by the Committee to be qualified to fill the posted
vacancy" ( Calgary Board of Education, 1990, p. 3).

It appears that the

specifics of the short-listing procedure depend, to a large extent, upon the
membership of the Administrative Staffing Committee.

Therefore, it is

important to note that at the time that the interviews for this study were
conducted, only one woman sat on the Administrative Staffing Committee.
When short- listing for tenured administrative positions (e.g., assistant
principal and principal), the files of all of the applicants are reviewed by the
Administrative Staffing Committee.

In what was described as a round-table

discussion, it is determined whether or not each applicant is eligible to
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compete for the position under review.

The superintendent of the area or

department where the position is to be filled identifies those applicants
she/he feels should be included on the short-list.

The Chair ( Superintendent

of Human Resources or his professional representative) then

leads the

Administrative Staffing Committee through a discussion of all of the other
applicants to determine why they are not being recommended for inclusion
on the short-list.

According to one interviewee, the Committee tries to limit

the short-list to approximately three candidates.
According to a member of the Administrative Staffing Committee
each one of the applicants gets
good quality air time around the table. We spend a lot of time
talking about the best person for the job and what skills do
these people bring without discussing the gender issues.
[We] come to consensus after forty-five minutes or an hour
round-table discussion of what we're looking for in this
position.
.

Another member of the Administrative Staffing Committee agreed that
there is rarely a question of gender in terms of the short-list.
Although on those occasions where they're mostly men [on the
short-list], somebody
directs the group to see if there's any
woman who should be on the short-list. We frequently, in the
last three years [approximately 1988-1991], have short-listed
all women and Idon't recall a discussion of
occasionally
somebody says this is all women but Irarely, if ever, see us
focusing, refocusing and saying, ' Are there any men that
should be on it?'.
.

.

.

.

.

.
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However, a number of interviewees, both female and male, expressed
concern

with the short- listing process employed

Staffing Committee.

by the Administrative

For example, a male administrator felt that

there is definitely a problem with the short-listing process
because again the system is almost too big and the people that
make the decisions on the short-list have very limited
knowledge of who the candidates are.
I'm not sure how
carefully the documents are scrutinized. You know the stories I
hear about the short- listing procedure is that there is sort of all
the candidates names are spread out and there is a bit of
dialogue.
Ithink that it is still a little too formal and too
subjective.

A female principal also questioned the short-listing procedure.

She provided

the following example of her experience as a member of an interview
committee.

Isat on an interview committee
and Iwas called the day
before and there were only two candidates for one of the prize
schools in the system and they were both men candidates.
And the one who got it was very much a protege of the
superintendent in that area.
.

.

.

As far as she was aware, a number of qualified individuals, both female and
male, had applied for the position. While she did not question the leadership
ability of the candidates who were interviewed, she did question how and
why "those" two men in particular were short-listed.
Although the administrative staffing handbook specifies that it is the
responsibility of the Administrative Staffing

Committee to

compile the
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short-list, a female administrator argued that short-lists are not always
arrived

at by the Committee.

She explained that she,

along

with

a

superintendent, had prepared a short-list that was then submitted to the
Administrative Staffing Committee.

Her experience, therefore, was that

someone other than the Administrative Staffing Committee was involved in
the short-listing process. She concluded that if she had been involved in the
preparation of a short-list of administrative candidates, it was likely that
other school- based administrators within the system had short-listed as well.
She

argued

that,

especially

short-list is important.

for

female

applicants,

who

prepares

the

If a principal and superintendent prepare a short-list,

are they both males? If so, whose responsibility is it to ensure that qualified
women are included on the short-list?
Perhaps the following story provides some insight into not only how
the short-listing process is viewed within the Calgary Board of Education but
how it is experienced by women who aspire to educational administration.
A female interviewee recalled that a suggestion was made at a gathering
that

applications

for

administrative

positions

be

numbered

and

the

• applicants' names removed prior to submitting the files to the Administrative
Staffing Committee.

The individual who made the suggestion felt that this

would ensure that the short- listing process would be as fair as possible, for
both women and men.

A male administrator, who was not a member of the
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Administrative Staffing Committee, did not agree with her.

His response to

her suggestion was, "Well, if you didn't know who it [the applicant] was,
you might short-list somebody you didn't like."

The Interview
According to the administrative staffing handbook, the Administrative
Staffing Committee will " post and/or advertise tenured positions not filled by
transfer, and will establish an Interview Committee for each competition"
(Calgary Board of Education, 1990,

p.

3).

An interview committee for a

tenured position consists of two to five members and may include: a
member of the Administrative Staffing Committee; a representative of the
Division of Human Resources; a representative of the Educational Leadership
Centre,

Division,

administrator.

or
All

department
members

are

concerned;

and/or

nominated

by

a school-based

the

Chair

of

the

Administrative Staffing Committee (Superintendent of Human Resources).
In the case of posted competitions for principal, director, or assistant
superintendent,

the

interview

committee

is

selected

solely

Administrative Staffing Committee, one of whom acts as Chair.

from

the

In other

competitions, the professional representative of Human Resources chairs the
interview

committee.

The

handbook

also

specifies

that " when

the

competition is for a school- based position, the principal of the school will be
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a member of that Interview Committee" ( Calgary Board of Education, 1990,
p. 3).
Interviews are conducted on the basis of a statement of needs which
is submitted

to

the interview committee by the appropriate Educational

Leadership Centre Superintendent.

Community input is sought in compiling

the statement of needs for a principalship.
Staffing

Committee

explained

that the

A member of the Administrative
questions

used

in

a particular

interview are
generally drafted by the Chairperson of the Committee who
then meets with the Committee either by phone, fax or in
advance of the meeting. [The Chair] verifies the questions and
assigns them.
They are always standard then.
All the
candidates get all the same questions and we usually have a
general idea of the ' look for' out of each question.
The decision of the interview committee is submitted to the Administrative
Staffing Committee who, taking into account the ranking of the interview
committee, makes a recommendation on each competition.
According to a member of the Administrative Staffing Committee, at
least one woman sits on each interview committee.

However, a female

interviewee argued that this is not necessarily the case.

It is difficult to

ensure that a woman sit on every interview committee when, at the time
that this study was conducted, only one female superintendent sat on the
Administrative Staffing Committee. The interviewee explained that
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they decided in admin staffing [Administrative Staffing
Committee] because they are now doing all of the staffing at
the end of the year, that they're so backed up that they are
having all male committees again. So that is sort of a breach
of faith but they said, ' We can't help it because we are doing
all of the staffing at the end of the year'.
So women go
through a committee or are interviewed by people [who are
some] of the worst offenders in terms of projecting male values
onto everything.
You've got an interview committee that
[three] males are on that interview committee for a woman
who is trying to be an assistant principal.
So what is she
seeing?
All she's seeing is a bunch of men who have a
preconceived image of what [an administrator should be]. So
it's that frustration that women are finding.
.

.

.

.

.

.

How have women within the Calgary Board of Education experienced
the interview process?

Many of the women who were interviewed for this

study shared their personal experiences.
shared

by

members

of

three

The following stories, which were

different

interview committees,

representative of those provided by the research participants:
Somebody from Human Resources department came over and
said to me, ' Who are you interviewing?'. Itold him and then
he told me what he thought of each person [candidate]. One
person [ he commented on], it was extremely negative.
You
know what I'm saying? You're getting that kind of message as
you are walking into the room.
.

.

.

Iremember once being part of an interviewing panel and part of
the issue is time, although I'm not sure that I'm willing to
forgive this just on the basis of time. There were four of us on
the panel; myself, a principal, someone from Program Services,
and someone from personnel [ Human Resources] was chairing
this thing [the interview]. We got together five minutes before
the candidates came in. We looked over the horrible perceiver
questions we wanted to ask and then the principal got to add

are
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on a couple of questions and then we went through the routine
you ask his question, you do this thing, this is the way we'll
hold our faces. Well, come on! First of all, five minutes isn't
enough time to determine somebody's future. Secondly, the
notion that you would use a set of questions developed by
some organization outside of the context of anything relevant
to our system. We didn't have time to look at the [ resume]
however. Now maybe that's unusual. Idoubt it. That's not
acceptable to me.
-

She went on to describe how the candidates were ranked by the interview
committee.

The process as I experienced it was that
after each
candidate we took a few minutes and sort of said, 'x, y, z.
This is my perception'. When the things [the interviews] were
finished we all talked then as a large group, in terms of the
three people, who was perceived to be the strongest candidate.
[Remember] Ididn't see the file so I had no background in
terms of that. Maybe the principal and the person from Human
Resources did but if they did why was Ithere? And then I
think the interviews basically went for about thirty minutes,
somewhere between thirty and forty-five minutes. Based on
that, they made a decision as to who would get the job or not.
Idon't think that's okay. And as Irecall
there is that point
[in the interview] where they say, ' is there anything that you'd
like to add?'. [That] isn't the time! Because, typically, what's
gone on is you're fifteen minutes over the interview time
anyway and so people are going like this [ looking at their
watches] and you know that they're just ticked off at you.
They won't hear what you're going to say.
.

.

U

U

.

.

.

.

U

Iwas involved on a Committee as an interviewer.
Iwas
familiar [with the interview process] but was astonished to find
myself in a situation where we were interviewing three people
for a position.
Before [one candidate] came in for the
interview the Director of the department jumped up and said,
'I'm really upset about this person being interviewed'. Before
[the candidate] even came in the rest of us knew that this
.

.

.

.

.

.
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Director didn't want [the candidate].
here that Idon't know about?

The selection

process

includes

.

.

.

Are there some rules

a feedback mechanism for those

short-listed candidates who do not receive an administrative appointment.
This mechanism is designed to provide candidates with the " opportunity to
review their participation in and the results of a given job competition"
(Calgary Board of Education,

1990, p. 3).

Short-listed candidates may

request feedback from the Chair of the interview committee that conducted
the

interview

Superintendent.

and/or

appropriate

Education

Leadership

Centre

As a senior male administrator within the system explained

they [the candidates] are always offered an invitation to
contact the chairman of the interviewing committee for specific
feedback.
In terms of applicant lists they're always
encouraged to touch base with their superintendent as to why
they weren't short listed.

When asked

if many candidates took advantage of this opportunity to

receive feedback, he responded that

some people choose to and some people choose not to. And
we're accused of not having a mechanism in place and nobody
cares and all that sort [of thing]. Well the bottom line is, the
onus is on the individual themselves to do some of this work. I
mean, you can't sit there and wait for people to: (a) ask you to
apply; and ( b) tell why you weren't [selected].
Pursuing a
.

career is hard work and you've got to work at it.

.

.
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However,

a female

administrator

criticized

the

method

of

feedback

employed by the Administrative Staffing Committee. She argued that
if they [administrative applicants] go and speak to their
superintendents at the area level they are just given
generalities, ' Well, yes, you were a worthy candidate but at
this time there were other considerations that came into play'.
They don't give honest feedback. And all you know is that
you're now voiceless.
It should be noted that there is no formal feedback mechanism in place for
those individuals who are not included on the short-list.
administrative

staffing

handbook

does

suggest

that

However, the
the

Educational

Leadership Centre Superintendents act as advisors for those individuals who
"wish to work towards leadership roles" ( Calgary Board of Education, 1990,
P. 1).
According to many of the women who participated in this study, their
access to the administrative hierarchy has been limited, at least in part, by
the promotional criteria and procedures employed within the Calgary Board
of Education.

The experiences they shared provide some insight into their

frustration

with the selection

frustration

is

not so

much

process.

However,

it appears that this

due to the actual criteria

and

procedures

employed within the system but to the way in which they are applied and
practiced by the Administrative Staffing Committee.

If the representation of

women in educational administration is to significantly improve within the
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Calgary Board of Education, it is important that the trustees and Senior
Administration recognize the impact that the selection process has on the
administrative

careers

of

women.

Because

as

one

female

principal

suggested, women within the Calgary Board of Education are becoming
more and more unhappy
about what they perceive as
unfair processes, no opportunities and on and on.
It's just
created more and more dissension.
Women being
short-listed and going for as many as ten interviews and not
getting the job. Women feeling like there was something in the
way but nobody would tell them what it was.
That their
qualifications were such that they were getting short-listed but
.

.

.

.

.

.

there was some private thing that was getting in the way of
the job.

Discussion

The majority of women who participated in this study felt that their
access to the administrative hierarchy had been limited.

The barriers that

they encounter are not only embedded in the promotional policies and
practices employed by the Calgary Board of Education but are intentional
and of a more personal nature.

The findings reported in this chapter

suggest that what is important in making promotional decisions within the
system is, as one woman argued, " who the right candidate should be in the
heads of the people in admin staffing."

Therefore, women's access to the
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administrative hierarchy depends, to a large extent, on the membership of
this committee.

After all, it is the responsibility of the Administrative

Staffing Committee to identify and recommend individuals to administrative
positions

within

the

Calgary

Board

of

Education ( Calgary

Board

of

Education, 1990).
For example, one requirement of a candidate for a principalship is that
she/he is expected to have successfully demonstrated leadership ability in a
variety of settings or circumstances ( Calgary Board of Education, 1990).
However, a female interviewee argued that "there are only certain kinds of
administrative experiences that count as real."

The findings of this chapter

indicate that what count as " real" administrative experiences for men do not
necessarily count as " real" administrative experiences for women.

Take for

example the women who participated in this study who had experienced
difficulty moving from central office back into a school as an administrator.
These women have been told by Senior Administration that if they aspire to
a principalship within the Calgary Board of Education, experience in the
schools

dealing

with

kids and

discipline

is

essential.

As

one senior

administrator described it, "there are some ugly, dirty things that have to be
done on the way to the principalship and being the AP [assistant principal] is
where that happens."
central

office

into

But women have seen men move directly from

a principalship

without

having

any

school-based
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administrative experience as an assistant principal.
interesting questions.

This raises several

Is the experience that men gain in central office

equivalent to the experience that women would gain as a vice or assistant
principal?

Does a man's central office experience " count" for more in terms

of receiving an administrative appointment?

What this finding suggests is

that women are required to demonstrate their leadership ability in a school
prior to receiving a principalship.

The fact that some men " parachute" from

central office into a principalship " side-stepping" the experiences associated
with holding a junior administrative position in a school (e.g., dealing with
kids and discipline) suggests that men are believed to inherently possess
these types of leadership abilities.
And

so,

administrative

the

promotional

staffing

criteria,

handbook,

as

permit

they
the

are

specified

Administrative

in

the

Staffing

Committee to base its promotional decisions on " who the right candidate
should be in the heads of the people in admin staffing." The handbook
directs the members of the Administrative Staffing Committee to use their
"informed professional judgement" to identify and recommend individuals to
administrative positions and to compile a short-list of eligible candidates that
consists of only those candidates who are " perceived" to be qualified to fill
a posted vacancy.

For this

reason,

many of the women who were

interviewed for this study felt that the Administrative Staffing Committee
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frequently bases its promotional decisions on hidden criteria.

Many of these

criteria serve to limit women's access to educational administration without
justification.

So when an unsuccessful, short-listed candidate asks for

feedback on her/his application and is told, "Well, yes, you were a worthy
candidate but at this time there were other considerations that come into
play," the question then becomes

what were these other considerations?

--

These hidden criteria help to explain, at least in part, why women within the
Calgary Board of Education felt as though "there was something in the way
but nobody would tell them what it was

.

.

.

thing that was getting in the way of the job."

[
that] there was some private
The " private thing" that this

interviewee referred to is the image that many of the members of the
Administrative Staffing Committee carry in their heads of " who the right
candidate should be."
A number of the women who participated in this study also perceived
the

composition

of

the

Administrative

Staffing

administration.

One

interview

Committee

interviewee

committees
to

be

described

established

a barrier
the

to

members

by

the

educational
of

interview

committees as being some of the " worst offenders in terms of projecting
male values onto everything."

And according to another interviewee,

interview committees are frequently composed of " a bunch of men who
have a preconceived image of what [an administrator should be]."

This
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preconceived image, more often than not, is based on a male model of what
an administrator should be like.

It is this type of subtle discrimination that

women encounter within the Calgary Board of Education and it is this
"preconceived

image"

administrator is judged.

against

which

a woman's

suitability

as

an

Although the majority of senior male administrators

argue that a woman sits on every interview committee, this has not been
the

experience,

in

general,

of

women

administrative positions within the system.

who

aspire

to

or

who

hold

And even if a woman sits on an

Interview Committee or the Administrative Staffing Committee, the balance
of power is held by men. Whose values and point of view are most likely to
be shared and supported by the other Committee members? Whose voice is
more likely to be heard?
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CHAPTER SIX
INCREASING ADMINISTRATIVE OPPORTUNITIES FOR WOMEN

Introduction

Within the Canadian workplace, a variety of programs have been
implemented by the federal government to " eliminate discriminatory barriers
and to provide, in a meaningful way, equitable opportunities in employment"
(Abella, 1984, p. 7).
responded

to

Similarly, school boards in several provinces have

the

underrepresentation

of

administration through the development and

women

in

educational

implementation of specific

policies and programs ( Gold, 1984; Hill, 1985; Luka, 1984; Noble, 1985;
Rees, 1988; Sigurjonsson, 1985; von Rosen, 1986).

These programs are

designed to ensure that women's access to the administrative hierarchy is
free

from

arbitrary

barriers

so

that " no

one

is

denied [employment]

opportunities for reasons that have nothing to do with inherent ability"
(Abella,

1984, p. 3).

For example, the directives of the Ministries of

Education in Ontario and Quebec suggest the initiation of policies and
programs that identify, goals and timetables for the hiring, promotion, and
training of both teaching and non-teaching staffs.
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While school boards within Ontario and Quebec have been directed to
specifically

address

the

underrepresentation

of

women

in

educational

administration, similar directives have not been issued by the Ministry of
Education in Alberta.

However, according to Senior Administration, the

Calgary Board of Education has

made an attempt to increase administrative

opportunities for women within its employ.

This chapter describes the

Board's efforts to address the underrepresentation of women in educational
administration between 1973 and 1991.

It also provides an account of how

women within the Calgary Board of Education perceive these efforts.

The

programs discussed in this chapter include the Leadership Potential Pool,
Pathways, and the Inquiry On Opportunities For Women.

The Leadership Potential Pool

The Leadership Potential Pool was implemented by the Calgary Board
of Education during the mid- 1970s. According to a Senior Administrator,

the district [the Calgary Board of Education] had gone through
some pretty explosive growth in the late ' 60s and early ' 70s
and the pool of talent had been pretty well identified because it
was a small district.
And now, all of a sudden, we are
exploding and a whole bunch of people, who were largely
male, were advanced very rapidly. And there seemed to be a
paucity of talent and we didn't know who we had out there.
So we created the program [the Leadership Potential Pool]
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primarily to find out who was out there.
started to simply create a pool of talent.

So the program was

The mechanism by which this pool of talent was identified was, in the
words of one interviewee, "very simple." Interested individuals, both female
and

male, could self-nominate or be nominated for consideration as a

program participant.

Initially, the majority of individuals who participated in

the program were nominated by their principals.

However, this proved to be

a weakness of the program as an individual's nomination depended upon
whom they worked with and whether or not that person saw her/him as a
potential administrator. For example, one woman recalled
Iguess when it really hit me and a number of the other women
who were working with me
is that we didn't get nominated
[for participation in the Leadership Potential Pool] by our
principal. He had enormous confidence in all of us. We never
had any doubt about that.
He gave us tremendous
.

.

.

opportunities but he didn't see us in the role of assistant
principal.
Ithink in his mind he had a view of me as an
excellent teacher and school leader but mom and wife.
.

.

.

And another female administrator argued that
they [the Administrative Staffing Committee] were choosing
two or three people [assistant principals] a year so that if a
school came up they would choose from this group [the
Leadership Potential Pool]. Well of course
[
being] on the
list became the reward. Iwasn't on the list and Ididn't know
what it was that was going on and
I wasn't getting
anywhere.
.

.

.

.

.

.
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As Clark et al. ( 1982) observed, school-based administrators, the majority of
whom were male, were encouraging " men to apply [for the Leadership
Potential Pool] in disproportionate numbers to the numbers of females on
staff" ( p. 10).

Therefore, as the program developed and became better

known, more individuals within the system (especially women) identified
themselves as potential program participants.
Each

nominee to the Leadership

provide the names of five evaluators.

Potential

Pool

was

required to

These evaluators were asked to rate

the nominee on a scale of 1 to 5 with respect to a variety of criteria or
attributes.

According to a senior administrator, one of the strengths of the

program was that "the people [evaluators] who passed a judgement on a
performance were people external to the final selection committee.

They

were people in the field [ besides the Administrative Staffing Committee]
who had real knowledge of them [the participants]." Apparently, the scores
of the participants tended to be very high with a score of 4.5 out of 5 being
in the " ordinary ranks." The results of the Leadership Potential Profile were
reviewed with each of the participants and areas of deficiency and potential
growth discussed.

When an administrative position became available, the

names of the five or six most appropriate participants in the Leadership
Potential Pool were submitted to the Administrative Staffing Committee for
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consideration.

These individuals then went through the selection process

described in Chapter Five of this dissertation.
A major problem with the Leadership Potential Pool, in addition to that
associated with the nomination process, was that the number of individuals
in the Pool became too large.
hundred

individuals

involved

By the early 1980s there were more than four
in the

program.

According

to

a senior

administrator,
for people who chose to be critical, the number in the Pool was
often a source of concern. [However] we ran dry in areas,
absolutely ran dry, because the three to four hundred
[participants were in] Divisions I, II, Ill, and IV and included
department heads across the disciplines, early childhood
education specialists, etc. Imean, when you broke it down by
potential assignments there really weren't as many [ participants
in any one category] as a lot of people thought.
Nevertheless, many of the women who were interviewed for this study
were

not appointed to an administrative

position as a result of their

participation in the Leadership Potential Pool. As one interviewee argued,
once you were in that Pool you thought, ' Oh good. I'm in line
for an assistant principalship or principalship'. And, as Ishared
with you, there were too many in the Pool and not enough
positions and so it led to a lot of frustration.
Another woman explained that the Leadership Potential Pool
identified women [as potential administrators] alright and it
raised all their expectations. They applied for the jobs and
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some of them got on the short-lists but after that they still met
this heavy discrimination from the top.
Although a number of women felt that their participation in the
Leadership Potential Pool had made Senior Administration aware of their
administrative

aspirations,

the

program

had

limited

impact

on

the

representation of women in educational administration within the Calgary
Board of Education.

As reported in Chapter Four, the brief submitted to the

Board in 1982 indicated that the representation of women in educational
administration had not improved significantly since the 1970s ( Clark et al.,
1982).

In

1981-1982 there were four hundred

and thirty-nine (439)

participants in the Leadership Potential Pool ( Clark et al., 1982).

Of those,

one hundred and ninety-seven ( 197) were women, the majority of whom
were in elementary schools.

Only seventy-seven ( 77) female participants

were employed at the secondary (junior/senior) school level.

It is important

to note that, although women represented 44.7 percent of the Leadership
Potential Pool, the statistics reported in the brief indicate that very few
female participants actually were appointed to an administrative positions as
a result of their

participation

in the

program.

Only

one

woman

in

twenty-five at the elementary level and one woman in one hundred and
twenty-five

at the

secondary

level

held

an

assistant

principalship

or

principalship in 1982 ( Clark et al., 1982). Therefore, as Clark et al. argued,
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"women

.

.

.

have little reason for optimism in entering the leadership pool,

and while experienced and qualified, become discouraged" ( p. 11).

Pathways

Pathways

is a two-year career/life

planning

program

initiated by the Calgary Board of Education in the fall of 1989.

which

was

According to

a brochure that provides an overview of the program, Pathways is an
"intensive

program

incorporating

small-group

interaction,

formal

presentations, self-directed activities, and the opportunity to meet with a
career advisor to formulate a career development plan."

It is designed for

employees, both teaching and non-teaching, who want to develop career/life
plans, " assess and gain a better understanding of their talents, skills, and
interests

which

impact

career

choices,

gain

a perspective

on

the

organization of the Calgary Board of Education, and communicate with staff
from other areas of the system."
A summary of the program included in the Pathways application
packet

identifies

interaction; ( 2)

four

formal

associated activities.

components

of

presentation; ( 3)

the

program: ( 1)

self-directed

small-group

activities;

and (4)

Small-group interaction is meant to ensure that each

participant is recognized as an " important individual."

A participant and

136
her/his advisor meet to discuss professional development opportunities and
to provide collegial support.
development

topics

Formal presentations, which focus on career

such

as

communication,

conflict

resolution,

decision-making, implementing change, and career/life planning form the
basis of both small-group interaction and self-directed activities.

Expertise

from within the Calgary Board of Education, the University of Calgary, and
the community is utilized in the program.
the

utilization

of the

skills acquired

involvement in Pathways.

Self-directed activities emphasize

by the

participants through their

Participants are expected to maintain ongoing

activities or assignments within their work environment which, for example,
may include the ongoing evaluation of career goals and plans, implementing
change, investigating decision- making models, and the on-site responsibility
for dealing with conflict resolution and problem solving.

The self-directed

activities engaged in by the participants are monitored by their superordinate
(e.g.,

principal)

or

career

advisor.

Lastly,

the

associated

activities

mentioned in the brochure are designed to meet the needs of the individual
participant as identified through consultation with her/his career advisor as
• well as from discussion within the small groups.
Participation in Pathways is limited to full time employees of the
Calgary Board of Education with five or more years of successful work
experience.

Unlike the Leadership Potential Pool, Pathways is not intended
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to

provide a pool of potential administrators.

According to a senior

administrator, the program was designed to facilitate lateral, not vertical,
movement within the system.

Nevertheless, a number of the women who

were interviewed for this study expect that their participation in Pathways
will

increase

their

chances

of

securing

an

administrative

position.

Unfortunately, it is unlikely that Pathways will meet their expectations.
Very simply, Pathways involves matching interested individuals with
appropriate career advisors.

Career advisors are employees of the Calgary

Board of Education who hold an administrative or supervisory position.
Each career advisor is assigned one or two program participants.
are

required to

Advisors

participate in a two-day workshop on career planning

strategies and interviewing techniques.

This workshop is designed to serve

as a basis for the advisory sessions with the participant(s) assigned to each
advisor.

Advisors are required to conduct a minimum of four consultative

sessions with each participant.

According to a Senior Administrator, the

administrators

in

who

participate

the

program

are

selected

carefully.

However, he did caution that
the drawback [of the Pathways program] is that you don't want
to mentor just the people you curl with and a few things like
that because they tend to be the same sex, same interests. So
you've got to make mentoring a more formal part of your work
life. You've got to say, ' Part of my job is mentoring, not being
friends and going to the bar and having a drink with my
mentee'. That's not the deal. The deal is we mentor in a
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professional way. If we become friends out of it, great, but
that's not the purpose [of Pathways].
On the other hand, a female principal argued,
I'm not going to do a good job of mentoring you unless I
develop a relationship with you and I mean a working
relationship. Because Iam working with a few people that I
have worked with over the years who have been teachers, who
are looking for admin positions and I'm trying to encourage
them, talk to them, listen to them.
Ihad a phone call this
morning from one who just needed somebody to talk to but I
can be honest with her because Iknow her strengths, Iknow
what she was able to do on a day-to-day basis.
And that
to me is much more satisfying than if Imet you once a month
at a meeting. Iwould find out what you're like [ meeting once a
month] but maybe on a day-to-day basis you're a tyrant in the
school.
.

.

.

In general, the individuals who participated in this study felt that
Pathways

had

not

been

instrumental

in

increasing

administrative

opportunities for women within the Calgary Board of Education.
Leadership

Potential

Pool,

Pathways

is

not

restricted

to

Like the
female

administrative aspirants who, as the findings presented in Chapter Five
indicate, experience greater difficulty securing administrative positions than
do their male counterparts.

Therefore, it is not surprising that women

within the Calgary Board of Education question the potential of a program
such as Pathways to significantly increase the representation of women in
educational administration.
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The Calgary Board of Education, in initiating both the Leadership
Potential

Pool

and

Pathways,

employment opportunity.

subscribed

to

the

principle

of

equal

The principle of equal employment opportunity

requires that, all individuals be treated equally and

assumes that if all

individuals or groups are treated equally, equality will result ( Hendlisz et al.,
1982).

However, to realize equality of opportunity within the workplace, it

is sometimes necessary to do different things for different people.

As

Abella ( 1984) points out
formerly, we thought that equality only meant sameness and
that treating persons as equals meant treating everyone the
same. We now know that to treat everyone the same may be
to offend the notion of equality.
Ignoring differences may
mean ignoring legitimate needs. . . . Ignoring differences and
refusing to accommodate them is a denial of equal access and
opportunity. ( p. 4)
Therefore, programs such as the Leadership Potential Pool and Pathways
that do not recognize women's unique situation as administrative aspirants
serve to deny women equitable access to the administrative hierarchy. 14

14

It

is

worth

noting,

although

no

documentation

or

additional

information was available, that during the early 1980s the S.R.I.
Administrator Perceiver was an instrument used by the Calgary Board of
Education to identify an individual's strengths and weaknesses as well as to
identify potential administrators.
According to Clark et at. ( 1982), the
Administrator Perceiver was only used for selection purposes by the Board.
They also pointed out that it was not clear who was actually eligible to take
the Perceiver.
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The Inquiry On Opportunities For Women

At the June 20, 1989 Regular Meeting of the Calgary Board of
Education it was announced that an Inquiry On Opportunities For Women
[Inquiry] had been established.

Although not a formal program like the

Leadership Potential Pool or Pathways, the Inquiry was initiated to study
and monitor promotional opportunities for women within the Calgary Board
of Education.
although the

The Administrative Staffing
number of women

in

Committee

recognized that,

administrative positions

within the

Calgary Board of Education had increased, senior administrative positions
were still held predominantly by men.
According to the

Invitation

For Nominations To The

Inquiry On

Opportunities For Women dated February 21, 1989,
The members of the Inquiry shall be practicing educators
working for an educational institution in Calgary. The members
shall be selected by the Administrative Staffing Committee.
Both male and female members shall be named.
A female interviewee recalled that the Administrative Staffing Committee
received

pages and pages and pages and pages of nominees. It was
amazing! There was just tremendous interest [ in the Inquiry].
Lots of women [were nominated] but they [the Administrative
Staffing Committee] made a very conscious decision that they
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were going to [select] half men, half women with just one extra
person that's a woman [to sit on the Inquiry].
By the closing date for nominations on March 10, 1989, a total of one
hundred and fifteen nominations had been received.
men

and

six

women)

were

selected

by

the

Eleven individuals (five
Administrative

Staffing

Committee and recommended to the trustees to sit on the Inquiry. 15
well,

As

Sharon Kimmel, who presented her paper Women in Administration:

The Calgary Board of Education Story to the Board in 1988, was invited to
join the Inquiry as an ex-officio member.

The Inquiry was given a five-year

term, April 1989 to June 1994.

The Mandate Of The Inquiry
The minutes of the June 20, 1989 Board Meeting specify that the
Inquiry On Opportunities For Women was to
assess the short and long term prospects for leadership
opportunities; make recommendations to the Administrative
15

The individuals nominated to serve on the Inquiry On Opportunities

For Women included Stephen Brown ( Department Head), Alan Cahoon
(Professor, University of Calgary), Ian Dallas ( Principal), Sue Ditchburn
(Director, Early Childhood Education Program, University of Calgary), John
Drysdale ( Principal), Fred Hunt ( Department Head), Marilyn Lewis-Steer,
(Coordinator,
Administrative
and
Financial,
Division
of
Continuing
Education), Linda Lucas ( Principal), Karen McDaniel (Teacher), Susan Quinn
(Teacher), and Jill Wyatt (Assistant Principal).
Jill Wyatt was elected
Chairperson by the members of the Inquiry. The positions indicated were
those held at the time of nomination. It is interesting to note that a number
of these individuals were promoted within one year of their appointment to
the Inquiry.

142
Staffing Committee regarding policy issues related to leader
selection; examine current research on leadership opportunities;
gather and analyze statistics; be a sounding board of
employees concerned about opportunities; and consider other
matters as may properly come before the Inquiry.
In addition, a pamphlet outlining the responsibilities of the Inquiry stipulates
that the Inquiry report annually to the trustees.

As a Senior Administrator

explained, the Inquiry was designed to
have a research base and it would do research but it would
also report research and it would be a good monitoring device.
But where it would lead we didn't know. Ithink the outcome
of it [the Inquiry] was kind of vague. We really didn't know
where it [the Inquiry] was going and we [the Administrative
Staffing Committee] took the risk of giving the Committee [the
Inquiry] fairly loose terms of reference and not really knowing
what they
might
bring
by the
way
of reports
or
recommendations.
He indicated that the members of the Inquiry have been " wrestling with that
fuzzy mandate and honing it and making it clearer."

In fact, a member of

the Inquiry admitted that because the mandate is so " loose" there have
been " some difficulties in terms of understanding with our decision-makers
[Senior Administration] where we fit in."

Therefore, the Inquiry, especially

during the first year, " worked hard to find a place in the system in terms of
visibility

.

.

.

and to maintain credibility [with respect to the Administrative

Staffing Committee]."
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In order to fulfill the requirements of its mandate, the members of the
Inquiry On Opportunities For Women struck four sub-committees.
Statistics and

The

Surveys Sub-Committee conducted an ongoing statistical

analysis of the certified workforce within the Calgary Board of Education
and developed a forecasting model to support the advancement of women
in administration.

An Administrative Staffing Sub-Committee identified and

reviewed policies and practices within the system which inhibit women from
attaining administrative positions, identified barriers to advancement, and
monitored and evaluated changes in the workforce.

The focus of the

Liaison with Decision Makers Sub-Committee was to create an awareness
among system decision- makers concerning the present representation of
women

in

administration

and

to

promote

a positive

climate

among

decision- makers towards the advancement of women in administration. And
lastly, an Outreach Sub-Committee facilitated communication between the
Inquiry and
leadership,

those aspiring to administration,
received

direction

from

present

shared
and

information

future

aspirants,

about
and

established informal as well as formal leadership programs for women.

The Establishment Of The Inquiry
Why was the Inquiry On Opportunities For Women established? Why,
after so many years of inactivity, did the Board choose to respond to the
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issue of women in educational administration?

A pamphlet outlining the

mandate and structure of the Inquiry states that because the number of
women holding administrative positions in Canadian schools has declined,
the Calgary Board of Education was given a mandate to ensure that equal
employment opportunities were available to all employees.

Therefore, the

Inquiry On Opportunities For Women was established to fulfill this mandate.
As well, it was suggested that the Inquiry was established in response to
the March 1, 1988 Board motion that opportunities be " provided for women
who

are

qualified

Administration

for senior administrative

report

back

to

the

Board

positions and
in

one

year

that [Senior]
demonstrating

measurable evidence that this policy has been adhered to with respect to
women in leadership positions in this system."

The Inquiry's mandate to

annually provide the Board with statistics would constitute compliance with
this motion.
While there is, without doubt, some truth in the explanations offered
in the preceding paragraph, many of the individuals who participated in this
study

suggested

that

they

establishment of the Inquiry.

were

not

the

primary

reasons

for

the

For example, a number of the interviewees

attributed the formation of the Inquiry to Sharon Kimmel's paper ( 1988),
Women in Education: The Calgary Board of Education Story.

As mentioned

in Chapter Four, Kimmel recommended that within the Calgary Board of
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Education an affirmative action policy and program be implemented and
monitored,

equal

numbers

of

men

and

women

sit

on

administrative

screening and interviewing committees, and that a woman be appointed to a
senior

position

within

the

Division

of

Personnel ( Human

Resources).

According to a female principal,
they [the Administrative Staffing Committee and Trustees] were
seeing that there was going to be another proposal [similar to
those discussed in Chapter Four].
They [the Administrative
Staffing Committee] wanted control in their own hands. Three
or four years ago Human Resources set up kind of townhall
meetings to take a look at all inequities in all promotions. Now
what came out very, very, very clearly was the inequity with
women [ in educational administration] along with the whole
[administrative staffing] procedure as well.
That was one
[issue] but it was singular. It was pointed out and it was very
forcefully pointed out and acknowledged by men that it [the
underrepresentation of women in educational administration]
was a forceful issue. So Human Resources got a hold of it and
this is how they chose to deal with it [ by establishing the
Inquiry On Opportunities For Women].
So something was
going to happen [like] another Commission. But we knew that
wasn't going to work because we had tried that twice before
[in 1973 and in 19821.
.

.

.

A male administrator agreed that the Inquiry On Opportunities For Women
may have been established to prevent the submission of yet another report
on women in educational administration to the Board. As he explained,
it [the issue of women in educational administration] is dropped
for ten years and then you get Sharon Kimmel coming on
stream, writing her paper, embarrassing this crew [the
Administrative Staffing Committee] downtown politically again
and suddenly this is the issue of the ' 90s.
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However,

he

went

on

to

further

explain

that,

in

his

opinion,

the

Administrative Staffing Committee was
also looking around them and saying, 'They're bringing in all
this equity legislation down in Ontario and at the University and
on the Police Force
and how can we handle this for at least
the next five years of my contract?
We'll strike a
Commission!'. Now that's a cynical point of view. Another
view would be [to look] at it from the standpoint that people
genuinely wanted to make change as far as the system was
concerned and seeing this [the establishment of the Inquiry On
Opportunities For Women] as a better way of making change
than going to an equity officer because you've read the history
on those [employment equity officers].
There's lots of
smoke and mirrors. It's a way of side-tracking [the issue] and
getting it [the issue] out of my hair. [Therefore,] Ithink there
were multiple reasons [for establishing the Inquiry]. Ithink that
one was strictly to do damage control for themselves with the
other things that were occurring in the larger society. Ithink
that there were people who were genuinely interested in
maximizing the resources of the system and this was a way
they saw of doing it.
I think other people [on the
Administrative Staffing Committee and the Board] saw it as a
.

.

.

.

.

.

way to get this bloody thing out of [their] hair and Sharon
Kimmel out of [their] hair for the next five years because you
can refer all of the lightning strikes back to this committee [the
Inquiry].
Like the interviewee cited above, several female interviewees agreed
that the establishment of the Inquiry On Opportunities For Women was an
attempt by Senior Administration and some of the trustees to defuse the
issue of the underrepresentation of women in educational administration
within the Calgary Board of Education.
the Inquiry was established to

One female interviewee argued that
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pacify a bunch of women that said, 'Things aren't fair!'.
Because people kept saying, ' You're not treating women fair!',
and the only action that anybody could think of doing was
affirmative action.
Nobody wanted to do that so the other
thing to do is to establish an Inquiry.
A female administrator admitted that she had
suspected the motives right from the start as being a placation
of something that was out there rustling and wrestling and
wasn't going to go away. And so they [the Administrative
Staffing Committee and the trustees] took it [the issue of the
underrepresentation of women in educational administration] on
and promoted it in the best possible way they could because
the alternatives just looked terrible. Ithink the alternative would
have been to ignore it [the issue] and to say, ' We're doing all
that we can for right now and we have no intentions of doing
anything more'.
What did they have to lose by not doing it
[addressing the issue of the underrepresentation of women in
educational administration]? And besides, doesn't it get them
[women] off your back for a while if you're going to open an
avenue for that to be done? So Idon't think there is anything
to lose
and it was the lesser of all the evils to go with it
[the establishment of the Inquiry].
Now that's not a very
trusting and loyal statement to make but Ithink it's a realistic
one. Iwould also hope that there were some good things that
they [the Administrative Staffing Committee and trustees] had
hoped would happen as a result of this [the Inquiry].
And
maybe what they were hoping for was that the statistics would
show that they had been making change [increasing the
representation of women in educational administration]. They'd
like to publish that to counteract anything that was negative.
.

.

Although

.

.

.

.

much

cynicism was expressed

by the

individuals

who

participated in this study as to the motives behind the establishment of the
Inquiry On Opportunities For Women, it is important to note that this
cynicism did not extend to Trustee Patricia Boyle's interest and involvement
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in this issue.

In fact, many of the female interviewees acknowledged her

role in ensuring that the issue of the underrepresentation of women in
educational

administration

within the

Calgary

Board

discussed at the board table on an ongoing basis.

of Education

was

For example, a female

administrator credited Trustee Boyle with the establishment of the Inquiry
and explained that Boyle " had to go at it slowly and so methodically and
meticulously in order that she could get [the Inquiry established] without
damaging it."

The Findings And Recommendations Of The Inquiry
It was decided at the Regular Meeting of the Calgary Board of
Education held on June 20, 1989 that the Inquiry On Opportunities For
Women would initially focus on its image and credibility, the administrative
selection

process

and

procedures,

the

current

status

of

women

in

administration, data collection, and the questions of monitoring, career path
and career planning, and barriers to participation.

Statistics pertaining to

women in leadership positions as well as the action plan of the Inquiry were
to be presented to the Board in the fall of 1989.
directive,

a survey

of

applicants

for

administrative

In response to this
competitions

held

between March 31, 1989 and June 9, 1989 as well as interviews with all of
the members of the Administrative Staffing Committee were conducted by
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the members of the Inquiry.

The applicant surveys were designed to

provide information pertaining to " demographics, frequency of application
and

times

shortlisted,

degree

of support

and

system

encouragement

perceived by the applicant, perception of the interview, initiative to request
feedback, and perception of the administrative staffing process with respect
to opportunities for women" ( Inquiry On Opportunities For Women, 1990a,
p. 1).

Respondents were also provided with an opportunity to comment on

the administrative staffing process in general.

The areas covered in the

interviews with the members of the Administrative Staffing Committee
included; "the leadership qualities sought by the CBE [Calgary Board of
Education], the short listing process, the interview format and composition
of interview committees, the decision-making process, the initiation and
nature of feed- back, and the factors affecting promotional opportunities for
women" ( Inquiry On Opportunities For Women, 1990a,

p.

1).

Interviewees

were also asked to comment on the suitability of female leaders, women's
leadership aspirations, and ways to improve leadership opportunities for
women employed by the Calgary Board of Education.
A report based on the findings of the Inquiry was submitted to the
Administrative Staffing Committee in December 1989.

A summary of the

report indicates that the recommendations of the Inquiry were based on the
assumption that: "( 1) improving promotional opportunities for women is a
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system human resources issue, not simply a gender issue; ( 2) that senior
decision-makers share a commitment to address this concern and expect the
Inquiry to focus and direct actions to improve the representation of women
administrators; and (3) that from a human resources perspective, perceived
fairness in the process of selection and appointment of administrators is
critical" ( Inquiry On Opportunities For Women, 1990a,

p.

1).

The following

recommendations were presented to the Administrative Staffing Committee
for consideration:
(1) That a system statement of beliefs about expectations for
opportunities for women in administration be developed and
communicated among all members of senior administration and
within the system at large.
(2) That the Administrative Staffing Committee undertake a
review of
its
processes for
leadership
selection
and
appointment.
(3) That position descriptions for all administrative positions be
reviewed and communicated to all interested aspirants.
(4) That the Administrative Staffing Committee conscientiously
ensure that there is female representation at every stage of the
administrative staffing process.
(5) That the Administrative Staffing Committee provide
complete and systematic feedback to all applicants and where
necessary career counselling for unsuccessful candidates.
(6) That specific encouragement be provided to women
aspirants for leadership positions through the provision of
appropriate seminars, workshops and in-service training.
(Inquiry On Opportunities For Women, 1990a, p. 2).
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According to the report, three hundred and six ( 306) males and two
hundred

and

twenty-two ( 222)

females

applied

for the

administrative

competitions held between March 31, 1989 and June 9, 1989.

Of the two

hundred and sixty-seven ( 267) individuals who responded to the survey, the
majority

of

female

respondents

indicated

that

they

perceived

the

administrative staffing process to be significantly less fair to female than to
male applicants.

Only 26.7 percent of male respondents viewed the

process as such. According to the female respondents, interviews appeared
to be fair on the surface.

However, they were concerned that interview

committees were composed primarily of men.

In addition, women perceived

the administrative staffing process to be unfair to both women and men due
to pre-determined selection, the " Old Boys' Network," and unfair staffing
procedures.
On the other hand, male respondents felt that women had an " unfair
advantage in receiving promotions and

.

.

.

[
that] women who are promoted

are not as qualified as men" ( Inquiry On Opportunities For Women, 1990a,
p. 4).

The survey also indicated that while male respondents possessed

more years of service than female respondents, slightly more women held
masters degrees and graduate diplomas than did their male counterparts.
Male

respondents,

as did female,

perceived the administrative staffing

procedure to be unfair due to pre-determined selection, and the " Old Boys'
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Network."

The report also cited the lack of consistent guidelines and/or

criteria as an unfair staffing procedure.
The fact that the female respondents perceived the selection process
as employed by the Administrative Staffing Committee to be unfair does not
come as a surprise, especially in light of the findings presented in Chapter
Five of this study.
female

However, the fact that the male respondents felt that

administrative candidates

had

an

promotions deserves some consideration.

unfair advantage

in

receiving

Why, when the majority of

administrative positions are being awarded to male candidates, do men
within the system feel that women are being given an unfair advantage?

A

likely explanation is that the Inquiry On Opportunities For Women is the first
"program" initiated by the Board to increase administrative opportunities
that excluded men.
such

as

practices.

the

Although not an employment equity program, initiatives

Inquiry

are frequently

associated

with

preferential

hiring

They are also commonly associated with the promotion of

unqualified personnel ( Beer, 1987; Fried, 1973; Kilson, 1983; Mansfield,
1984; Pottinger, 1977; Roberts & Squires, 1984; Sowell, 1976).

And so

we see, within the Calgary Board of Education, a backlash developing.

As

one female interviewee explained, "that's why you've got statements from
[male] elementary principals that this is the year of the skirt and there's no
point in our applying because only women are going to get positions."
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Another woman mentioned that she had heard men within the system
threatening to change their names from William to Willemena in order to
secure an administrative appointment.
It is also interesting that the " Old Boys' Network" and its influence on
promotional decisions was mentioned by the survey respondents.

Although

the women who participated in this study agreed that the " Old Boys'
Network" does not work for all men, the literature reviewed in Chapter Two
documents the influence of the Network on men's administrative careers.
Does an " Old Boys' Network" exist within the Calgary Board of Education?
And if so, how does it work? One female administrator argued that
there is a really strong ' cronyism' element [within the Calgary
Board of Education]. The cronies get promoted. The jokes that
went around for a long time were that in order to get an
administrative position within the [system] you had to have a
cabin on the Shushwap [ Lake]. Another thing was that you
had to play the ukulele and organize a basketball game. And
those were the kinds of criteria that seemed to be valued [and]
the way that people [men moved] into administrative positions,
you could identify those kinds of things. For a long time the
administrative appointments all seemed to come through the
phys-ed team.
The people that the phys-ed team anointed
were the people who moved into administrative positions.
And another woman described how she had seen the " Old Boys' Network"
operate:

One [way that the ' Old Boys' Network' works] is in terms of
the candidates that are encouraged to apply for administrative
positions.
Another one is, those administrators that are in
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place and just having an easier time of it.
if they have got a
couple of really rotten teachers, if they are in the " Old Boys'
Network," they are much more likely to get rid of those rotten
teachers and have an absolutely spectacular school. And then
they are seen as being really successful principals in which
case they are much more likely to advance to superintendency
positions.
.

.

.

In other words, some of the men who are a part of the " Old Boys' Network"
are set up for success.

Women, on the other hand, are often appointed to

small schools (see Chapter Five)

and given "tough" assignments.

They do

not receive, as several interviewees described them, the " plum" schools.
On

June

Opportunities
summarized

19,

For

1990 the

Women

was

the activities and

sub-committees.

first Annual
submitted

to

Report of the
the

Board.

accomplishments of the

Inquiry
The

On

report

Inquiry and

its

In its report to the Board, the Inquiry argued that bringing

the discussion of the issues surrounding the underrepresentation of women
in educational administration into the formal structures of the system had
been a major accomplishment.

However, Inquiry members expressed a

concern " about the level of discomfort that such discussions cause some of
the decision makers as well as the resistance to looking at new ways to
encourage and include women in administration" ( Inquiry On Opportunities
For Women, 1990b,

p.

2).

As the Annual Report ( 1990b) points out,

"overcoming these responses will have to be a goal not only of the Inquiry
but also of the system at large" ( p. 2).

The six recommendations put
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forward in the Annual Report were the same as those presented to the
Administrative Staffing Committee by the Inquiry in December 1989.
At the September 4, 1990 Regular Meeting of the Calgary Board of
Education Mr. J. Ed, Superintendent of Human Resources, responded to the
recommendations of the Inquiry On Opportunities For Women. With respect
to

Recommendation

1 ("That

a system

statement

of

beliefs

about

expectations for opportunities for women in administration be developed
and communicated among all members of senior administration and within
the system at large"), Mr. Ed argued that the recommendation had been
addressed by the discussion paper prepared by Alan Newberry ( 1987), The
Leadership Vision: Directions For The Scholarly Community- The Community
Of Learners.

The minutes of the meeting indicate that the Administrative

Staffing Committee agreed to reaffirm the paper's statements regarding a
scholarly community.

With

respect to Recommendation

2 ("That the

Administrative Staffing Committee undertake a review of its processes for
leadership

selection

and

appointment"),

Mr.

Ed

pointed

out

that

the

Administrative Staffing Committee, at that time, reviewed administrative
staffing

procedures

on

an

annual

basis.

The

Administrative

Staffing

Committee agreed with Recommendation 3 that " position descriptions for all
administrative positions be reviewed and communicated to all interested
aspirants" and that they be consistent in format.

Mr. Ed, stressing the
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enormity of the task as well as the time involvement, indicated again that
position descriptions were under review. In response to Recommendation 4,
the minutes indicate that "the Administrative Staffing Committee would fl
to ensure there is female representation at every stage of the interview
process." And with respect to Recommendation 5 ("That the Administrative
Staffing

Committee

applicants

and

provide

where

complete

necessary

and

career

systematic
counselling

feedback to
for

all

unsuccessful

candidates"), Mr. Ed reported that action had already been initiated to
ensure meaningful feedback to all applicants as well as to make career
counselling available for unsuccessful candidates.

These actions included

the development of an interview feedback form, the modification of letters
to unsuccessful applicants, and the opportunity for applicants to contact the
appropriate superintendent for career counselling or the chair of her/his
interview committee for feedback.

Lastly, in response to Recommendation

6 ("That specific encouragement be
leadership

positions

through

the

provided to women

provision

of

aspirants for

appropriate

seminars,

workshops and in-service training"), Mr. Ed pointed out that many programs
were available to both men and women and added that this recommendation
warranted further discussion with the Inquiry.
It is apparent from the minutes of the September 4, 1990 Regular
Meeting of the Board that the Administrative Staffing Committee felt that it
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had already addressed many of the issues raised in the Annual Report.
However, if one takes into consideration the experiences of women within
the Calgary Board of Education (see Chapter Five), it is hard to believe that
the issues pertaining to promotional criteria (e.g., a Scholarly Community)
and procedures have been addressed in any kind of serious manner by the
Board.

The

Administrative

Staffing

Committee's

response

to

the

recommendations of the Inquiry does not indicate any substantive action on
the part of Senior Administration to address the underrepresentation of
women

in

educational administration.

In effect, the

response

Committee indicates that the status quo was to be maintained.
from the recommendations put forward by the
required.

of the

It is obvious

Inquiry that change is

However, it is important to keep in mind that the Inquiry is, as

one interviewee pointed out,
a creature of admin staffing [the Administrative Staffing
Committee].
They can recommend things but their past
recommendations [e.g., those made in 19901 have gone
virtually nowhere so far.
So again, they [the Inquiry] keep
trying to recommend things but whether they get picked up [ by
the Administrative Staffing Committee] is another thing.

The Accomplishments Of The Inquiry
The individuals who participated in this study identified, what they
perceived to be, the major accomplishments of the Inquiry On Opportunities
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For Women.

For example, a number of the interviewees indicated that the

Inquiry had been responsible for increasing awareness within the system of
the underrepresentation of women in administrative positions.

However, it

is interesting, to note that when the establishment of the Inquiry was
announced in 1989 " awareness building" was not specified as part of its
mandate. A female interviewee shared that, in her opinion,
the Inquiry had a much stronger view of itself, of what it could
do at the very, very beginning when they first got together.
And then they realized that they were starting from square one
with a lot of the people that they were talking to. So their
mandate in the first two years has been more an educational
one than anything else. To educate the people that these are
issues that they need to think about. . . . Mostly, what they
have to do is try to get people to open up a little bit, to
understand that this is a problem within this Board and that
we're underutilizing a lot of human resources within our Board.
Ithink they've also had to do a lot more education at the
administration level than they thought they would as well.
A second accomplishment identified by the research participants is
that

the

Inquiry

has

facilitated

underrepresentation of women
Calgary Board

of Education.

a more

open

in educational
As one female

discussion

administration

of

the

within the

principal explained, "the

existence of the Inquiry has caused the discussion of the topic [women in
educational

administration]

to

come

into

the

formal

organization, a kind of coming out of the closet."
interviewee

suggested

that

one

of

the

benefits

structure

of the

And another female
derived

from

the
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establishment

of the

Inquiry

was

that

there

now

existed " a formal

constituted body who have the ability to ask rude questions, who have the
ability of having [the issue] keep coming forward on the agenda."

A senior

male administrator agreed that the " questioning role" of the Inquiry had
been important. He added that the impact of the Inquiry could be seen in
what we're [the Administrative Staffing Committee] doing in
terms of talking about the issue, in terms of providing an
opportunity to meet with the members of the admin staffing
committee on a regular basis to sort of sit in and dialogue with
those people. Ithink the effects are significant over a short
period of time.
And a female administrator was of the opinion that the Inquiry
has done wonderful things as far as making it possible for
women to come out of the closet and talk about these issues.
It is now fashionable to talk about these things.
It doesn't
mean men like it any better but they can't say much because
it's something the system is doing. It gives leadership approval
to talk about things that have needed to be talked about. So
we're able to come out of the closet. We're able to talk in
public places about things that are frustrating.
In

addition to

awareness

building

and

facilitating the

discussion

pertaining to women's representation in educational administration, the
Inquiry has had an impact on how female administrative aspirants perceive
themselves. For example, afemale principal suggested that the Inquiry
is making us all look at ourselves, giving them [women] some
confidence
to
move
in
that
direction [educational
administration].
Back when Istarted women were going to
teach for a while, have their families and come back to
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teaching at some point. And if that was their plan they better
not, Ithink, plan on an administrative career
because the
system isn't going to stop and wait for them.
.

.

.

While another female principal felt that because of the Inquiry
women who are not in administration are asking themselves
questions and beginning to look around and see what their
futures are and to think there are more [administrative]
opportunities.
They feel that there is kind of a movement
[towards increased opportunities for women].
The findings of this study also indicate that the Inquiry has served as
a " conscience for us [the Administrative Staffing Committee] and the Board
and for the public." As one female principal explained
certainly I think in the district the people appointing
administrators are more conscious of their decisions. Ithink
that it would be pretty tough now if several people applied for
an administrative position and if there's a woman there with
the same qualifications and experiences as the male Iam quite
sure that the panel would be very, very cautious if they were to
reject the woman just out of hand. They would have to have
very good reasons for not selecting her and they would have to
have very good reasons for not selecting the male candidate
who was just as well qualified.
Therefore, the Inquiry functions as a " watchdog."

In this role the Inquiry

provides women with the assurance that " as they are applying for positions
of one kind or another that someone's watching."

On the other hand,

another female administrator cautioned that if its only purpose was to serve
as a watchdog, the Inquiry would become ineffectual.

However, she did
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agree that it is

important that the Inquiry continue to " ask the

right

questions, to keep that mentality, you know, keep it there, the awareness."
In

addition

participants,

the

to

the

Inquiry

accomplishments
On

Opportunities

identified
For

by

Women

sponsored but facilitated a number of outreach programs.

the
has

research
not

only

These programs

were designed to achieve the Inquiry's goal of reaching decision-makers and
women within the Calgary Board of Education ( Inquiry On Opportunities For
Women,

1990b)

An example of an outreach program organized and

sponsored by the Inquiry On Opportunities For Women were the December
Workshops held in 1990 ( Inquiry On Opportunities For Women, 1991a).

At

these workshops Inquiry member Alan Cahoon discussed the barriers female
administrative aspirants face as well as the realities of administration within
the Calgary Board of Education.

The workshop participants were broken

into small groups to discuss: ( 1) the key issues for women who aspire to
administrative leadership positions within the Calgary Board of Education;
and ( 2) the strategies needed to address these issues.
Another example of an outreach program facilitated by the Inquiry is
the Leadership Empowerment and Action Program ( L.E.A.P.).

According to

a brochure describing the program, the objectives of L.E.A.P. were to "( 1)
provide staff an opportunity to explore personal and professional issues
related to women in administration; ( 2) provide a channel of communication
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between CBE [Calgary Board of Education] staff and The Inquiry; ( 3) provide
an opportunity for CBE staff members to self-direct their professional growth
experiences; and (4) establish a network of collegial support groups."

Eight

groups comprised of ten participants and facilitated by members of the
Inquiry were established.
not specified.

The first meeting of the participants was scheduled for

January 24, 1991.
small work groups.
hour session.

The criteria used to select these participants was

Following a keynote address, the participants broke into
Each group met once per month for a two and a half

Specific topics and processes, based on current needs and

perceptions, were determined by each individual group.
While the majority of individuals who participated in this study would
agree that it was a worthwhile program, they questioned whether or not
L.E.A.P. should be the responsibility of the Inquiry On Opportunities For
Women. As one female administrator argued,

Idon't think that they [the Inquiry] should be saddled with the
job of providing the opportunities. Ithink the L.E.A.P. Program
is a great model but they shouldn't have to do it.
Another interviewee felt that it was a " bit of an embarrassment that the
system wasn't doing more, something like this [ L.E.A.P.]." He argued that
if this kind of program was supported by our staff development
department some very well trained facilitators could take it on.
It would take two or three afternoons of sub [substitute
teacher] time.

Idon't think that anybody [Inquiry members]
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disagrees with giving up some of their own time but
occasionally, if you value it [a program such as L.E.A.P.] you
have to put your money where your mouth is. That doesn't
exist and Ithink it should. Ithink the informal network is still
very alive and well and Ithink that there are a few people now
in our system that are more cognizant of the situation of
women and are giving women a greater opportunity to have
that exposure. But I'm sorry to say that Idon't see a lot of,
you know, quote ' formalized structures' within our system to
promote opportunities for women.
The women who participated in this study felt that, in general, the
efforts

of

the

Calgary

Board

of

Education

to

opportunities for women had not been effective.
Potential
program."

Pool

nor Pathways was considered

to

increase

administrative

Neither the Leadership
be a true " woman's

Because they were open to both females and males, a number of

interviewees argued that these programs had, in reality, benefited more men
than women.

In fact, one interviewee argued that there never had been any

programs implemented by the Calgary Board of Education for administrative
aspirants, female or male. She explained,
There is no program, there is nothing. And it's fairly arbitrary,
it seems to me, in terms of who gets to be one [an
administrator] and who doesn't. And Ithink that causes a lot
of problems. For example, in Ontario you need to do a series
of programs so that you can get certification and Imean if you
can set up a volleyball net here you can be a leader.
Although the

establishment of the

Inquiry

On

Opportunities

For

Women was perceived as a positive initiative, the extent to which the
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Inquiry would be able to increase administrative opportunities for women
was questioned.

As one woman explained, " we're not going to get

anywhere in terms of raising awareness and enhancing understanding and
all of those things if there aren't people with goodwill wanting to talk to
each other and hear the other person's point of view." The " people" she is
referring to are those within the schools and central office who choose not
to acknowledge the concerns expressed
participated in this study.

by many of the women who

And so the Inquiry, as well as any similar

initiative,
can only really raise the level of awareness. That's the best
that they can do because the only people who have the power
to take action are not on the Inquiry.
Until they [the
Administrative Staffing Committee and trustees] decide to take
action the Inquiry can do all the awareness raising and all the
other stuff but that's it.

Discussion

The

efforts

• representation
effective.

of

of the

Calgary

women

in

Board

educational

of Education
administration

to

increase the

have

not

been

The findings reported in this chapter indicate that programs, like

the Leadership Potential Pool that are open to both females and males, in
reality, benefit more men than women.

Furthermore, such programs tend to
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deflect attention away from the real issue, that is, the number and type of
administrative positions women hold within the system.

On the one hand,

the Leadership Potential Pool, and to a certain extent Pathways, provide
tangible proof that the Board is, in fact, doing something to address the
underrepresentation
employ.

of women

in

educational

administration

within

its

Therefore, if criticized for its lack of action on behalf of women,

the Board is able to point to these programs as proof that it is addressing
the issue.

As well, Senior Administration can attribute the representation of

women in administrative positions to the failure of women to apply for
administrative
experience.
the

status

postings

and

their

lack of

qualifications

and

leadership

Finally, those individuals within the system who want to see
quo

maintained

and

would

rather

not see

women

receive

administrative appointments, especially at a senior level, can rest assured
that these programs will have little impact on the gender composition of the
administrative hierarchy.
One of the problems that was identified by the research participants
with the Leadership Potential Pool and Pathways was the way in which
program participants were selected.

The findings of this study indicate that

initially the participants for the Leadership Potential Pool were selected, for
the most part, by their principals.
that

this

poses

for

women

The barrier to educational administration

was

discussed

in

Chapter

Five

of

this
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dissertation. As one woman pointed out, her principal " had a view of me as
an excellent teacher and school leader but mom and wife."

The statistics

reported by Clark et al. ( 1982) indicate that although women comprised
44.7 percent. of the Leadership Potential Pool, very few women received
administrative appointments as a direct result of their participation in the
program.
Committee

It is important to keep in mind that the Administrative Staffing
ultimately

administrative position.

decides

which

candidates

to

recommend

for

an

Although the documentation available on Pathways

does not specify how the participants are selected or, more importantly,
how they are matched with their career advisors, one wonders to what
extent the notion of " who the right candidate should be" determines which
applicants are chosen to participate in the program.

And so the perception

of many of the women who participated in this study was that even if their
participation in these programs helped them to make a short-list, they " still
met this heavy discrimination from the top."
Both the Leadership Potential Pool and Pathways are based on the
principle of equal opportunity.

However, the findings of this study indicate

• that this principle does not adequately address the underrepresentation of
women in educational administration.

Programs such as these simply tend

to perpetuate the discriminatory barriers that women encounter.

Abella

(1984) argued that " it is not fair to use differences between people as an
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excuse to exclude them arbitrarily from equitable participation" ( p. 4).
Therefore, it is sometimes necessary to do different things for different
people.
(1982)

Section 15 ( 2) of the Canadian Charter of Rights and Freedoms
sanctions any

discrimination. 16

program or activity that is

designed to

remedy

It is rather ironic that the same year ( 1982) that the

Charter was made law, the Calgary Board of Education sought legal advice
with respect to its compliance with Policy 4,015 and section 7 ( 1) of the
Individual Rights Protection Act of the Province of Alberta.

The trustees

and Senior Administration appeared to be more concerned with whether or
not the promotional policies and procedures that it employed met minimal
legal standards than they were with whether or not there was anything
more, under the law, that the Board could do to increase the representation
of women in educational administration.
Although not a " formal" program like the Leadership Potential Pool
and Pathways, the Inquiry On Opportunities for Women was established by
the

Calgary Board

prospects

for

of Education to: " assess the short and

leadership

opportunities;

make

long term

recommendations

to

the

Administrative Staffing Committee regarding policy issues related to leader
selection; examine current research on leadership opportunities; gather and
Section 15.(2) Subsection ( 1) does not preclude any law, program or
activity that has as its object the amelioration of conditions of
disadvantaged individuals or groups because of race, national or ethnic
origin, colour, religion, sex, age or mental or physical disability.
16
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analyze statistics; be a sounding board of employees concerned about
opportunities; and consider other matters as may properly come before the
Inquiry."

Many of the women who participated in this study viewed the

establishment of the Inquiry with some skepticism.

Past experience has led

them to doubt the sincerity of the trustees and Senior Administration and to
question their motives

in establishing the Inquiry.

In

particular, they

questioned whether the trustees and Senior Administration recognized the
underrepresentation of women in educational administration as a problem
and

were committed to

real

change.

Nevertheless,

the women who

participated in this study, without exception, recognized the commitment
and hard work that the members of the Inquiry have put into monitoring the
promotional opportunities available for women within the Calgary Board of
Education.
The major accomplishments that the interviewees identified included
an increased awareness of the issue among Senior Administration, a more
open discussion of the issue within the system, and the fact that the work
of the Inquiry has enabled women within the Calgary Board of Education to
see administration as a more viable career option.
Opportunities

For

Women

can

have

only

However, the Inquiry On
limited

representation of women in educational administration.
pointed

out,

the

Inquiry

is

a creature

of the

impact

on

the

As one interviewee

Administrative

Staffing
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Committee.

Therefore, those Inquiry members who are employed by the

Calgary Board of Education are required by the very nature of the Inquiry's
mandate to be critical of the policies and procedures employed by the
Administrative

Staffing

Committee.

But

the

Administrative

Staffing

Committee is responsible for identifying and recommending individuals to
administrative positions within the Calgary Board of Education.

It must be

awkward, to say the least, for a member of the Inquiry to criticize the
Administrative

Staffing

Committee

for

its

failure

to

increase

the

representation of women in educational administration while at the same
time depend

upon that same Committee for a promotion.

This

may

especially be the case if one considers the risks that women associate with
openly

questioning

the

representation

of

women

in

educational

administration within the Calgary Board of Education (see Chapter Four).
A number of the individuals who participated in this study questioned
the extent of the Inquiry On Opportunities For Women's mandate.

What is

the responsibility of Senior Administration and the trustees to ensure a more
equitable representation of women in educational administration within the
Calgary Board of Education?

The Inquiry's mandate suggests that much, if

not all, of the responsibility for addressing this issue has shifted from the
Board and

Senior Administration to the members of the Inquiry.

The

perception of many of the women who participated in this study was that
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the

representation

of

women

in

educational

administration

within

the

Calgary Board of Education has now become the problem of the Inquiry On
Opportunities For Women.
It will be interesting to see what transpires when the Inquiry On
Opportunities For Women's term ends June 1994. Will its term be renewed
or extended?

If extended, will the Inquiry's mandate change?

Will the

Inquiry On Opportunities For Women be given more autonomy and power to
effect change within the system?

It will also be interesting to see what the

Inquiry has been allowed to accomplish during its five-year term.

How

many of its recommendations have Senior Administration and the trustees
acted upon?

And of those, how many recommendations have made a

significant difference

in

women's

access

within the Calgary Board of Education?

to

educational

administration
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CHAPTER SEVEN
IN CONCLUSION

Introduction

The findings of this study indicate that the promotional policies and
practices employed within our school systems may, in fact, be " less than
effective, efficient, human, or equitable" ( Strauss & Corbin, 1990,

p.

35).

The preceding chapters provided an account of how women within the
Calgary Board of Education experience the discriminatory barriers that, in
effect, limit their movement into and through the administrative hierarchy.
They also provided an account of how the Board's efforts to address the
underrepresentation of women in educational administration are perceived
by women who aspire to or who hold administrative positions within the
system.

These perceptions and experiences were organized and presented

in this dissertation according to the following major themes: ( 1) the risks
that women within the Calgary Board of Education associate with talking
openly about and questioning the representation of women in educational
administration; ( 2) the, promotional policies and practices employed by the
Administrative Staffing Committee; and ( 3) the efforts of the Calgary Board
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of Education to increase administrative opportunities for women within its
employ.
The experiences and perceptions described in the preceding chapters
give "textureand color" to the data ( Edson, 1988).

And, as Patton ( 1987)

suggests, the use of direct quotations reveals the research participants'
"levels of emotion, the way in which they have organized the world, their
thoughts about what is
perceptions" ( p.

11).

happening,
These

their experiences,

experiences

and

describe " reality"

perspectives of the women who participated in this study.

their basic
from the

The qualitative

details of their experiences provide us with an alternative way of viewing
employment

discrimination

and

the

underrepresentation

of

women

in

educational administration.
This chapter provides a summary and discussion of this study and its
findings.

As well, a possible response to the question

from here?

--

--

Where do we go

is offered.

The Study And Its Findings

A Token Acknowledgement
The majority of female administrators within the Calgary Board of
Education hold staff administrative positions (central office positions and
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elementary

principalships)

as

(secondary principalships and

opposed

to

line

administrative

superintendencies). 17

positions

These findings are

consistent with those found in the literature on the career paths of women
in educational administration (see Ortiz, 1982; Crandall and Reed, 1986;
Gaertner,

1980,

1981).

Furthermore,

many of the women within the

Calgary Board of Education who hold staff positions in central office find it
difficult to move back into a school as a principal ( see Chapter Five).
as Edson ( 1988),

Just

Gaertner ( 1981), Gross and Trask ( 1976), and Ortiz

(1982) observed, the administrative positions most commonly assumed by
women within the Calgary Board of Education provide them with little
opportunity to advance within the administrative hierarchy.
In an attempt to address both the number and types of administrative
positions

women

held

within

the

Calgary

Board

of

Education,

briefs

submitted to the Board in 1973 and again in 1982 recommended that Senior
Administration: ( 1)

issue a policy statement on the role of women in

administration; ( 2)

ensure

that

the

representation

of

women

holding

administrative positions reflect the number of qualified women within the
system; and ( 3) recognize the need for women in senior decision- making
positions

by

appointing

three

women

to

the

Administrative

Committee ( Armour et al., 1973; Clark et al., 1982).

Staffing

In addition, Kimmel

See Armour et al. ( 1973), Clark et al. ( 1982), Jesse ( 1982), Kimmel
(1988), and Inquiry On Opportunities For Women ( 1990b, 1991b).

17
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(1988)

suggested

that

an

affirmative

action

policy

and

program

be

implemented by the Board and that equal numbers of men and women sit on
administrative screening committees (short-list and interview).
According to the findings of this study, the women who presented
the brief in 1973 were treated with " great derision" and subjected to sexist
comments

by several of the trustees.

However, the

1982 brief was

received with far more seriousness, deliberation, concern, and with far more
promise that something would come of the recommendations it put forward.
The fact that the trustees responded in such a manner is not surprising.
The legislation of the Canadian Charter of Rights and Freedoms in 1982
increased

the

awareness

of

employment

discrimination

within

the

workplace. That the trustees chose to seek legal advice with respect to the
Board's compliance with Policy 4,015 and section 7 ( 1) of the Individual
Rights Protection Act of the Province of Alberta suggests that they were
worried that the Board might face legal action if, as was suggested in the
preamble to the brief, the underrepresentation of women in educational
administration became " not only a woman's issue but a matter of human
rights."
The findings reported in Chapter Four of this dissertation indicate that
between 1973 and 1988 the Calgary Board of Education did little to address
the underrepresentation of women in educational administration.

Although
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there was " some token acknowledgement"

of the concerns

raised

by

Armour et al. ( 1973), Clark et al. ( 1982), and Kimmel ( 1988), the majority
of women who participated in this study felt that the Board had ignored
their request, for help in overcoming the promotional barriers that they
encountered.

It is apparent that ensuring a more equitable representation of

women in educational administration within the Calgary Board of Education
was not a priority.

The unwillingness of the trustees to take action on

behalf of women demonstrated their conviction that the promotional policies
and practices employed by the Board were not only appropriate but fair.
But perhaps even more importantly, the trustees' actions authorized the
Administration Staffing Committee to continue its pattern of promotion.
And so women who openly question the representation of women in
educational administration within the Calgary Board of Education have been
silenced by the Board's refusal to discuss their concerns and/or act on their
recommendations. What does it mean for women to be associated with this
issue? The findings reported in Chapter Four indicate that for many women
it means being labelled as one of those women: someone who is aggressive
and pushy.

They are afraid that if they become known as one of those

women they will jeopardize whatever chance they might have of receiving
an administrative appointment.

In contrast, one female interviewee argued

that women who have "tremendous respect and credibility as educators"
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within the system do not have to fear speaking out.

However, it is

important to keep in mind that, for the most part, it is the Administrative
Staffing Committee that confers this respect and credibility.

Therefore, if a

woman is not respected and seen as credible, it is unlikely that she will be
considered for an administrative appointment.

And if, as this interviewee

suggested, the conferring of respect and credibility is associated

with

questioning the underrepresentation of women in educational administration,
it is understandable why women within the Calgary Board of Education are
afraid to talk openly about this issue.

The Right Candidate
Although

the

issue

of

the

underrepresentation

of

women

in

educational administration has repeatedly been brought to the attention of
the trustees and the Administrative Staffing Committee, women continue to
hold significantly fewer administrative positions within the Calgary Board of
Education than do their male colleagues.

Why is this the case?

Many of

the women who participated in this study argued that the promotional
policies and procedures established by the Board had limited their access to
the administrative hierarchy.
Five

described

requirements

promotional

and

were

For example, the findings presented in Chapter
criteria

not clearly

that

did

specified.

not

reflect

More

actual

job

significantly,

the
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interviewees maintained that promotional criteria were applied differently to
male administrative candidates. They shared not only their experiences with
the promotional criteria but with the short- listing and interviewing processes
employed by the Administrative Staffing Committee as well.
Many of the women who participated in this study felt that the
barriers

that

promotional

they

had

policies

encountered

and

were

not

practices employed

only

by the

embedded
Calgary

Education but were intentional and of a more personal nature.
the

findings

of this study suggest that what is

in

Board

the
of

For example,

important

in

making

promotional decisions within the system is " who the right candidate should
be in the heads of the people in admin staffing."
significance
Committee

as
to

positions.

it

is

the

identify

responsibility

and

recommend

of

the

This is of particular

Administrative

individuals

to

Staffing

administrative

The promotional criteria established by the Calgary Board of

Education permit the members of the Administrative Staffing Committee to
award administrative appointments on the basis of who they think the " right
candidate should be." After all, the administrative staffing handbook directs
the Administrative Staffing Committee to use their " informed professional
judgement"
positions

to

identify

within

Education, 1990).

the

and

Calgary

recommend
Board

of

individuals

to

administrative

Education ( Calgary

Board

of
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The findings of this study are, for the most part, consistent with
those reported in the literature on career contingencies or barriers (see
Chapter Two).

The findings reported in Chapter Five indicate that women's

access to administrative opportunities within the Calgary Board of Education
is limited

by a number of barriers including sex- role stereotyping (see

Campbell, 1984; Crandall & Reed, 1986; Feldman et al., 1988; McQuigg &
Carlton, 1980; Shakeshaft, 1981), the Administrative Staffing Committee's
pattern of promotions (see Paddock, 1981), and sex discrimination (see
Coffin & Ekstrom,

1977; Edson,

1988; Feldman et al.,

1988; Fishel &

Pottker, 1973; McQuigg & Carlton, 1980; Ortiz & Covel, 1978; Osborne,
1987; Schmuck, 1975; Shakeshaf-t, 1981; Shapiro, 1984).

For example,

the majority of women who participated in this study were not encouraged
to seek administrative positions, job requirements were not always clearly
articulated, promotional criteria were, at times, established that excluded
otherwise

qualified

women

from

competition,

and

the

Administrative

Staffing Committee controlled information and referrals in such a way that
women were frequently denied equal access to employment (see Feldman et
al., 1988; Shapiro, 1984).
hidden

agenda

and

The findings of this study also indicate that the

criteria

upon

which

the

Administrative

Staffing

Committee bases its promotional decisions serve to limit women's access to
administrative positions within the Calgary Board of Education.

These

179
findings support those of Estler ( 1975), Clement ( 1980), Lyman and Speizer
(1980),

and

Frasher

and

Frasher ( 1979)

which

indicate

that

the

woman's- place model and the discrimination model are the most appropriate
frameworks for explaining the underrepresentation of women in educational
administration (see Chapter Two).

Promotional Programs
What steps have been taken by the Calgary Board of Education to
address the underrepresentation of women in educational administration? In
response

to

this

question,

members

of

the

Committee identified the Leadership Potential
Inquiry On Opportunities For Women.

Administrative

Pool,

Pathways,

Staffing
and the

The Leadership Potential Pool was

designed to identify a " pool of talent" from which to choose administrative
candidates.
not

On the other hand, Pathways was designed to facilitate lateral,

vertical,

Opportunities

movement
For

within

Women,

the

although

system.
not

And

a " formal"

the

Inquiry

program

like

On
the

Leadership Potential Pool and Pathways, was established to study and
monitor promotional opportunities for women within the Calgary Board of
Education.
In general, the efforts of the Calgary Board of Education to increase
the representation of women in educational administration have not been
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effective.
Potential

According to the findings reported in Chapter Six, the Leadership
Pool

failed

administration.

to

facilitate

women's

movement

into

educational

Although women made up 44.7 percent of the program's

membership, .the statistics reported by Clark et at. ( 1982) indicate that very
few

female

participants

were

actually

appointed

to

an

position as a result of their participation in the program.

administrative

Programs like the

Leadership Potential Pool that are open to both females and males, in
reality, benefit more men than women.

Furthermore, such programs tend to

deflect attention away from the issue of the underrepresentation of women
in educational administration.
Pool, and to
Board

is

acertain

addressing

On the one hand, the Leadership Potential

extent Pathways, provide tangible proof that the

the

underrepresentation

administration within its employ.

of women

in

educational

On the other hand, those individuals

within the system who want the status quo maintained can rest assured
that programs such as these will have little, if any, impact on the gender
composition
Leadership

of the
Potential

administrative
Pool,

that

hierarchy.

are

based

Programs,
on

the

such

principle

as

of

the

equal

• opportunity do not adequately address the underrepresentation of women in
educational

administration.

Instead,

they

tend

to

perpetuate

discriminatory barriers that women encounter within our school systems.

the
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Formal

mentorship

programs such as

address the influence of the " Old Boys'

Pathways

are designed

to

Network" on career patterns,

including those of women aspiring to educational administration.

However,

Swoboda and Millar ( 1986) argue that a successful mentoring relationship
requires that the mentor " possess sufficient institutional power to promote
the mentee" and that "the mentor and mentee be sufficiently compatible to
sustain a close working relationship for a period of up to five years" ( p. 9).
Furthermore, they suggest that these relationships follow a developmental
pattern characterized by: ( 1) teaching and coaching; ( 2) confidence building;
(3) interceding on behalf of the mentee at the organizational level; and (4)
the movement of the mentee into a position of professional independence.
According to the findings reported in Chapter Six, the primary focus of
Pathways is on the teaching/coaching and confidence building activities of
the mentoring relationship described by Swoboda and Millar.

Therefore, a

program such as Pathways is not likely to influence the representation of
women in educational administration within the Calgary Board of Education.
The findings of this study support this conclusion.
The importance of mentors and the " Old Boys' Network" on men's
administrative careers within our educational systems is well documented in
the literature ( see Clement, 1982; Dodgson, 1986; Edson, 1988; Erickson &
Pitner, 1980; Marshall, 1981; McDade and Drake, 1982; Metzger, 1985;
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Moore, 1981; Ortiz & Marshall, 1988; Osborne, 1987; Pounder, 1989). The
availability of support for promising male teachers and administrators is
virtually a given.

The same support network, however, is not as readily

available to women.

We see evidence of this in the findings of this study.

The fact that men " parachute" into school-based administrative positions
from central office without the necessary junior administrative experience
(assistant

principal)

and/or

move

into

and

through

the

administrative

hierarchy more quickly and with greater ease than their female colleagues,
supports the literature cited above.
The

Inquiry On

Opportunities For Women

is the first " program"

initiated by the Calgary Board of Education designed exclusively to address
the

underrepresentation

of

women

in

educational

administration.

Nevertheless, many of the women who participated in this study questioned
the motives of the trustees and Senior Administration in establishing the
Inquiry.

In particular, they questioned whether or not the Board truly

recognized the underrepresentation of women in educational administration
as

a problem

and

were

committed to

change.

Or was

the

Inquiry

established by the Board as a way of " side-tracking" the issue and simply
"getting women off its back"?

Nevertheless, the interviewees identified a

number of the Inquiry's accomplishments including an increased awareness
of the issue among the trustees and the members of the Administrative
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Staffing Committee, a more open discussion of the issue within the system,
and the fact that the work of the Inquiry has enabled women within the
Calgary Board of Education to see administration as a more viable career
option.
Although the

establishment of the

Inquiry

On

Opportunities

For

Women was perceived as a positive initiative, the extent to which the
Inquiry can effect significant change within the Calgary Board of Education
was questioned.

As one interviewee observed, the Inquiry is a creature of

the Administrative Staffing Committee.
who

participated

mandate.

The

As well, a number of the individuals

in this study questioned
mandate of the

the extent of the

Inquiry On

Opportunities

Inquiry's

For Women

suggests that much, if not all, of the responsibility for addressing the
underrepresentation of women in educational administration has shifted
from the trustees and Senior Administration to the members of the Inquiry.
This raises an important question. What is the responsibility of the Board to
ensure

a more

equitable

representation

of

women

administration within the Calgary Board of Education?

in

educational
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Inside The Labyrinth

Do you know what the Labyrinth is?
It is a hedge of a
thousand lanes, all leading in, and only one leading out. And
this one is so concealed, has so many twists and turns and
secret windings that no one can possibly find his way out.
(Evslin, 1966, p. 165)

And so women within the Calgary Board of Education continue to try
to find their way into and through the administrative hierarchy.

But the path

that they must follow is often concealed and has so many twists and turns
and secret windings that few women are able to find their way into senior
administrative
barrier.

positions.

With every turn they encounter yet another

Like the walls of the Labyrinth, these barriers block their access to

administrative
women's

careers.

struggle

to

symbolizes a shared

The
gain

Labyrinth,
access

to

therefore,
the

symbolizes

administrative

not

only

hierarchy,

it

perception amongst women that there exists one

"right" path into educational administration.

This perception is based on

their experiences as women who aspire to or who hold administrative
positions within the Calgary Board of Education.

The promotional policies,

• practices, and programs employed by the Calgary Board of Education have
yet to facilitate women's movement into educational administration.

They

have not identified and marked a path for women into and through the
administrative hierarchy.
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Where Do We Go From Here?

What

needs

to

happen

within

our

educational

systems

if

the

representation of women in educational administration is to significantly
increase?

To begin with, senior administrators and trustees need to take

responsibility

for

administration.

the

underrepresentation

of

women

More specifically, they need to take

in

educational

responsibility for

increasing that representation in terms of not only the number but the types
of administrative positions that women hold.

Those individuals within our

educational systems who are capable of taking action on behalf of women
must do so.

Furthermore, this action must be results-oriented, mandated

through board policy, and monitored on an ongoing basis.

If the desired

results ( e.g., the number and types of administrative positions women hold)
are not achieved, school boards must " dig deeper" to identify the remaining
barriers to access.

The findings of this study suggest that identifying and

defining the hidden criteria (e.g., what makes the " right candidate") that are
used to determine administrative appointments is a place to start.

An

outside consultant could facilitate this process.
The action proposed above requires a commitment on the part of
school

boards,

in

policy,

to

appoint specified

numbers

of women to

administrative positions and to identify and eliminate discriminatory barriers
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to

employment opportunities such as the hidden

Chapter Five.

criteria

discussed

in

Policies and programs, such as those described in this

dissertation, call into question the notion of merit that many of the senior
administrators who participated in this study raised. Such a notion suggests
a selection process that allocates positions on the basis of an objective
assessment of an individual's merit.

However, the meritocratic principle

fails to acknowledge the fact that many positions are allocated on the basis
of subjective assessments such as personality, style of job performance,
and motivation ( Ringer, 1976).

Perhaps even more importantly, promoting

an individual on the basis of merit fails to acknowledge the influence of
informal systems such as the " Old Boys' Network" on employment practices
and decisions.

This type of informal influence makes it especially difficult

for women to enter traditionally male-dominated fields such as educational
administration.
Secondly, it is important that a climate be established within our
school systems wherein women are able to voice their concerns without
fear of reprisal.

In order to accomplish this there must be a willingness on

• the part of senior administrators and trustees to encourage and facilitate an
open

discussion

pertaining

educational administration.

to

the

underrepresentation

of

women

in

The perceptions and experiences of women

within our school systems can then be used to develop and implement
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policies and programs that respond to the specific needs of women who
aspire to educational administration.

In order for any policy or program to

address the underrepresentation of women in educational administration in a
meaningful way, it is essential that women are involved in the planning and
implementation stages,

not as consultants, but as full participants and

partners in the decision-making process.

This will, in turn, serve to address

the marginal status that women within our educational systems have been
assigned with respect to the administrative positions that they hold as well
as their involvement in the decision-making process.
And

finally,

a more

open

discussion

of

the

perceptions

and

experiences of women who aspire to or who hold administrative positions
within our school systems will enable senior administrators and trustees to
better differentiate between the intent and the effects of their actions.

All

too often, decision- makers within our educational systems focus on the
intent of a particular promotional policy or practice and fail to acknowledge
the effect of that same policy or practice on the administrative careers of
women.

If the representation of women in educational administration is to

significantly increase,

in

both the

number and types

of administrative

positions that women hold, senior administrators and trustees need to
address the effect that their actions have on the careers of women who
aspire to educational administration.
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AFTERWORD

Since the fall of 1991 there has been little change in the overall
representation of women in educational administration within the Calgary
Board of Education.

Most recently, a restructuring or "shakeup of senior

management" took place within the Calgary Board

of Education.

As

reported in the August 15, 1993 edition of the Calgary Herald, the five area
superintendents (four elementary and one senior) have been replaced by
two senior superintendents

--

one for elementary education and one for

secondary and continuing education.
men.

Both of these positions are held by

In effect this " shakeup" has eliminated three superintendencies, one

of which was held

by a woman.

This woman

superintendent of an Elementary Group.

is now an

associate

The only superintendency within

the Calgary Board of Education held by a woman is that of Finance.
small

gains

have

been

made

in

some

areas,

women

While

continue to

be

underrepresented in senior administrative positions within the Calgary Board
of Education.
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