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Synopsis 

It is becoming increasingly recognised that women are 

not represented in the senior management area of secondary 

schools in the proportion that their numbers warrant. 

Government, local authorities and professional associations 

have drawn attention to the fact and have put forward 

suggestions, and in some areas have set schemes in motion, 

to increase female participation in the education service at 

this level. 

It is the purpose of this study to try to discover 

the reasons for women's under-representation in the higher 

echelons of secondary school management. Many secondary 

sources have been used to provide the historical and 

sociological background, in an effort to assess the effect 

of sex stereotyping, co-education and early socialisation 

on the aspirations of women in their careers. 

The empirical research has been provided by the 

views, obtained by questionnaire and interview, of 120 

teachers of Scale 3 status and above from four urban 

comprehensive schools. In examining their views on factors 

affecting promotion and on leadership ideology it has been 

possible to link theory with practice and to assess the 

difference between men and women in their attitudes, in 

their qualification� in their aspirations, and in their 

success, and to provide both explanations for the present 

situation and to consider possible solutions. It has been 

found that there are many causes, which interact and affect 

individual women in different ways when in pursuit of a 

career. 
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CHAPTER 1 

Influences on Women's Role in Schools 

1: 1 Introduction 

The two aspects of the position of women in the 

senior management of secondary schools to be considered in 

this study are: 

i ) The relatively small number of women 

occupying senior posts. 

ii ) The concept of a woman's role in "senior 

manag em en t" . 

For the purpose of this study, "senior management" is 

taken to mean those members of school staffs whose salaries 

are assessed on the Head Teacher, Deputy Head Teacher and 

Senior Teacher categories of the Burnham Scale. Although 

the salary scale of Deputy Head includes the post of senior 

Master and Senior Mistress, the position of the Senior Teacher 

does not have such a clearly defined area of responsibility 

and is sometimes used for an intermediary administrative or 
l 

pastoral pos�ion, (A Head of School, for example in a large 

comprehensive school), sometimes for specific administrative 

duties, such as examination secretary, sometimes for academic 

responsibilities such as Director of studies, a Faculty Head 

or a Head of a large department. In many cases the 

attainment of one of these positions is seen as an important 

step towar�s a Headship: certainly very few Head Teachers are 

appointed without having experience of at least one of the 

roles of Senior Teacher and Deputy Head. 

In considering, therefore, the small number of women 

occupying secondary headships, it is necessary to consider how 
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far women have progressed along the structure towards 

headship - how far back in the career stage it is necessary to 

look to discover why so few women reach the top managerial 

role. For certainly there are very few women holding 

secondary headships. 

In fact over the past twenty years the number of 

secondary headships occupied by women has fallen from 25% to 

16%. These are the figures that emerged from an enquiry 

conducted by the Women's National Commission into how 

secondary schools meet the needs of female students within 

schools, and in relation to their future prospects in 

employment. Eighty six local authorities responded to the 

enquiry, eight of which had no women headteachers at all, and 

twenty nine less than 10% women headteachers. It was suggested 

by the commission that the decline may be attributed to the 

diminishing number of single sex schools, because a woman is 

not very likely to be appointed to a headship of a mixed 

secondary school, whereas a man is now considered more 

frequently for the headship of an all girls' school. The 

local authorities attribute the decline in the proportion of 

women headteachers to a lack of ambition, the mobility 

difficulty of those with families and the fact that many 

women interrupt their careers to have children. However one 

third of women teachers are unmarried, and therefore the 

problem would appear to be more fundamental than these 

superficial observations. 

There is also perhaps the false image of the role 

of women in schools, which can be said to be directly linked 

to cultural norms 

"Name the feminine j ob and there will be a way to work 
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in the old accepted pattern of support, n�ure 

and skill at managing emotions which is held to be 

traditionally typical of women" !JCllleway 1971 p 153) 

The accepted senior role of women in school 

management is frequently the pastoral care of girls. 

Richardson (1973) found, 

"The need to separate out the caring side from the 

non-caring, or result-seeking side shows itself, 

this time in the form of distinguishing between the 

pastoral functions and the curricular functions of 

the teacher by splitting off 'pastoral care' and 

'curricular provision' and creating an organisation 

structure that implies some kind of dichotomy between 

the two". ( p 14-15) 

This type of organisation has frequently resulted in 

women obtaining promotion by adopting a stereotyped role. 

However, although the initial prospects are favourable, the 

long term career opportunities are not established, because 

as Deem (1978) in her appraisal of Richardson's study of 

Nailsea SchQol writes, 

"Whereas the head of a school was seen to play a 

paternal role towards the pupils, the senior mistress 

was allocated responsibility for pastoral care - a 

role which might make further career development 

difficult". ( p 112) 

Is it possible that this particular emphasis on female 

abilities could account for the disproportionate distribution 

of male and female p ositions in management in secondary 

schools? Is this assessed imbalance of authority-type posts 

a crucial indicator to female pupils in schools that women 
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occupy less dominant roles in socie ty? Is i t, too, 

possible that this has hidden repercussions in the ir 

socialization, and they therefore emerge as pe ople without 

the necessary ambit ion and the d esire to accept authority 

and responsibility? This could be a factor in what is seen 

as the present day problem of the lack of women in senior 

management in secondary schools . 

A survey rece ntly conduct ed by the I.L.E.A. into the 

problem of the distribut ion of secondary headships revealed 

that although there are almost e qual numbers of men and 

women secondary teachers in the I.L.1.A. 6 0% of headteachers , 

57% of deputy headte achers and 6 6% of se nior teachers are 

male . This imbalance is less than in the country as a whole . 

A further study followed in London in which the appointments 

to secondary senior posts were monitored over a year in se arch 

of reasons for this imbalance . It was found that the 

situa�ion d id not alt er in spite of posit ive policy decisions 

to count eract it, because although women did proportionat ely 

well when applying for senior posts , the actual number of 

applications was relatively small . The I.L.E.A. attempted 

to extend the rese arch by me ans of a quest ionnaire. This 

was distribut ed to both men and women and was aimed to d iscov er 

the background pe rsonal factors, which governed the decisions 

to submit applications for he adships . 

Although the findings from this survey were not 

sufficiently conclusive to provide a sat isfactory 

explanat ion of the apparent reluctance of women to apply for 

senior management posts, it did reveal a number of influent ial 

factors which are categor ised under head ings d e aling with in­

service training for manag ement, promot ion disadvantage of 
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part-time and time-sharing teachers, the reluctance to 

forsake classroom teaching and the whole selection procedure 

which many felt is heavily weighted against the female 

candidate, even if overt discrimination is not apparent. 

Even this summary goes much further in search of an answer 

than the Women's National Council's enquiry, and its authors 

recognise that "some of the factors affecting teachers' 

answers to the questionnaires stem from the social and 

economic circumstances within which the educational system 

operates and as such are effectively beyond the scope of any 

Authority action". ( I. L. E. A. Survey 1983) 

In addition to its findings, this I.L. E. A. survey 

shows that at least one leading education authority is aware 

and concerned that a potential resource of human ability is 

not being developed and utilised. In seeking for an 

explanation for the relative reluctance of women to apply 

for promotion generally, the survey helps to explain why 

there are fewer women with the experience and confidence to 

apply for secondary headteacher posts. My study will attempt, 

using selected case study schools in the West Midlands, to 

assess the position of women throughout the senior manage­

ment field. In order to broaden these findings it is first 

necessary to examine the historical and socio-cultural 

background to gender divisions within teaching. 

1:2 Evolution of Female Education 

Many female writers have documented the inequalities 

which they see, for example Byrne (1978) says "We simply 

cannot accept that more women choose to have less 

education than men and to work in less skilled and lower 
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paid j obs.  " ( p 219 ) 

It  would be  d i fficult t o  attribute thi s situat ion to  

fre e  unbiased s e l e c tion provided by uninhibited  educati onal 

choice  and informed vocation prac t i c e s . 

that , 

It  is  po ssible 

" i f  women are in thi s po s ition it is  not because they 

fe el they have fre e ly cho s en it  from a range of 

options pre s ented to  them in education , but because 

educati on has played a maj or part in per suading them 

that this  is where they should be . "  

( Spender 1980 p 2 5 ) 

Some would consider it extremely unlike ly that if 

women were pre sented with an alternat ive thi s  situat ion would 

c ont inue t o  exi st , based as it i s , on popular belief  in 

gend er inequal i t i e s  d eve loped within the histori cal context 

of mass education . 

"The d eve lopment of  mass  educa-cion in England and Wal e s  

since t h e  be ginning of the 19th Century has be en 

marked by thre e cruc ial d ivi si ons : s o c ial class , 

ability and s ex . " ( Deem 1978. ·}> 1) 

Educational opportuni t ie s  deve loped more slowly for 

women than for men , but a d etailed study of the evolution 

of female educat ion d o e s  reveal gr eater c ontr over sy in its  

philosophy and content than the  above quo tation implying 

clear cut divisions sugge st s . One po s s ible explanat ion 

of the Ynbalanc e of mal e s  and female s in po sitions of  

policy making and contro l would be  to  attribute it  to  this 

t ime discrepancy mod e l  which would sugg e st that as the 

educat ional impact o f  female pot ent ial was no t c onc eived 

and explo i t e d  simultaneously with that of  the male so the 
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situation will be resolved in the future. This has 

already been discounted in educational management by the 

fact that the number of females in positions of policy 

making in educational management is decreasing. However 

it would appear appropriate to examine the historical 

development of education as it affected males and females 

as this will at least illuminate the contrastin5 views of 

the aims of female education as it was developing. 

Much criti�m has been levelled by recent writers at 

the curriculum available for girls, claiming that it was 

based on the societal belief that education should prepare 

girls solely for a sex stereotyped domestic life. Whilst 

this was undoubtedly true of the curriculum of the elementary 

schools in the 19th Century, either the board school or 

voluntary school, a curriculum perpetuated by the closed 

career circuit of pupil, pupil-teacher, training college 

student, teacher, the growing concern at this very narrowness 

of experience led to the broadening of the career paths for 

intending elementary school teachers. By 1900, pupil-

teacher centres, often attached to secondary schools, 

provided a more liberal education, and with the introduction 

of new regulations in 1907, the secondary school became the 

normal route to college for elementary as well as secondary 

school teachers. 

Thus it is not the very narrow curriculum of the 

elementary school that concerns my study, but the curriculum 

of the expanding secondary schools which provided the route 

for entry to teaching and the other professions. The 

opportunities provided in this way were still restricted to 

a small number of girls, as indeed they were only available 
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t o  a minority of boys , and the general views of 6irls ' 

e ducat i on , anchored as they were in 'preparat ion for 

marr iage and motherhood ' must have exerted s ome influenc e 

even within the more academic atmo sphere of the sec ondary 

s chool . However it is not this  aspe ct of the provision 

of e duca�ion for g irls that will be pursued , b e c ause  it i s  
the expansion o f  educational oppo�tunity whi ch is  relevant 

t o  this study. It is obvious however that the two 

perspe c t ive s are no t c l e arly iso lated in the evolution of 

education , and the se d imensions would still  appear to have 

implications in the pro s pe c t s  of car e er women in education 

t oday. 

The beginning s of female education as opposed to  

s cho oling were slow, and the view that it fo llowed a ne at 

and wel l  defined pattern for all women i s  o pen  to  dispute , 

b e c ause the gender divi s ion i s intri c at ely woven into the 

c las s system in i t s  historical c ontext . The examination o f  

the se  two structur e s  will probably provide some explanat ion 

of the situation of  women and the ir po sit ion in s o c iety 

today . I t  has been sugg e sted that the problem l i e s  in the 

subtle and c overt me thods of suppre s s ion within s cho ols , but 

this cannot be e asily id entified or iso lated , because , 

" Sex different iat ion i s  not the fault of  the teacher 

or the curriculum , or the c ompo sition of the staff 

hierarchy , or  the ethos of the s cho ol , or  the home , 

or wider s o c i ety: it ari se s  as a re sult of  the fus ion 

of  the se  e lements . I f  sexism in education is  to  be 

e l iminated , whole  patriar chal soc ial order and 

ideology which legitimat e s  it must be confront ed . " 

(sarah 1980 p . l62 ) 
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This patriarchial social order and ideology have 

been historically transmitted and need to be examined in 

relation to the interacting political and economic climates 

in order to assess their effect on education. 

The educational system has evolved within the 

framework of these structures. Schooling cannot take place 

in a vacuum, for "It is not the consciousness of men which 

determines their social being, but rather·their social being 

which determines their consciousness" ( .Marx translation 

1904). It is also important to consider how far schooling 

is able to initiate social change or is simply able to reflect 

it. Certainly during the second half of the 19th Century 

there was a significant change in the secondary education 

for girls, because during the first half it had been 

virtually non-existent. By the middle of the century, some 

attempt had been made to ensure that governesses had 

achieved an acceptable standard of education. The secretary 

of the Benevolent Institute of Governesses, Rev.David Laing 

was so appalled by the incompetence of governesses that he 

proposed examinations for them, and in 1848 founded Queens 

College in Harley street to provide the courses. Although 

the standard of this institution was more akin to those of 

the later secondary schools than to anything more ambitious, 

it began to establish standards required for prospective 

teachers, albeit at a very restricted level. However the 

establishment of Bedford College in 1849, the opening of 

the Cambridge Locals to girls in 1865, soon to be followed 

by those of Durham, Edinburgh and Oxford, the new special 

Cambridge Higher local examination in 1869 and the new 

general examination for women in London in the same year 
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provided s ome opportunities  for @rls and women to obtain 

s imilar qualifications to  tho se b e c oming increasingly 

availab le to  boys and men . 

The provis ion of  the se opportunitie s  became one of  

the  main aims of Mis s Buss , one of  the pioneers of girls ' 

educat ion , who aft er attending le ctur e s  at the Benevolent 

Institute of  Governe s se s , strove to  enab le gir ls , irre spe c t ive 

o f  c lass or relig i on , to obtain the se academic qualifi cat ions . 

This  was an aim c onsiderably at varianc e with the c ontemp-

orary s o c i etal norms . More c ommon were the situations 

d e scribed by the Taunton Commi ssi on in the ir report in 1868:  

it  appeared t o  them that , " It is only when the endowed 

s cho o l  lo s e s  i t s  c lassical character  and s inks to  the 

c ondi tion of a village scho o l  that it opens it s d o ors  to 

admit girls" ( T aunton lX p . l97 ) , and "Whenever education is 

worth anything , they are altogether exc lud ed" ( Taunton lX 

p . l99 ) .  

The Taunton Re port , followed as i t  was by the 

Endowed S chools Act  of 186 9 , (The Magna Carta of Girls ' 

Educat ion , as it has been called ) , the act ivitie s of the 

Girls ' Public  Day School C ompany , the foundat ion of 

propr iet ary scho o ls like Che ltenham Ladi e s ' C o llege and the 

North London C o llegiate scho ol saw a marked expans ion in the 

educ ation of girls at s e c ondary leve l - the leve l where 

qualificat ions could lead to pro fe s s ional careers . By the 

time of the Bryce  Report in 1895 - the c ommis sion i t s e lf 

had women members - fac ili t i e s  for gir ls education had 

improved substant ially . As a re sult , women were being 

admitted to  Universitie s , although o ften on a re stricted 

bas is ; training c o llege s for the training of  women t eachers  
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wer e  we l l  e s tablished and amongs t  the profe s s i o nal bod i e s  

o f  t eachers were t o  be  found The A s s o c iation  o f  Head 

Mi stre s s e s , founde d  in 1874 and the A s s o c iat i on of A s s i stant 

Mi stre s s e s  founded ten  years lat e r . 

There was, at this  early stage , d i s agreement as to  the 

mo s t  suitable curriculum for girl s ' s c ho o l s . Even the views 

o f  the most famous o f  the early pione ers differed in the ir 

exp e c tations for gir l s ' education . Both Mis s  Bus s  and Miss  

Beale were educated  at Queen ' s  C o llege, but Mis s  Buss 

ins i sted  on a rigorously academic curri culum l e ading to 

academic suc c e s s  in  sub j e c t s  often regarded  as  mas culine 

pre s erve s ,  a view r efle cted  in the realms of  H igher Education 

by Emily Davies , the founder of  Girton C o l lege . Miss  Beale, 

at Cheltenham saw her aim as the provision  of  a suitable 

e ducat ion for upper c lass  ladies  re quiring a d ifferent, more 

overtly feminine curriculum . Mi ss  Clou�h at Ne wnham C o llege 

refl e c t e d  thi s philo s o phy by pre ss ing for separate 

examinat ions for women .  

Although, therefore in some areas there was a belief 

that g irls require d  a t otally different type o f  education from 

boys, it would be d ifficult to argue that the influenc e of 

thi s view was s ignificant in curtailing the opportunities  for 

all female s within the e ducational system . Indeed  it would 

appear that, as s e c o ndary educat ion for @rls expanded, it was 

generally ac c e pted  that the curriculum should be paral lel  t o  

that available for boys . It can be ackno wledged that some 

single sex s cho ols did provide an education for girls, which 

was not radi cally different from that available  to  the ir male 

pe ers . 

In fact one o f  the maj or achievement s o f  Queen ' s 
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Co llege London was i t s  curri culum ' 

"one o f  the mo st extrao rdinary in 1 9 t h  Century England . 

Lec tures o r  classes fro m whi ch  girls c ould c ho o se 

included Modern L anguages , Mec hani c s , Geo graphy wi th 

Geolo gy ,  Engli sh  L i t erature , Bo tany , Chemi stry ,  

Philo so phy , P o li ti c al Economy; and o ther sub j ects  

were added later" . ( Gordon 1 9 54 p 1 4 7 ) 

T here was an o ppo r tunity fo r gi rls to b e  equi pped for an 

independent life s tyle . S c ho o ls like the No rth London 

Co llegi ate and Queen ' s Co llege London were amongst the first 

girls ' scho o ls to intro duce M athemat i c s  and S c i ence to the 

curri culum. T hi s  may b e  at tributed to i t s  coincidence wi th 

the growing impo rtance  at tac hed to  examinations; the criterion 

of the educabili ty of gi rls was seen in their capacity to pas s 

examinations and seemed to o ffer a "mo tive for girls to study 

and for their parent s to keep them at scho o l" ( Board of  

Educ ation Report 1 9 2 3 ) . T here had been advo cates for female 

educ ation , suc h  as Geo rge Butler o f  Liverpo o l ,  who in 1867 

said that so ciety , "Canno t afford to  leave one hal f of  i t s  

members uneducated" o r  t he Taunton C o mmi s sioners , who 

considered that there was a large number of  unmarried middle 

clas s women , who had to b e  prepared to earn a living. By 

1 91 2  a higher pro po rtion o f  gi rls were staying at school  

beyong the age o f  16  than boys  (Bo ard o f  Education Stati sti c s  

1 91 2-1 91 3 ) . 

Whether due to philo so phi c al conviction o r  expediency 

it is evident that in the girls ' sec ondary scho o ls the 

academic traditions fo llo wed the vi ews o f  Mi ss  Buss  and Mi s s  

Davies and examination suc c es s was seen as a route to higher 

education . The route was widening wi th the availabili ty o f  

University places , whi c h  were les s restri c ted by gender o r  



13 

creed . There appears t o  be evidenc e, in spit e of  the 

l imit ed s c ienc e  fac i l it i e s  that the prov i s ion for s imilar 

educat i o nal o pportuni t i e s  as tho se available  for men c ould 

have been  e stablished for academic  women as early as the 

beginning of the 20th C entury . "Mo st  s ingl e-s ex scho ols  

for girls  were founded in  the 19th C e ntury for daught ers of  

thebourgeoi s�wi th the purpo s e  o f  o ffering girl s a c omparable 

educat i on t o  boys and one wh i ch would provide them with a bas i s  

o f  an inde pendent l ife styl e "  �De em, 1978 p 7) . In  the 

girls ' grammar and dire c t  grant s cho ols  much stre ss was 

placed on the academic educat i o n  of girls . hOpportunitie s 

were obvious ly restricted, and thi s  r e s t r i c t ion c e rtainly 

dis pe l s  the myth of female c las s l e s sne s s, wh ich blurred or 

c overed over the difference s  of educat ional provis ion for 
11 

girls of different social c lass e s  ( Arnot 1983 p 71) . 

In  the early days of  mas s  educat i o n  the ob j e c t  of  educating 

the people was t o  teach them morality, enj oyment and comfort 

in the stat ion of l ife in which the great mas s of them were 

de st ined to  remain: educat ional prov i s i on was deliberately 

restric t ive in c onte nt for many, but thi s  was not dire cted to  

gender inequality but to  c lass di s t inc t i o n .  I n  spite o f  

pre judi c e  i n  re lat ion  t o  gender and oppo s i t io n  dire cted t o  

c lass strat if i c ation Mi s s  Buss  and Miss Davies  made a definite 

impact and sc ored great suc c e s s  in the area  o f  expans ion of 

educat ional o pportuni t i e s  for girl s and women . 

H owever, in c ontrast to  the pione ering spirit of  these  

women i n  pursuit o f  equality i n  the provision o f  educational 

exper ience for the ir gender, a prominent male educationist 

stated in 1948 that, "Equal o pportunity b e c ame synonymous 
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with imitat ion and thi s has pers isted  d e spite a gre at d eal 

o f  c ri t i c i sm t o  the pre sent day . " ( Newsom 1948 ) Newsom 

re j e ct s  the idea that girls  and boys  should study a similar 

curr i culum and pre fers a curri culum that i s  c onsidered, 

"e qual but d ifferent . " He  expound ed the view that girl s ' 

e ducat ion should refl e c t  the fact that, 

"Women po s s e s s  certain part i cular ne e d s  bas ed on their 
parti cular p sychology, physio logy and the ir soc ial and 

e c onomic po sition  - The fundamental c ommon experience 

is the fact that to  do thi s  suc c e s s fully require s the 

proper deve l o pment of many tal ent s . " ( Ne wsom 1948 

p 110 ) 

Having d emarcated the divis i on betwe en d ifferent ne eds 

of  mal e s  and female s  he then lead s  o nt o  the problem of 

c o-educat i on . 

"As far as the children ar e c oncerned there is  no 

satisfactory evidence from whi ch to d educ e whether 

c o- educat ion is more generally suitable  than 

segregation . It  is a matter of o pinion rather than 

exac t kno wledge . ,, ( Newsom 1948 p 1 5 8 )  

H e  c onc lud e s  that , 

"I f there were any po ssibility of  the main c ontent i on 

of  this book  b e c oming operat ive, that the planning of  

girl s ' educat ion ac cord ing to their ne e d s  instead o f  

slavishly c opying the educat ion of  the ir bro thers, 

there would be an additional reason for temporary 

segregat ion . It  is all very diffi cult . " 

( Newsom 1948 p 1 5 9 ) 

Does  this indicate that almo st one hundred years later 
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that the curricular pendulum had swung bac k  t o  a position 

nearer t o  the phi l o s ophy of Miss Beale than M i s s  Buss? 

At the North C o l legiate, where Mis s  Bus s  was appoint ed 

at the age of twenty three as headmistress, the philo sophy 

inherent in school prac t i c e s  was that girls were as 

int e l l e c tual ly able  as boys . She adopted the curriculum 

used in boys ' s cho o l s, introduc ed the pre fect orial system 

and emphasi zed the virtue of  c ompe t ition in work and sport . 

Miss  Beale, Princ i pal o f  Che lt e nham Ladies  Co l l ege, developed 

teaching te chnique s and a curriculum which she c onsidered 

appropriate to girls . She was opposed to c ompe t itive s port 

and thought g irls should be pre pared for future family 

re spons ibilities . The se two perspe c tive s s t i l l  appear to  be 

a cause for dispute today de spi t e  the wide spread acceptanc e 

that educat ional and employment opportunities  should be equal . 

Many c laims however sugg e st that segregated educat1on 

embodi e s  an outmoded view that different educat i onal provis ion 

is  ne c e ssary for boys and girls, whereas co-educat ion 

support s the philo s o phy o f  equality o f  o pportunity . The 

following is the viewput f orward by the Nat ional Union o f  

Teachers i n  support o f  c o-education . I t  i s  a policy 

statement issued in 1975 , "The Union re c ogni s e s  that the 

origins o f  s e parate educat ion for boys and girls lie  in the 

history and evolution o f  educat ion . Scho ols  tradit ionally 

educated boys and g irl s in ways whi ch were intended to  pre pare 

them for quite di fferent and dis t inc t role s in s o c i e tyn . 

( N .U . T . 1975 ) Newsom however rec ommended , planning girl s ' 

education ac c ording to  the ir ne eds instead o f  s lavishly 

copying the educat ion o f  the ir bro thers' . ( New s om 1948) 
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The educ at i o na l  exper t s  do no t appear t o  agree o n  the 

i nterpretation o f  past provi s i o n . It i s  no t surpr i s i ng 

therefore that c o -educat ion remains a c ontrover s i al i s sue . 

1:3 ) The Debate For and Against Co-educat i on . 

The probl ems inherent in the gender and c la s s  st ruc tures 

were i l lu s t rated by the c ontr over sy c o nnected w i th co -educ at ion, 

wh i ch exi s ted during the 19th Century and s t i l l  c o nt inues t oday . 

The pr ob lem o f  whether g i r l s  and b o y s  benefit o r  are d i s­

advant aged by c o-educat i on has not been resolved . 

"The i s sue o f  whether t o  support s ingle sex or c o­

educ ati onal s cho o l s  i s  bro ader than the current 

femini s t  c o ncern of at temp t ing t o  help g i r l s  study 

sc ience sub j ec t s , to help them c o mpete as equals with 

b oys, or t o  hel p  g i r l s  enter univers ity and male 

o c cupat i ons . It is an i s sue wh ic h inv o lves analys ing 

the di fferenc es between c las s -based no t i ons o f  

educ at ion i n  the s tate and pr ivate sec t o r  and the 

re-produc t i o n  of s o c io-sexual d ivi s i o n  o f  labour under 

c ap i t a l i sm� . ( Arno t 1983 p 70) 

This i l lu s trates the c o mp lex ity o f  the prob lem o f  

under standing the interplay between c l ass rel at i ons and gender X 

rel at i o ns , because c l ass d i s t inc t i o ns c l oud i t s  unif ormi ty . 

It i s  h o wever po s s ible t o  reveal a dom inant gender c ode in 

some t ypes of educ at ion , wh ich c ould be said c o ver tly to 

repr oduce the d ominant b ourgeo i s  gender relat i o ns , but for 

different h i s t o r i c a l  per i o d s  and d i fferent types of scho ol ing 

it c an be said that the transmi s s i o n  var ied a c c o rding to the 

period and type o f  ins t i tu tion . B o th c lass and gender can 

be cons idered t o  be struc tures of power and therefo re they 
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i nv o lve  c ontrol  by some p e o pl e  over others . There i s  a 

d y nami c interact i on with a histor i c al bas is,  which appear s  

t o  b e  re sponsible for the production of  tensions, 

c ontrad i c t ions and chang e s .  The re sults canno t always be 

a s s e ss e d  as progr e ssive in the area of  female educational 

o pport uni t i e s ,  for they inc lud e probl ems of  the curri culum, 

s e gr e gation or co-educat ion and the expans ion or contracti on 

o f  the o pportunities  for women in the policy making arena of 

e ducat io n .  It  i s  e s sent ial f o r  d e tails  o f  this  study that 

the h i s t ori cal implicat i ons upon the pre s ent day s ituation 

are examined, b e c ause co- education  c ould be i s o lated as a 

v ital fact or in the dimini shing o pportunit i e s  for women to 

influence policy in the education for girls . This could 

sub s e quently be re sponsible for produc ing its own limiting 

and r e stricting implications for women t eachers . 

By the middle o f  the 19th Century many co -educational 

s cho o l s  were e stablished for children of the working class e s . 

In 1850 there were about 1,5 00 c ertifi cat ed teacher s  of whom 

one third were w omen, and with the pas s ing of the 1870 

Educat ion Ac t, a state sy stem of nat ional e lementary scho o l s  

became e stablished, bringing together no t just the fragmented 

system of  educat ional provi s io n, but also the princ iples of 

c lass  and gend e r  different iation and c ontrol which had 

charac terised the vo luntary scho ol run by the bourge oisie  

for the working c lasse s .  "The expansion of  stat e  s chooling 

after 1870 relied  on large numbers  of  untrained supplementary 

teachers  and further ' feminised ' the t eaching forc e '' · 

( Purvis  1981 p 129) This d o e s  not ne cessarily mean that 

the profe ss ion or teaching force  as it i s  referred  to was 
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c ompl e t e ly d i luted  by the se female s ,  b e c ause , 

"The 186 1 figur e s  for re cruitment o f  l s t  year teacher 

appr e nt i c e s  showed the @rl s  to  be  in a clear maj ority 

and thi s  d e spite  the c laim that inspe ctors  were much 

stri c t er in the ir sele c t i on of  female candidat e s , who 

were r e quir e d  t o  supply evidence  that the ir home s were 

d e c ent and re spectable , and the i r  parent s  moral and 

r e s p e c table  c it i zens . A s cho o l  mistre s s  lived in a 

r e nt fre e  house and could earn around £60 a year while  

her  mal e c olleague was able to  c ommand a salary 

appr oaching £100 a year " . . · (Turner 1 9 7  4 p 68 ) 

This sugge s t s  that in 186 1 the f emale t eacher ne eded to A 

be at l e ast e qual to her male c ounterpart , and was paid 

substanti al ly l e s s . H i s torically women provided a cheap > 

supply o f  labour in the t eaching pro fe s s ion, and the que st ion 

can still  be  asked if thi s  d o e s  no t still  obtain today within 

a structured pay syst em . The expansion of co-education as a 

method of  organisation  appears  to have resul ted in a 

contrac tion  in the c areer  opportuni t i e s  for women, c ertainly 

for the role  of head ship . 

As  the 20th C e ntury began the c onc ept of  c o-educ ation 

became more  popular,  and the Bryce  Commi ssion r e c ommended in 

1895 that more  end owed and proprietory scho ol s  sho uld be 

co-educat ional . The Uni ted Stat e s  was c ited as an example 

of a flour i sh ing co-educational system . 

"This system has been tried with so  much suc c e s s  in 

o ther countr i e s  and to some extent in Great Britain 

itself , that we fe e l  sure its use may be extended 

without fear of  any und e sirable consequenc e s , and 
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pr o b ab ly with s o me s pec ial advant ages f o r  the 

f orma t i o n  o f  charac ter and general s t imulus to 

intellec tual a c t ivity . "  ( Bryce C o mm i s s i on 1895 p 285 ) 

The deve l o pment o f  c o -edu c at i o na l  s cho o l s  h ad been s pasmo d i c  

i n  the 19th Century, and was frequently determined b y  the 

l o c at i o n  o f  the s c ho o l , o r  the s o c ial c l ientele o f  the pupi l s. 

S i ng le sex scho o l s  were l i Ke ly t o  f l our i sh in the t owns, whi le 

mixed s ch o o l s  were needed in the s c at tered po pulat ions o f  the 

rural areas . The �owth o f  the sec o nd ary s cho o l s  invo lved the 

financ ial nec es s i ty o f  provid ing l arger s cho o l s  where women 

teacher s tended t o  be exc luded tram head sh ips and the teaching 

o f  male ad o les cent s .  (Dav id 1980 ) 

Co-educ at ion i s  now seen by many a s  enl i ghtened , 

pr o gre s s ive and c ompat ible with ideas o f  sexual equal ity . I t  

had been infrequent l y  develo ped in ac ademic and middle c l a s s  

s cho o l s  a s  a del iber ate ideal . The f i r s t  educ at ioni s t s  t o  

expres s the c a se for c o -educ at i o n  were the teacher s o f  the 

progress ive s ch o o l  movement . J . H . Badley, founder headmas ter 

o f  Bedales saw c o -edu c at i o n  as an integral par t  o f  the s cho o l's 

basic bel ief in balance and wh o lene s s  with emo t io nal and 

phy s i c al heal th being fo s tered t o gether with intel lec tual 

vigour, and in 1898 Bedales admi t ted girl s . I n  th is way 

Bedales o c cupies a s pec ial place in the c o ns truc t i on o f  the 

case for c o -educat i o n . I n  1923 Bad ley c l aimed that it was 

the first s cho o l  to apply the princ iple of c o -education 

throughout the who le range o f  the s ch o o l  years . A more 

detai led view o f  the develo pment o f  Bed ales as a c o-educat ional 

scho o l  is pro vided by repo rts of H . M . I s .  In their rep ort 

for 1902 the ins pec t o r s  s tated that Bedales , wh ich contained 
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91 b o y s  and 15 g i r l s  was 
''

no t a' m ixed s c h o o l' , but more a 

b o y s' s cho o l  where g ir l s' are adm i t t ed " . ( Publ i c  Rec ords 

Off i c e 1902 E . D . l09) In 1911 t hey c r i t i c i sed the 

i nadequate a c c ommodat i on for�r l s  and women teacher s and 

added that , "b o th i n  number and ab i l i t y , the m i s t res ses are 

overweighted by the masters: Thi s i s  in s ome ways dis­

advant ageous to the girl s" .  ( Pub l i c  Rec o rds O ff i ce 1911 

E .D . l09 ) By 1927  the number s o f  g ir l s  and boys were more o r  

l e s s  equal , but o n  the regular s t aff there were s�venteen men 

and onl y  nine women . The women tended t o  teach the younger 

chi ldren . D i fferenc es in att ainment were noted; "Gir l s  

tended t o  show super i o r i t y  i n  Languages , Li terature and 

H i s t ory: the boys in Mathemat ic s ,  S c ience and Ge o graphy . "  

( Platt and Platt 1919 in Woods p 4 0 )  

By 1919 there were s t i l l  o nly 2 2 4  out o f  the 1080 

secondary s c hoo l s  rec o gni sed as effi c ient , whi c h had be come 

c o -educati onal . Thi s was reco rded in the repo rt o f  the 

Co nsul t at ive Committee o f  the B o ard o f  Educat i o n  192 3  on the 

D i fferent iat i o n  o f  the Curr i culum f o r  boys and g i r l s  

respect ively in secondary s cho o l s . I t  al so c o ntained a 

number o f  rec ommendat ions whi ch c ould be c on s i dered sympathetic 

t o  c o ntemporary ideas o n  curr iculum . It sugges ted , "Equal 

quant i t ies of Mathemat i c s  for b o t h  sexes , and that girl s 

should learn Elementary Phy s i c s  and devo te more t ime t o  the 

analy s i s  and under s tanding o f  the works o f  l i t erature . Girls 

might learn \'Jo o dwork and boys Domes t i c  S c ience . 11 It 

recogni sed the important differences in temperament and emo t i o n  

and attr ibuted them t o  training and traditi o n . 

The Co nsultative Commit tee 1923 was indeed s ignifi c ant 
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to  the po sition o f  women in educational management , 

b e cau s e  it c olle cted the views of  teachers , mainly women , 

about mixed schoo l s . The women argued that mixed schools  

were in fact boy s ' s chools  with girls in  them , that women 

teachers and girls had no cho i c e  to  get invo lved in running 

the scho o l; that girls were shy in the pre sence of boys , and 

that g irls in girls s chools reached a higher standard than 

in c o-educational scho ols .  Many women teachers were in 

favour of single  sex schools  and support ed curricular 

difference s  for boys and girl s . In this  f orm of 

educational provi sion they could hope for a c ar e er and a 

share in the deci s ion m aking . 

However the movement for co-educat ion was strong and 

was linked by Ead l ey to a veneration o f  the family and it s 

adoption as the mod el  which the prosre s s ive  educati oni sts 

so.ught to emulate , such as , "The t e aching of boys and girls 

together is  the natural plan ,  fo llowing the l e ad of the· 

family . 11 (H ere ford in Woods  1903 p 60) The family· model  

adopted by  the supporters of  co- education required that the 

staff of co-educati onal scho ols  be mixed and this  was s e en 

to hav e  po sitive advantage s .  However they were not unaware 

that in attempting to reproduce the conditions o f  the 

family life they were al so reproducing an une qual divi sion 

of labour . Thi s was s e en by some as a tempo rary problem 

as perfe ct equality of  opportunity for h e ad ships was bound 

to follow . With the growth in mutual underst anding 

betw e e n  men and women who had been educated tooether , for , 

"Women must be  prepared to sacrifice  their own int ere sts  in 

the advance of  the common good . " (Wood s  1903 p 134 ) 
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Antagoni sts o f  co-educatio n ,  such a s  women teachers 

in girls schoo l s , re j e cted  the family mode l . The Association 

of H e admi stre s se s  d ebated  the i s sue of c o-education at it s 

c onference in 1905 . At the c onfe r e nc e Miss  Berger of 

Swansea  County Scho ol argued that the curriculum of co­

educational scho o l s  was �unlikely to b e  the b e st for girl s'. 

Co-education was good for boys , but girls suffered as girls 

were not pre pared to  ask que sti ons when  boy s were  pre sent . � 

( Pr i c e  and Glendary 1975 p 69) I n  c o-educati onal schools  it 

was considered that girls were apt to  re s ign " initiative and 

leadership to boys" . In 19 23 the o ptimi sm of Woods was not 

appre c iated by her crit i c s  in the A s s o ciation o f  He admistre s se s , 

who were able to point out that there  were only thre e  women 

headteachers of mixed scho o l s  on the Board of Educ ati on ' s 

grant l i st . ( Bo ard of Educ ation 192 3  p 154 ) Lat e r  in 1930 

Dorothy Bro ck rec ounted that the Prime Minister ' s  Committee  

on the Clas s i c s  of 1918 was c ompo sed of e ight e e n  men and two 

wome n .  "At interval s" she re called, the Committe e  "changed 

the word boys in the re port to pupi l s , and the committee made 

the mo st valiant attempt to remember that girl s existed and 

to  imagine what they looked like . "  ( Brock 19 30 p 29 ) 

The debate st ill continue s ,  be c ause the introduction 

of the comprehens ive school has b e e n  ac c ompani ed by a gre ater 

mov e towards c o-educ ation . However numerous studie s ,  

experime nts and report s  over the last ten  ye ars have 

que stioned whether co-education during the s e c o ndary phas e  

of education ne c e s sarily provide s  the e quality of  

educational o pportunity for both sexe s .  I n  p articular 

the provision for female pupils is  quest ioned by many 

educationi st s , who feel  that girls  are often discriminated  
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against both by the m ani f e st curri culum it s el f  and more 
di sastrously by the hidd en curri culum . A mal e writer on 

If 

co-education envi saged  c ompr eh ensive s chool s with head-
mast ers , whi l e wom en t ak e  the s econdary pl ac e  as s enior 

,, 

mi stress . ( Dal e 1 96 9  p 1 8 9 ) Dal e attribut e s  to  boys "the 

drive"  n e ed e d  for suc c e s s , wh ereas for a girl , " Th e  

comparative submi s siven e s s  an d  shyne s s  may b e  a factor in 

her mo re retiring and l e s s  phy s i c al ly active l i f e , l ess 

desire  for dominan c e , l e s s  incl ination to ac c ept po sts of 
Jt 

higher r esponsibility . ( p 8) H e  continu e s  that in the 

so cial ord er , mayb e nature  int ended  men to b e  the l ead er 

and women to p rovid e  the stabil ity , and therefore mixed s ex 

education i s  so c i al l y  advantageous b e c a  s e  thi s is  what it 

encouraged . Hi s as sumptions are ind eed controversial , but 

these  observations do r ai s e  the foll owing que stions . I s  

thi s the m e s s age  that e ducation transmit s to girl s: that 

they are not so imp o rtant as boys , and do es  it therefore 

undermine their  s el f  confid enc e  and l ower their este em? 

Do es their exp eri enc e  during their  years of education 

social i s e  them into the ac c eptanc e of  the ' s enior mi stress' 

rol e  in educational manag ement , even if  they d are to aspire 

to thi s l evel of ambition? 

C ertainly the ext ension o f  co- education do e s  not s e em 

to have b e en ac compani ed  by any advanc e in appointments fo r 

women in the teaching p ro fe s sion . In fact it has l ed to 

few er headship s for women . Financial advantag e - it i s  

che ap er t o  provide  o n e  s chool  than two - has b e en put forward 

as one of the facto rs whi ch encouraged l o c al autho riti es to 

ado pt a poli cy of co- educatio n .  The d ecline in the numb ers 
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of women in s enior po st s in the last�enty year s  could 

perhaps be linked w ith the introduction  of equal pay as a 

re sult of  which there was no financ ial advan�age to 

authorit i e s  to appo int women to the se po sit ions. More 

rec ently the e ffe cts of sex d i s crimination l e gi slation may 

have had an unexpe ct e d  e ffe ct: a l etter  to the T ime s 

Educational Supplement claims that one result of  this  has 

been , in one part of the country at l east , to enable 'Senior 

Mistre s s '  to be  c onve rt e d  to 'Senior Master '  po sts. ( T .I .S . 

13 . 7 . 84) I s  it po s s ibl e that the s e  two measur e s  introduced 

to benefit women may hav e  the o ppo s ite effe ct? This 

po ssibility coupled  with curri culum contraction in publ ic 

education , ne ce ssitat e d  by e c onomic re c e s s ion and population 

decline appe ar s  to  outw e igh the hope  for improvement in the 

position of women te achers  in e ducational management at the 

pre sent time . The I.L . E.A . app e ar s  to b e  the only education 

authority to employ a po sitiv e  policy toward s recruiting able 

women for po sitions in educational management . The I . L.E . A. 

and Brent hav e  appo inted  women as e qual opportunity officers  

to help to  develo p  equal opportunitie s  for boys and girls in 

schools and to organi s e  in-serv i c e  training cour s e s  for 

teachers . It i s  evident to o that a small minority of 

educationists and re s e archers are e xpre ss ing a growing concern 

for the car e e r  opportunities  of  girls and women. There is  a 

develo ping awarene s s  that the s e  probl ems which appear to 

prevent women from s e eking and fulfi lling the i r  true potential 

could be sustained through the ine qualit i e s  within the 

educational system , and they ne ed to be identified and 

corr e cted e arly in the experienc e  of  female s . 
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The Bryc e  Commi s s i o n , i n  it s re port in 1895, 
If 

considered that there was o ne alleged drawback to  mixed 

scho ols  . . . . namely, the lo s s  to gir l s  o f  not having the 

influence of a headmi str e s s . The princi pals of mixe d schools  

. . . .  are gene rally men, but there  s e ems to  be  no  reason why a 

woman who has the ne c e s s ary c apa c ity , knowl e dge  and organi sing 

power should not be re garde d  as  equally e l igib l e  for the 
11 

position . . . .  (Bryc e 1895 I p  160) The d i sadvantages of 

co-education , both to gir l s' s o c iali sation  and t o  the career 

structure of women , re c ogni sed  i n  1895 have not been  tac kled 

seriously sinc e . 

1:4 Gend er  and Pro f e s sional Statu s 

The relative pro port ion o f  men and women: of single 

women and marr ied women: of female head s  and mal e �eads have 

varied over time in respons e to government po l i c ie s , wars , 

population trends and e c onomi c c ircumstanc e s .  For example, 

"the 'Payment by re sults' syst e m  of  the 1862 Revi sed Code led 

to reductions in educat ional spending, teacher training and 

teacher status and was followed by an exo dus of men from the 

o c cupation" . ( Acker 1983 p 130) The word o c cupation 

appears to be linked w ith the h i storical perspe ctive in which 

it is  placed . T e aching would today be re ferred to as a 

semi-pro fe s s i on or a pro fe s s ion . Attribut e s  which 

distinguish a profe s s ion from an oc cupation are good 

academic entrance qual ifications , length of training, the 

complexity and uniquene s s  of  the skills  and knowle dge, and 

the quality of the e xperienc e  upon the individual when 

entrance to  the cho sen profe s s io n  is  gaine d .  

T eaching, a s  a prof e s s ion can be said t o  have had a 
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l ong and n o t  c ont inuously pro6r e s s ive fight t o  achieve status . 
As the quotation  from  Ac ker r e c ogni s e s, lack o f  status and 
female gend e r  are fre quently l inked - reduct ion  in status 
led t o  the exodus of men . Long t raining i s  expensive and 
thi s  would have b e e n  an impediment t o  drastic  me asur e s  taken 
to c o pe with unexp e c t e d  s ituat i ons . An example of  thi s was 
the emergency training of t e acher s  in  1945 after  the Sec ond 

W orld War . The basic  s ch o o l  cert i fi c ate pass e s  were not 

required and the l e ngth of  training was le ss  than the normal 

two years . However some writers  saw this  as an improvement 

upon the situation as it had previously exi s t e d . With two 

third s of tho se  trained und e r  the emergency training scheme 

being men, the balance  shift ed t owards men , and, " The 

profe s s ion shed  it s mas s of cheap untrained labour as the 

proportion of women in the old e lementary se c t or ( plus 

secondary modern ) dropped from 7 5% in 1900 to 6 5% in 1954 " . 

( . .  Tropp 1957 p 2 6 2 ) 

Even  the ful l  training c our s e  of  2 year s  was soon to  

be  considered inade quat e ,  and aft e r  1960  the c ourse was ext ended 

to 3 years . The graduate from the university course was 

considered qualified to teach upon graduation unt il the post 

graduat e education c e rt ifi cate b e c ame c ompul s ory in 1973;  even 

then science graduat e s  were e xempt from this regulation . A 

greater number of art s  than s c ienc e  graduate s  enter the 

profe s s ion  so the c orre lat ion between g irls ' lack of interest  

in Mathemat ic s and S c ience with the defici ency of opportuni t i e s  

for female s is  not l ike ly to b e  s ignifi cant . Career 

opportuniti e s  and status are frequently linked to  the quality 

of entry qualificat ions to a profe s s i on and the durat ion of  



27 

the train ing . The pub l i c  image of  teaching i s  therefore 
likely to  be  advers e ly affe cted if  the maj ority of the 
practit i oners  have re c e iv e d  a l imit e d  h igher  education both 
in duration and c ontent , and if the initial entry 

qualificat ions are n ot e qual to tho s e  o f  other pro fes sion s . 

It i s  n ot surpri s ing that organ isations  representing 

teachers have b e en act ive in campaign ing for a more 

profe ssional status ,  the rai s ing of entry qualification s and 

the exclusion of  unqualified teachers  from employment . The 

entry qualification s  now  inc lude 2 ' A '  l eve l s  and a 

compul sory pass at ' 0 '  leve l in English and Mathematics . 

The thr e e  years  B .  Ed . cours e  · .and the four years B .  Ed .Honours 

course have now e stablished the eventual all graduate 

profe ss ion . An e mphasis  on the s o c ial status and career 

opportunit i e s  afford ed t o  the teaching pro fe ss ion would appear 

to be important in re lation to  the recruitment of able  

students . A survey d e s igne d  to ident ify the po sition of 

teaching in the hierarchy of profe ssions/ o c cupations was 

conducted in 196 9 w ith undergraduat e s  in England&1H al e s , who 

were intere sted in te ach ing . The que stionnaire listed 

twe lve profe s s i ons/o c cupat ion s and stud ent s were asked to plac e 

them  in order of status . T e aching c ame be low doctor , lawyer , 

c ivil engineer and archite ct , but above l ibrarian , office  

supervisor , bank teller , foreman in industry , sale sman and 

skilled worker . In the c ategorisation of  the se  profe s s ions/ 

occupat ions there was a s ignificant c onformity in the 

identifi cation of status , although women to o k  a more  

favourable view of teaching than men . (Ke l sall and 

Ke l sall 1969) It remains to be s e en whether the rais ing o f  
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the qualifi c at io ns threshold w i l l  be  advantag e ous � 0  women 

or not . On  the o ne hand it  should l i ft t eaching from i t s  

status a s  a semi-profes s i on , but on t h e  other it  might mean 

a more pres t i gious and attractiv e  car e er for men and hence 

increase the compe t i t i o n . 

Ameri c an wri ter s  t o o , ofi·er the same low s tatus for 

the te aching pro fes s i on at present . I t  i s  sugge sted that 

it i s  not only the high pr oport i on of women whi ch give s , 

' the negative c onsequenc e s  for t eaching ' ,  but the 

bureau crat i c  nature of the work c ont e xt which is c onsidered 

to be compat ible with women ' s  trad i t i o nal characteri s t i c s  

whi ch inc lud e submi s s ivene s s , ac c e ptanc e of authority , lack 

of ambit ion , and nurturanc e .  ( Leggat t 197 0 )  Semi-

profe s s i ons named in the ' Semi-profes s i ons and the ir 

Organi sation ' ,  are s cho o l  te aching , s o c ial work , nursing 

and l ibrarianship . Al l ar e highly femini sed ( E t zioni 196 9 ) , 

and women are more willing than men t o  accept the bureaucrat ic 

controls  imposed upo n  them in semi-pro fe s s ional organisat ions , 

and l e ss l i K e ly t o  seek a genuine ly pr o fe ssional - status . 

Simpson & Simps on 196 9 )  This type o f  observation does  

little  to  enhanc e the image of  the pro fe ss ion or  the 

progres s i on of women wi thin it . However from the mid-

sevent i e s  greater  c oncentration appear s  to  have been dire cted 

into career opportunit i e s  with a growing awarene ss  of geud er 

divisions in t eaching careers , and the interact ing 

influenc e s  of sex , age and marital status on teacher 

invo lvement have b e e n  examine d . ( Lortie 1975 ) Lortie  

conclude s that fewer women in  their twent ie s ,  marri ed or 

single , be c ome d eeply invo lv ed with t eaching , as they are 
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' hedging their bets' �o cover contingenc i e s re lated to 

other aspe ct s of the ir l ive s . The  o ld er married  women are 

d ee ply serious about the ir work , and the old er single women 

are d ee ply inter e sted  in the ir worK , but are not so satisfied 

by it . He d o e s  not e quate  the low profe s s i onal status with 

the number o f  women , but he d o e s  ob s e rve that c ar e ers in 

teaching work out wel l  for tho se  with , " le s s  than ful l  

commitment " , from which they parad oxically gain a kind o f  

autonomy . 

British stud i e s  t o o  have b e e n  intere sted in career 

structure s  and s ex differentiated opportunit i e s have been 

examined . Lac ey c onsiders that the career structur e favours 

men , and that they dominate the higher po sts . H e  explore s 

the manner in which t e ach ers  are s o c ial ised  into ori entations 

to teaching , but he doe s  not que stion d ifferent experi enc e 

for men and women and the ir effe ct on c are e r  aspirations . 

( Lacey 1977 ) Another comprehens ive study o f  te achers ' 

care ers shows that men ar e promot ed  more quic kly and to better 

positions than wome n . The re s e archers attribute  the 

knbalanc e to the lower aspirations of women . ( H i lsum and 

start 1974 ) The lat e st study o f  teachers' c are ers , within 

a symbolic interactioni st framework develops the concept o f  

' career maps ' .  The conc lus ion drawn is that more senior 

positions go to mal e s ,  and the reason is that femal e s  do 

not apply . ( Lyons 1981 ) He does  however conc e d e  that 

promotions for women are conc e ntrated in st ereotypically 

female are as , and that many young women interviewed were 

dissatisfied with this c are er structur e .  

It is not only within the profe ssion that gender 
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divi s i ons have b e c ome apparent . They have al s o  b e en an 
i s sue within t eacher po l i t i c s  and unionisat i o n . Initially 
in the 19th Century se c o ndary scho o l  � e achers had separat e 
unions for male and female t e achers . In 1870 the union o f  

various e l ementary s cho o l  t e acher s '  as s o c iat ions took place . 

They formed thems elve s into the Nat i o nal Uni on o f  Elementary 

Scho ol T eachers . A s  they expanded they dropped the 

qualifying " e l ementary" ( Arm ytage 1964 ) : T oday the Nat ional 

Uni on of T eachers have v irtually two third s female member­

ship , but there i s  usual ly a pred ominanc e of  mal e s  on the 

exe cut ive c ommit t e e . I nd e ed a spe c ial conferenc e  was 

called in 1983 to c onsider e qual opportunitie s : its  

r e commend at ions covered the who l e  area o f  prof e s s i onal and 

union matters inc luding the provi sion o f  spec ial opportunities  

to  enable women t o  take an act ive and re sponsible part in  the 

affairs of the Union . ( T . E . S . 11 . 3 . 83 ) The National 

Asso ciation o f  Scho o lmasters  grew out of a split within the 

National Union o f  T e ache r s  over the is sue of e qual pay for 

women . The argument was that any union which attempted to  

repre sent both male and femal e members could no t suc c eed , 

because the two group s r e pre sent ed conflic ting int ere sts . 
-

Men , it  was a!gued , saw t e aching as a career and expe cted an 

inc ome c omparabl e  t o  that o f  a similar profes s ion , while 

women saw t eaching as an adequat e ly paid j ob and no t a career . 

However equal pay in the t erms o f  the same money for a 

part icular po sition on the salary s cale was introduc ed in 

1954  and ful ly implement ed  over a seven year period by 196 1 , 

but this do e s  not mean that women have been able to achieve 

as much in care er t erms as men . 
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1 : 5 Cul tur e , Curriculum and P edagogy 
" I t  has b een impli ci ty recogni s ed fo r some  time that 

t eachi ng , b ec aus e i t  recrui t s  l arge numb ers o f  women 
and b e c ause i t  has so many int ernal divi sions i s  ' 

ther e fo r e , a pro f e s sion whi ch diff ers from the 

pro f e s s i ons such as m edi cine o r  l aw ,  i t  i s  highly 

bureaucrat i c ,  has l ow status,  l i ttl e autonomy over 

cli ent s  o r  prac ti c e  o f  the o c cup ation and no defini t e  

knowl edge bas e " . ( D e em 1 978 p 1 0 9 ) 

D e em ' s  apprai sal summari s e s  all the i s su e s  whi ch hav e  

been di scus s e d  above , but her last claim , • no defini t e  

knowl edge base ' l ead s o n  t o  th e mor e  subtl e and covert 

question o f  what consti tutes  the s el e c t e d  ' schoo l  knowl edg e ' ,  

esp e c i ally the eff e c ts o f  the gend er divi sion o f  sub j ect 

areas and the s el e ction , o rganisation and d i s tribution of 

what is d efin ed as rel evant knowl edg e . The cont ention that 

the hi erarchy o f  knowl edg e i s  a s o c i al c onstruc t  refl e c ting 

the hi erarchi e s  o f  power i s  r el evant for the maint enanc e o f  

sexual strat i fi cation a s  for e conomi c stratifi cation . Th e 

former has no t produc ed as much int ere s t  as the economi c 

stratifi cation but evi d en c e  do e s  sugg e s t  that the curri culum 

is  de signed within ' Th e  mal e as norm ' framework , whi ch l eav es 

the f emal e as the defi c i ent  group . Thi s can be  compared to 

the d efic i t  mo del s of th e working class  wh ere t h eir 

subordinat e status is attributed to what Young sugg ests  i s  

through the stratifi cation o f  knowl edge that ' educ ational 

suc c e s s ' and ' failure ' i s  defined . H e  cond emns the 

unrelat edn e s s  of acad emi c curri cul a, whi ch ref ers to the 

ext ent. to whi ch they are ' at odds 1 wi th daily l if e  and 
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commo n experience  . ( Young 1971 ) C ertainly the curri culum 

has b e e n  increasin5ly identified  as  one o f  the maj or , 

� regulat o r s  o f  the structure of experience '' .  ( Hernstein 1971 ) 

Much analys i s  o f  the impact of  curriculum organi sat ion 

upon the format i on of gender ident i t i e s  cind re lati ons has 

c once ntrat ed on the forms t hat tho se  ' experimental bases ' 

take . (WalKer e t  al 1983 ) An are a  for c onsid eration appears 

to b e  ac c e s s  to the curri culum , for the e l ement s and 

te chni que s of culture are the or e t ic ally universally available 

through education , but l imitat i ons permeat ed through the 

soc ial and gend er div i s i ons deny i t s  transmi s s ion to all 

groups ,  for " Scho ols  have many subtle ways o f  ind i c ating to 

children which aspec t s  of culture they are suppo sed  to 

ab sorb - and which they are not - whe t�er by means of 

stre aming pup i l s  by abil i ty , counse lling , sub j e c t cho i c e  on 

the bas i s  of c las s , sex  or abi l i ty or some o ther manner" . 

(Deem 1978 p 22 ) 

Two c onc epts  are fre quently us ed  to analyse  the manner 

in whi ch mal e s  and femal es  are s o c iali sed - sexism and 

stereo typing o f  role . However the. se. d.re culture -based and 

var y in  thi1r appl ication from one s o c iety to another . When 

cons idering cultural hegemony i t  is important to ac c ept that 

the dominant culture i s  non-mono lithi c and no t uni-d imensional . 

There i s  a range o f  po ss ibilit i e s  and the control o perated  is  

not dire c t , but re sts  on  the ac c eptanc e within the 

cons c i o une ss  o f  individuals . The problems which emerge 

from a theory of a dominant culture is that the area betwe en 

soc ially determined ac tion and ind ividual fre edom is almo s t  

insignifi cant , because a s  Stenhouse ( l 96 7 )  contends , if  we  s e e  
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cul ture a s  the sol e factor shaping the b ehavi our and thinking 

of individual s and education as th e main transmi t t er o f  

culture , then education i t s el f  b ecom e s  no thing more than 

a pro c e s s  o f  indo ctrination . A range o f  po s sibil i t i e s  

certainly exi st ,  but it  i s  much easi er t o  ac c ept what i s  

cul turally an d  ideolo gi cally exp e c t ed rather than to oppo s e  

it , ther efor e  al though th ere i s  an el ement of cho i c e ,  th e 

negotiabl e area for f emal e s  would still app ear to b e  

narrow .  

The curri culum bo th manif e s t  and hidden i s  c entral to 

the idea o f  cul tural reproduc tion. There are o bviously much 

wid er i s sue s , but many of  the condi tions fo r change would 

app ear to b e  l inked to the curri culum. Rec ently there has 

been a great er emphas i s  on  th e n e c e ssity to chang e the 

sel ec tion , d i s tribution and avail abi l i ty o f  re sourc es  in 

education in order to redre s s  some of the g end er in equaliti es 

whi ch prevai l. Thi s i s  now b eing ac tively pursued in order 

to as s e s s  the p o s sibl e link no t only b e tw e en girl s ' und er­

achi ev em ent in some sub j e c t s , but al so in the pro j e c t ed 

exp e ctations and s el f  imag e  o f  the s e  young women . Thi s 

emphas i s  that the s tyl e o f  p edagogy al so has impli c ations 

on the so cial i sing pro c es s  of pupil s. " The girl s ' b el i ef 

that good teaching and learning cons i s t s  o f  wri ting notes  

and copying thing s from the bo ard as  oppo s ed to  di scussing 

thing s and thinking them through". ( Furlong 1 97 7  p 180 ) 

supports res earch studi e s  on clas sro om int eraction whi ch 

provi d e  evid enc e that girl s are ,  "reinforc ed for sil ence , 

for neatn e s s  and for conformi ty11 • ( Fraz i er & sa.dke:r! 

1973 p 93 ) I �  i t  p o s sibl e that ini ti ally the pro c ess  of  
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learning i s  und erdeve loped  in girls and the t e cnnique s of  

divergent thinking are thwarted? 

W i th i n  the c lassroom individual teachers have many 

different me tho d s  of pro j e cting the ir educational aims , but 

the ped agogy o f  an individual teacher is  re stri cted by his  

or  her own e ducation , and the etho s of  the scho o l . 

Th e curriculum can be  seen as an embodiment of a 

selec ted cul ture whi ch has been introduced during the 

evolut ion of  s o c i e ty . In  thi s way women have be c ome �e 

vi ctims and the agents o f  the cul ture , for they re produce 

what they have experi enc ed  as pupils . This b e c omes a 

continuous pro c e s s  o f  the transmi s s ion of  value s within schools  

which perpe tuat e s  the male de fini tion of  the hnowleage base . 

C an i t  therefore be po ssible that education is benign 

and neutral or d o  educati onal institutions prov ide a 

universali st i c  way o f  v i ewing the world which di storts and 

limi ts the dev e l o pment o f  women? Whi le it has been argued 

that the t e aching pro fe s s ion is  re0ard ed as low in status , 

because it has usual ly b e en a ' female pro fe s s i on ' ;  

examination o f  the curriculum can be said to d emonstrate 

th&t teaching may in fac t be a ' mas culine ' domain with male 

definitions o f  what c on s t itut e s  sc ienc e , history , po litics  

and other sub j e c t s . Ne i ther is the teaching profess ion 

fre e from the mal e de fini tions of  effic ient scho o l  management , 

and the nearer this move s toward s the industrial image the 

greater the male influenc e become s .  "There was and is a 

deliberate and continuing effort to move the s cho ol ' s  

admini stration and management from that of  a c o t t age  

industry or  small fac tory to that of  a mo dern co rporation '' · 
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(N at i onal C o nference of  \'/omen in Educational Po l icy MaKing 

1975 ) Thi s  group argued that the more s treaml ined the 

managerial struc ture has be come , the fewer are women 

leaders . I t  i s  the his torical deve l o pment o f  the 

managerial mystiQue whi ch has created boundarie s which 

exc lude women . Therefore as the s cho o l s  bec o me larger and 

more o f  a busine s s , tho se cho sen for admini s trative 

po s i tions are men . 

The organi sation of  educ at ion  by men in the intere s t s  

o f  men and at the expense of  women has been a c onsid eration 

for many years and i s  s t i l l  rel evant today . " 9796 of  the 

government o f  educat ion is male , and thi s  i s  no ac c iaent " . 

( Byrne 1978 ) � Though women ' s  par t i c ipation in the 

educational pro c e s s  at all leve l s  has increased in thi s 

c ountry thi s  parti c i pation remains within marked boundari e s .  

Among the mo st  important of the s e  bound ar i e s  I would argue , 

i s  that whi ch re serve s to men the c ontrol o f  the po l i cy and 

d e c ision making apparatus of  the eciucat ional sys tem" . 

( Smith 1978 p 289 ) Smi th ac knowledge s an increase o f  

womens ' partic ipat i o n  i n  the educational pro c e ss , but this  

invo lvement i s  no t progr e s s ive but arbitrary as the 

historical deve lopment il lus trat e s . "Where women have 

headed se condary s cho o l s , they have usual ly been girls ' 

schoo ls . The move towards  co-education in state schoo ls 

has reduced the proportion of head t e achers who are women11 • 

( Trown & Needham 1 981 p 41 ) H owever i t  can be argued that 

men have d e c id ed what education wi ll consist  o f , and women , 

who s e e K  only e qual entry to  the system simply seek  e qual 

rights to the education whi ch men have de signed t o  serve men . 
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For women , equali ty can only be synonymous wi th equal control 

of educ ation , and thi s mean s  that fai .r repre s entation of women 

in educ ational managem ent , bo th in s cho ols and at higher 

level s , i s  nec e s s ary in o rd e r  to e s t abli sh a m ore egali tari an 

soci ety . 

I f  thi s can b e  achi eved i t  will b e  the s e  f emale 

repre s entative s  who will be in a po si tion to influenc e poli cy 

in educ ati on ; to d ev elop their own s tyle , and to safeguard 

the equ ali ty of provi sion o f  edu c ational re sourc es  for males 

and females . I f  inde e d  they fail t o  i d entify them s elv es and 

female persp e c ti v e s  their elevation will have  b een in vain , for 

" wh ere some women have  ent ered the power struc ture 

they have  b e en required to d ep end on mal e approval and 

support fo r their p o s i tion s , and thi s has b e en one of 

the reasons that they hav e  frequen tly • to ed the male 

line ' ;  rather than d evelop their own .  Becau s e  of thi s ,  

women even in p o si tions o f  power do no t ordinarily 

repre sent women ' s  p ersp e c tiv e s . Th ey are tho s e  who 

have  pas s ed through thi s vigorous filter and th ey are 

tho se  who s e  wo rk and s tyle o f  conduc t have m e t  the 

approval of  the judges  who are largely m en . An� in 

any cas e  they are v ery few" . ( Smi th 1978 p 289) 

1:6 Conclusion 

Explanations for the current po sition of women in 

the manag ement of t e aching mus t  clearly loo k  to hi s tori c al 

fac to r s . However ,  thi s ov ervi ew has indic ated that i t  is  

no t merely a que s tion of time-lag which imhibi ts women ' s  

partic ipation . W e  hav e  s e en controversy , no t consensu s , 

about women ' s  education thro ughout the who le period o f  state 

educ ation . We  hav e  s e en vi ews expressed at least sixty 
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year s  ag o that c o - e d u c at i o n  l e ad s  t o  d i ff e r e n t i al sub j e c t 

ach i e v ement , d i ff e r e n t  c l a s s r o o m  int e rac t i ons , and d i fferent 

o p p o r tuni t i e s  f o r  w o m e n  t e ach e r s . Th e r e have emerged 

c e rtain p arad o x e s and p e ndulums w h i c h  influe n c e fe mal e 

care e r s  in t e ach ing . O n e  i s  th i s  �ue s t i o n  o f  c o - e ducati o n , 

whi ch in the o ry sho u l d  pro v i d e  g r e a t e r  e qua l i t y , but in 

prac t i c e  may re l e ga t e  b o th femal e pup i l s and f e mal e t e ac h e r s  

to s e c o nd ary r o l e s . S e c o nd ly , as i n  many o th e r . o c c upat i o n s , 

e qual pay and s e x  d i s c r i m i nat i o n  l e g i s l a t i o n  may h av e  had 

unfo re s e e n  and adve r s e  e ff e c t s  i n  th e ap po intm ent of wome n 

and the i d e nt i f i c at i o n  o f  s e ni o r  p o s i t i ons . A third paradox 

is that al though w o m e n  nume r i c al ly d om inate the t e aching 

pro fe s s i o n , the mani f e s t  and h i d d e n  curri culum s e rve · t o 

c onv ey mas cul i ne d e f i ni t io ns o f  t h e  w o r l d  and t o  promo t e  mal e 

ach i e v e me nt . A f inal i r o ny i s  th e incr e a s ing ' pro f e s s i o nal -

i sa t i o n ' o f  t e ach i ng , wh i ch thro ugh rai s e d  e ntry 

qual i f i c a t i o n s  and m o r e  ' sy s t e mat i c ' manag e r i al t e chnique s 

may make t e aching i t s e l f  a m o r e  mas cu l ini s e d  and c o mp e t i t iv e  

car e e r  d o main . 

I t  i s  c l e arly c ruc i al , h o w e v e r , to i d e nt i fy how 

t e ach e r s  ac tually p e r c e ive thems e lv e s and the ir c are ers 

within the s e  s tru� tural c on s t raint s ,  and t o  expl o r e  what 

curr e nt mo d e l  c an be drawn up to i l lum i nate t h e  p o s i t i o n  

w i th re gar d  t o  s e n i o r  manag eme nt, and thi s  i s  the a i m  o f  the 

pre s e nt s tudy . 
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CHAPTER 2 

RESEARCH QUEST IONS A1T)) METHODOLOGY 

2-l Promo t ion opportuni t i e s in s cho o l s . 

The change s in  s e condary education  and the 

intro duct ion of the c omprehensive s ch o o l  have pro duced a 

wider anQ mor e  d iver sified care er s tructur e  for te achers 

with mor e  opportuni t i e s  for promo t ion , but with fewer 

head ships  avai lable . R e c ently there has been  a c on­

traction  within the educat i o n  s ervi c e  due t o  falling rolls  

and e c onomi c cons traint s . The po s s ib l e  c onsequenc e of thi s 

has b e en great er adher enc e t o  the c ommon c or e  curriculum 

with c onsequently fewer o pportuni t i e s  for car e er advanc ement 

in some sub j e c t  areas . However there i s  a range of career 

goal s available and the o pportunity to b e c ome a head of 

department or a head o f  year can b e c ome e i ther an end in 

i t s e l f  or a stage in the c are er d ev e l o pment o f  individual 

teachers . Thi s would appear t o  give o pportuni t i e s  and cho i c e  

to  members of  the profe s s ion i n  the ir sear ch for j ob 

sati sfact ion and a career structur e . Thi s stru cture is  

c learly availabl e ,  but whe ther it i s  fully perc e ived by 

t eachers and parti cularly whether it  i s  perc e ived with equal 

c lari ty by men and women i s  a que s t ion t o  be c ons id ered . 

The s ignificance o f  gender in the identifi cat ion of role is  

al so  an important d imension . � A s chooling system that c laims 

to o ffer i t s  pup i l s  to deve l o p  their tal ent s and help 

toward s s e lf-d eterminat ion in the ir adult live s might be 

expe cted  to  have a care er structure that d emo nstrat e s  the se  

virtue s , one in which there was equality of the s exes  in 

po s i t ions of influence and leadership and no sex st ereotyp ing 

of r o l e s '.' (Ma.:rland 1982 p 42 ) 
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2-2 The S chools  in the survey. 

T o  examine the o pportuni t i e s for c are er advanc ement 

for women and the r o l e  o f  women in senior management , one 

hundred and twenty holders  o f  Scale  3 po s t s  and above , both 

men and women , from four large mixed  urban c o mprehensive 

s cho o l s , were int erviewed  and inv i t e d  to  c ompl e t e  

questi onnair e s . T wo o f  the scho o l s  were 11-16 scho ols  

whil s t  the other two  had retained the i r  VIth form : all were 

different in their d e s ign fac il i t i e s  and int ernal 

organi sation . 

School  A had b e en formed nine y ears ago by the 

amalgamat ion of ad j ac ent grammar and s econdary mod ern scho o l s : 

the buildings of both s cho o l s  are in current use and clo se 

proximity enab l e s  easy  c ommuni cation through the s chool grounds . 

The two deputy heads, one mal e and one femal e , and the senior 

mi str e s s  are r e s ponsible for the acad emic , past oral and 

admini strative structur e r e spe ct ively and each i s  ass i st ed 

by a t eacher on the s enior t e acher sc al e , whc teaches betw e en 

2/3 and 3/4 o f  a t imetabl e . In addition t e achers on Scale 

4 act as y ear tutors  with the day to day pastoral/ 

disc iplinary r e sponsibilit i e s  fo r the ir y ear . 

S cho o l  B i s  the r e sul t of two amalgamati ons . Twelve 

year s  ago neighbour ing grammar and s e condary mod ern s cho o l s  

were j o ined to form a large comprehensive schoo l .  A year 

ago thi s  s cho ol was j o ined with a small c ompr eh ensive ( ex 

s e condary modern ) s cho o l , and although at pre s ent the two 

site s are in use it i s  exp e cted  that the e ffe ct  of falling 

ro lls will  very �uickly enable  the school to b e  ac commodated  

on  the one s it e . The three  d e puty heads  ro tat e  th eir 
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re sponsibil i t i e s: the s enio r  teachers o r iginally appo int ed 

to heads of s cho o l  po s i t ions  are now r e sponsible for spe c ifi c 

administrative tas ks, whi l s t  day-t o-day past oral/di s c iplinary 

re sponsibil i t ie s  re st  with the year tutors  ( S cale 4 )  and their 

deput i e s  ( Scale 3), who al l share a very large office  which 

is  therefore pe rmanent l y  " manned" and ac t s  as a " nerve c entre"  

for  the s cho o l . 

S cho o l  C i s  a long e s tab l i shed purpo se  bui lt 

comprehensive s cho ol . The two male  deput i e s  are re sponsible 

for adminis t rat i o n  and curri culum re spectively whilst  the 

senio r  mi stre s s  fulf i l s  the tradit i onal ro le  with some added 

re sponsibilit ie s . Thi s traditional ro l e  i s  fre quent ly 

as soc iat ed with the sole  female in the hierarchy, whi ch i s  

the po s i ti on in thi s ocho o l . T h e  role  de fini t ion inc lude s 

the ' caring ' aspe c t s  o f  a s ex stereotyped role  such as girl s ' 

and female staff w e l fare, ho spitality for vis i tors, 

organisat ion o f  r e fre shment s, l iason wi th cante en and student 

grants .  Pastoral and di s c i pl i nary re sponsibiliti es  rest 

with the three  heads of s chool  - upper, middle, lower, -

holding senio r  t each e r  p o s t s, and their assi stant s ( senior 

master and senio r mi stre ss ) . The head of upper s chool  

includes the VIth form : in  h i s  r e s ponsibilitie s .  

Scho o l  D i s  based on a purpo s e  built  c ommunity scho ol, 

whi ch i t s elf  di splac ed two s e c ondary modern scho o l s  ten years 

ago . A year ago i t  was amalgamat ed with a small e r  comprehen 

sive s chool  which already o c cupied two s i t e s  and the scho o l  

i s  there fore at pre sent based o n  thr e e  sit e s  at distanc e s  

up to  a mile from each o ther , although fall ing rol l s  are 

expected to lead to concentration on two s it e s  and ultimate ly 
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t o  one s i t e . Two o f  the s e  thr e e  s i 't e s  hav e one mal e and 

one fe mal e de puty h e ad and the o th e r  has a s e n i o r  mas t er in 

charge w i th the i r  d e put i e s  on S c al e  4 .  

2-3  D i s tr ibut i o n  o f  Po s t s o f  Re spo n s ib i l i ty . 

Th e di st ribut i o n  o f  the po s t s  o f  re s p o n s i b i l ity in 

the four c a s e  study scho o l s  demons t rat ed l i t t l e  divergenc e 

in general from the pat t e rn o f  the organi sat i o n  o f  po sts o f  

r e s pons i b i l i ty w i thin s ch o o l s  d e s cribed i n  the findings o f  

the f o l l o wing D . E . S . Survey . Th e  fisur e s  given for the 

senior p o s t s  in c o mprehensive s cho o l s  in the c o untry as a 

who l e  are as f o l l o w s : 

T ab l e  2 : 1  D . E . S .  1981 ( Comprehensive S ch o o l s ) 

He ad D e puty H e ads Senior 
Teachers Se nior Mas t e r/ T e a cher Scal e 4 Scale 3 

M i s t r e s s  

3 , 074 86% 5 , 409  6 2% 5 , 1 3 4  83% 19 , 75 0 79% 28 , 443 
5 10 14% 3 . 3 1 9  3 8% 1 , 085 179v 5 . 297  2 1% 15 , 556 

65% M 
3596 w 

The f our s cho o l s  in my survey all had male headt e ach ers . 

There were s even de puty he admas t e r s / se nior mast e r , five de puty 

headm i s tr e s s / s e nio r m i s tre s s , and all heads of s c ho ol were 

male . There were e i gh t  men on s enior t e acher s c al e  whereas 

the re were only two women in this po s i t i o n . T wo mal e and two 

femal e se nior t e ach er po s t s  had b e e n aw arded for c l assro om 

' e xc e l l e nc e •  . 

As s e s s ing the factors why there are no t mo r e  women in 

s eni o r  manag ement p o s t s  it would s e e m ne ce s sary to consider 

both the r o l e  s p e c i f i c at i o n  and the age at wh ich the se po s t s  

ar e obtained . Thi s could re l at e to the further uneven 

dis tr ibut ion wh ich was fo und i n  th e s c al e  3 and s c al e  4 po s t s . 

There were 43 men to 13 women h o lding S c al e 4 po s t s  and 
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36  men t o  3 3  women in S c al e  3 p o s t s . I f  the effe c t  of  

falling roll l imi t s  promo t ion to  a step by step pro c e dure 

then i t  would appe ar inevitable  that more men apply for 

manage�ial po sts  then women , be cause they are already in the 

po s i tion to take the next s t ep . 

Tab l e  2 : 2  Distributi on o f  S enior Po s t s  in the 4 case study 
S cho o l s  

!Head Deputy H eads senlor 
Teachers  Senior Master/ T e acher S c al e 4 scale 3 

Mi str e s s  

4 lOO% 7 587u 8 80% 4 3  7 7% 36 52% M 
5 4 2% 2 2 0% 1 3  2 3% 3 3  48% w 

Re s earch under taken by the I . L .E . A . shows clearly that 

fewer women apply for managerial po sitions and thi s  subg e s t s  

that it  is  at S cale 3 that the knbalanc e begins . 

I . L . E . A . Tab l e  3 P . 3  Female and Male 
Table 2 : 3 T eaching Stat£ in _!h���_JI._ . . ( S e c ondary) 

Head De puty S eni o r  
H e ad T e acher Scale  4 Scal e  3 S c ale 2 

60% 5 7% 5 6% 59% 5 2% 4 6% 
40% 4 3% 34% 4l;o 4 8% 54% 

Scale 
42% 
58% 

In the U . S . A . i t  i s  a similar s c ene with few women 

bec oming principal s o f  s e condary s cho o l s . The pro portion 

decreased by 16% from 195 8 to 1968  ( C lement 1975 p 7 )  and 

l All 
50o.G 
507 

by 1971 only 6 . 5% o f  all s e c ond ary scho o l  principals and vic e­

princ ipals were women , even though the scho o l s  were all mixed . 

( Cro s s  & Task 1976 p 9 )  Simi lar figur e s  are shown in o ther 

countrie s . In New South Wale s , Australia the fi�ures  are 

even l e s s  reas suring . 

Tabl e 2 : 4  Distribution o f  S enio r  Po s t s  in New S outh Wal e s , 
Australia . 

rJiale Female T otal % Women 
Total Te achers 12 , 020 9 '95.2_ 21 , 979  45 . 3% 
Sub j e c t  Master; 

1 , 698 288 1 , 986 14 . 5, Mi stress  
peputy Principals 3 3 2  24 346 -6 . 9% 
tprinc ipals 276 3 7  3 1 3  11 . 8� 

M 
w 
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I n  New S outh W ale s , Au s tralia , an analys i s  was made 

of  the pro portion o f  mal e and female holders o f  ' promo tion 

po sit ions ' between 1 9 6 1  and 1 9 76 , and it  showed that the 

fi�ures  for female promo t i o n  were d e c lining , be cause the 

figur e s  for 1 9 6 1  were male 76 . 3% t o  female 2 3 . 7% in comparison 

to 81% mal e to  1 9% female in 1976 . ( Sexi sm in Education 

Committee  1977 p 5 8 ) 

2: 4 Data C o llection  

The  method u s e d  in this  r e s e arch was the case  study 

method whi ch invo lved interviews with 73 male and 4 7  f emale 

teachers . In  addition , the headteachers were asked different 

que sti ons fro m  the t eache� .  Thi s is  a very limited sample 

which included all but s ix o f  the femal e t e achers on Sc al e 3 

and above . Mo st  o f  the men in the se categori e s  were 

available at schoo l  A ,  B and C ,  but the added difficulties  o f  

making arrangements for intervi e ws a t  a wid e ly separat ed three  

site  schoo l  re sulted in only e i6ht men be ing interviewed in 

scho ol  D .  However , the numbers intervi ewed pre sent a 

reasonable balance betwe en men and women . 

Table 2 ·  5 P o st s  held  by tho s e  inte rviewed in my survey . . 
Scho o l  A School  B Scho o l  c School  D Total 

j0 CaJ.e 3 Male � l. l.  4 � 26 
Female 8 8 2 7  

ScaJ. e 4 Male 13 10 9 2 34 
Female 2 4 3 4 13  

Senior Male � 2 2 0 6 
Teacher Female 0 1 0 1 2 
Deputy 
Head Male 1 2 2 2 7 
Senior 
Mistre ss/ 
Mas ter !Female 2 l 1 1 5 

J.Vlal. e �3 2 5  17 8 73 
To tal !Female 7 14 12 14 4 7  

The aim was to  e stablish the plac e o f  women in the area  

of management and to  as s e s s  what o pportuniti e s  and programme 
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of  self  development are ne c e s sary to  achieve greater  suc c e s s  

for wome n .  The study obviously cannot make any c laims to 

represent the nat ional s ituation , but all r e c ent surveys in 

the are a  of  s cho ol management appe ar t o  have fo cused attent ion 

on the lack of  female t e acher s  in po s �ti ons of  policy-making 

within the educati onal system . 

The intervi ews w e r e  c onducted  during the Spring t erm , 

and during the int erview  the t eacher s  were asked additionally 

to comp l e t e  three que s t i onnair e s . Th e s e  que sti onnaires 

covered the thr e e  areas of  fir stly , the cho i c e  of t eaching 

as a car eer ; se condly , the fact o r s  r e levant t o  promo tion ; 

thirdly , the l ead ership styl e considered to  b e  the mo st 

sui table for a headt eacher . The first que sti onnaire asked , 

"What made t eaching at tract ive as a career  to you? " and 

required re spond ent s t o  react to  a list  o f  po s sible factors , 

using a single t i c k  if a factor  were  considered important and 

two ti cks if particularly impor t an t . The s e c ond que sti onnaire 

used a similar t i c k  l i st format , thi s  time in re sponse to the 

que stion , "What fac t o r s  are c onsidered to  be important to 

promotion above S cale 3 ? "  The l ead ership que stionnaire was 

derived from Halpin ( 19 6 6 ) and was d e s igne d to explore the 

two dimensions of , ' c o ns iderat ion ' and ' Initiating Structure ' .  

Cons iderat ion i s  the b ehaviour that invo lve s human re lati on­

ships and group maint enanc e :  initiating structure  i s  behaviour 

that involve s o rgani sing and direct ing work . It is  c ompo sed  

of  thirty d e s cript ive statement s o f  how leaders  may behav e . 

Re spond ent s were asked to  indicat e  on a five po int s cale the 

frequency with whi ch the mo st suitabl e type of headteacher 

should engage in the s e  practic e s . Copi e s  o f  the s e  



45  

que stionnaire s  are in appro priat e sect ions o f  Chapter 3 

and Chapter 4·  

While the preliminary aim was t o  e st ablish any overall 

pattern in r e s ponse s ,  the maj or fo cus was to di scover any 

signifi cant differenc e s  between male and female t eacher s in 

the ir indicat ions o f  priorit i e s . I t  is  po s s ible that di fferent 

emphase s in relation  t o  different appro ach e s  to  leadership 

could have career  implications for mal e s  and females . 

The interviews were re corded t o  enable  transcripti ons 

for the longer quo t ations , and to use the te achers ' own word s 

to illustrate res earch find ings . The sensitive nature of  the 

findings made c onfidentiality very important . The interviews 

differed in length according to  the invo lvement of  the 

part ic ipant . The interviews were conducted in the te achers ' 

fre e time , during lunch breaks , aft er scho o l  and , in the case 

of one female deputy , in her own home . There was an 

interview s chedul e  and all inte rviews were conducted ac cording 

to thi s  s chedule . The que st ions asked o f  e ach int erview e e  

were therefore ini t i ally ident i c al .  The que stions c overe d 

such t o p i c s  as role , qualificat ions , sub j e ct , age , care er 

planning and achi evement , ambit ions , j ob sat i sfact ion and 

constraint s caused  by family commitment s and local int ere sts . 

It was c onducted in a manner whi ch ensured that the re was a 

build up o f  informat ion which revealed the stages  of  the 

individual care ers , and al so provided the o ppo rtunity for 

teachers to relate personal expe rienc e s  about their own 

careers . They were able to make observations about care er 

opportuniti e s  or  the lac k  o f  them . A copy o f  the interview 

schedule can be found in Chapter 3 . 3 .  



46 

r t  i s  int end ed that informat i on from the se personal 

int erviews will form the basi s o f  an asse s sment to the 

que st ion o f  whether there i s  a subtle change in at titud e s  

i n  regard t o  w omen in  educati onal management . It i s  al so  

ne c e s sary t o  c onsid er how the ir experien c e s  c ould be made 

more relevant in order t o  ensure further promo tion if  thi s  

were de sired . 

Ther e  was a separat e que s t ionnaire for the headt eachers 

which was d e signed to e stabli sh if there i s  evid ence  of a 

more flexible approach deve lo ping o f  a woman ' s role in senior 

management in scho o l s . Headt e achers  were asked about re c ent 

appli c at i ons for s enior p o s t s , and if suitably qualified 

women c ame forward for s e l e ct i o n . As governo rs and 

inspectors  are pre sent at the int erviews  for senior manage ­

ment po st s ; headt eachers  were asked their o pinions about the 

qualiti e s  they thought governors and insp ectors  expected in 

management ro le s .  The headt eachers were als o  asked which 

spe cifi c areas o f  re sponsibility they considered more sui table 

for a man than a woman . A l i st o f  specific  re sponsibilit i e s  

was al so used , and heads  were asked to  indi cat e  what 

respons ibil it i e s  they would give t o  a senior woman member o f  

staff . The full d etails o f  the que stionnaire can be  found 

at the beginning o f  Chapt er 3 .  

In discussing the findings from the invest igation , the 

que st i onnaire and interview re sult s are not always pre sented  

separat e ly , but are used in  combinat ion in order to illuminate 

certain c entral theme s which emerged . In the se chapte� an 

attempt has been made to ident i fy factors whi ch might ac c ount 

for the re latively small number of women o c cupying senior 

' 
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management po st s i n  s e c ondary scho ols . The opini ons of  

headt eachers  are c onsidered t o  be  v ery important , because 

they o c cupy a very influent ial po sition in the select ion o f  

suitable candidat e s  f o r  management . They are al so invo lved  

in  staff apprai sal and s t aff d evelopment as  part of their 

own rol e . The att itud e s  and achievement s o f  both men and 

women were c ons ider e d  t o  be very valuable for an analy sis t o  

ident i fy sisnificant fac t o r s  whi ch e ith er aid or constrain 

ind ividual efforts  for promo t i o n . The o pen ended schedule 

was d e s igned to allow different int erpre tat i ons o f  

experi enc e s  and their relat i onship t o  th e structur e s  and 

organi s ations in which the se  t e achers pract i s e  their 

pro f e s s ional s kills  and the s e  c o mbined method s  of re search 

could provide s ome answers to  the que stion of  "why are there 

fewer women than men in manag ement po si ti ons in se condary 

scho ol s ? "  
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CHAPT ER 3 

PROMOT ION IN SCHOOLS - THE PO SIT IONS OF 

W OMEN IN RELAT ION TO MEN . 

3 · 1 The views o f  the H e ad t e achers - Why are women failing 
to reach t o p  management po st s ?  

The head t e achers were asked the fo l lowing que stions : 

l ( a ) What are the numbers of  men and women on the staff 

as a who l e ?  

( b ) What are the numoers  of  men and women o n  Scale  3 o r  above ? 

2 In r e c ent appli c at ions for s enior po st s ( i . e .  Senior 

T e acher or  above ) can you r e cal l  any d etai l s  of the 

number and quality of w omen appl icant s ?  

3 What qual it i e s  d o  you think Governors are looking for 

when  senior appo intme nt s are be ing mad e ?  

4 What qual it i e s  do  you think Inspectors  are loo king 

for when s enior appo intment s are be ing made ?  

5 Are there written j ob spe c Liicat ions s e t ting out the 

re sponsibilit i e s  o f  senior members of  staff? \vould 

you be  prepared to make them available?  

6 Are there spec ifi c ar e as o f  re spons ibil ity which 

you consider 

( a ) more suitable  for a man than a women? 
( b ) more suitab l e  for a woman than a man? 

7 would you be  pre pared to g ive a senior woman member 

o f  staff re sponsibility for 

( a ) 
( b ) 
( c ) 
( d ) 

� � �  
( g ) 
(h ) 
( i )  

the timetable  
c over for  absent staff 
curri culum development 
superv ision o f  probationer s 
te aching practice  
boys ' welfare 
girls ' welfar e 
boys ' d i s c ipline 
girl s ' discipline 
INSET 

and stud ent s o n  



( j ) 
( k )  
( 1 )  

�� � 
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car e e r s  guidance  
examinat ion admini strat io n  
arrangement s fo r s cho o l  vi s i t s  
ho spitality for vi sitors  
o rgani s at io n  o f  spe c ial event s 

8 Why do  you think that r elatively few of  the senior 

po st s in mixed s e c ondary s cho o l s  are o c cupied by women? 

The main r e sponse given in answer to the que stion " In 

rec ent appl i c ations  for senior manag ement po sts  can you recall 

any detail s of  the number  and qual ity of  women applicant s ? "  

was that very few women came forward for s e l e c t ion . This 

corre sponds with , " Women s eem will ing to apply in large 

numbers  for the l e s s  d emanding po st s , but preferred to leav e  

the maj or re sponsibil i t i e s  and tasks of  l e ad e r ship within 

the staff group to men" . ( Ri chard son 1973  p 2 3 1 ) It al so 

correlat ed w i th the 1 984 survey . ' Women ' s  Careers  in T eaching ' 

conduc ted  by the I . L . E . A . " Th e  average number of applicant s 

made during the l ast two year s  was nearly twi c e  as high for 

men as for women" in London . Thi s  was however qualified by 

the observation that men applied  on average , for int ernal 

po st s only sl ightly more frequent ly than women : thus the maj or 

differenc e lay in appl i c at ions for po sts  in o ther s chools . 

Thi s arous e s  spe c ulation about mo bility problems , perhaps 

conc erned with young families  where  the femal e i s  re sponsible 

for c o l l e c t ing th e children from scho o l . There i s  al so the 

familiarity with colleague s and the school , and po ssibly the 

lack of confidenc e in seeking promo tion in a new environment . 

Conc ernin5 the quality of  the women appl icant s in t e rms 

of  experi enc e and qualifi cations one head in my survey said , 

"They are no better , no worse than tho se  of  men . There being 

a smaller number the spread always seems larg e r " . This 

however do es  no t answer the que stion of  where the se women are 
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who should have reached the po int i n  the ir car e er s  which 

would now culminate in s e e king t o p  managerial j obs . 

My survey att empt s to s e e k  reasons for the Ynbalanc e  

and t o  di scover where  i t  begins . I t  also ho pe s t o  find some 

evidenc e o f  rec ent ac c eleration  o f  so c ial change which will 

help to count eract  the s ituation . C ertainly s ince thi s  

study began , the large st  educat ion  authori ty, t h e  I nner London 

Educat ion Authority , has publi shed the re sults of two surveys , 

which have highlighted  the s ituation . There i s  a balanc ed 

intake of  probat ioners so  it is logi cal to assume that some 

women must  stay on S cale 1 and many bec ome part-t ime teachers . 

The pro portion o f  men and women t eachers , who reach higher 

scales  is  s igni ficantly great er for men in the country as a 

whole as the figur e s  show in Table 2 : 1  on page 38 . 

Thi s illustrat e s  that a greater number o f  men are in 

the po sition to apply fo r promo tion at all levels and 

particularly for s e nior  management po sts . The headteachers 

in my survey felt that first and foremo s t  the reason why there 

are so few women in senior management i s, be cause: ' They do 

no t apply ' .  They put forward various suggestions to explain 

thi s: -

" Self perc eption  and an under-ratine:, of themselve s in women 

in the ' 3 5-50 ' age group " . 

"Not so pro f e s s ionally ambitious as men - other pro found 

source s o f  fulfilment " .  

" Child bearing and rearing interfere s with career  develo pment 

and pre s ents overtly practical pro blems : pro f oundly , the 

tension between child and family and loyalty to work" . 

"Women judge themselves  more strictly than men - they will 
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only take on something if  they b e l i eve they c an d o  it  wel l . 

Men want status and will , ' mudd l e  through ' wi thout worrying " .  

"Women have a more complex so c i al rol e  and r e c ogni se they 

they do not wish to give the t ime and energy that senior posts  

demand " .  

"At the time when men are re achi ng the prel iminary stage in 

their careers immediat e ly pri o r  to re aching S enior Teacher; 

Deputy Head l eve l , women often h ave family c ommi tment s . If 

they return to the ir c are ers , women have oft en mi ssed  thi s 

intermediary step  and might be  c o nside red too  o l d " . 

Although the s e  o b s e rvat i ons are d e signed to  provide 

clarity and t o  give c l e ar wel l defined answers they certainly 

do not sugg e s t  so lut i o ns . The genuine conclusion i s  that 

there i s  no d i s criminat ion ,  no pre j udi c e : that women have open 

acc e s s  to the s e l e c t i o n  pro c e dur e s . At thi s  level , thi s i s  

probably true , po s s ibly because the sele ction  t o o k  place at 

a far lower level in th e c areer pattern of women . The 

headt eachers ' analys i s  o f  the prob l em c an be condens ed into 

a few cat egorie s ;  family c ommi tment s , low s e l f  evaluat ion 

and a general reluctance to  und ertake t ime-c onsuming 

respons ibilitie s .  

The Headt eachers opinions of  qual i t i e s  l o oked for by 

Govenors and Inspe ctors . 

The head t e achers sugge st ed qualiti e s  appl icable t o  both 

men and wome n : integrity , courabe , t act , c onc e rn for children , 

' pre senc e ' ,  sense o f  humour , behavioural re spons e s , 

underst anding o f  current educat ional thinKing , strength o f  

character . Appropriat e  qualifi c at ions and experienc e are 

as sumed pre-re �ui s i t e s  for inc lusion in the short list  
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before governors encount ered the c andidat e s  at the int erview . 
Althouoh the s e  cons t ructs  for  personality would appear 

to be without any g ender  implicat ions i t  i s  proved by 

res earch that women , who exhibit qualit i e s , whi ch are judged 

to  be po s itive and c o mplimentary in men , are given negative 

ratings s imply b e c ause they are c onsidered to be ' unfeminine ' .  

' '�hen supervisors  w ere asked fo r verbal d e s criptions o f  

student s ,  mo s t  femal e stud ent s rec eived at least one 

negative c omment . Some o f  thos e  evaluations 

included  brusque , overtly assertive , no t self 

d i s c lo s ing enough , depend ent , lacking in confid enc e ,  

inflexibl e .  It s e ems that women were poorly evaluat e d  

when they met st ereotypi c  expectations . So , women 

were c aught in the double bind o f  ne edin� to func tion 

in ind epend ent , autono nomous ways that would no t 

violat e  the s ex-r o l e  expe ctations h eld o f  them '' · 

( Conoley 1 980 p 4 2 ) 

Perhaps one o f  my int ervi ewe e s  was aware o f  thi s when 

she said , "During the int erview , perhaps a women has to  act in 

a certain manner to obtain the j ob ,  but she will also have to  

be aware o f  the means o f  how she is  go in� t o  manag e the j ob 

itself . In fact it could be one manner to get  the j o b  and 

ano ther to  keep  i t " . The se were  the tact i c s  sugge sted by a 

female , who felt that there might be  discrimination in 

selection pro c edur e s . 

Shortlists  and Job Specifi cations . 

All had inc luded men and women in their short list s 

for senior p o s t s , except that in two case s ,  where the po sts  

were in academic di s c ipline s , and the L . E . A . policy  re stri cted  
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applications t o  tho s e  i n  the ' pr o t e ct e d  status ' within i t s  

reorgani sation s cheme , the re had b een n o  femal e applicant s .  

No  h e adte ach e r  would exc lude women from und ertaking 

specific re spons ibilit i e s  on ac c o unt o f  g end e r , " I  am a 

believer in the princ ipl e that all s enior staff should be g iven 

the opportunity to manage all areas  o f  management " . At s ome 

time mo st of the l i s t ed areas in the que stionnaire to  head­

teachers had be en und ertaken by b o th men and women in all 

scho o l s , although some r e servat i o ns w ere expr e s s ed . '' When 

personal problems r elat e t o  sexual matt ers then it  i s  often 

more appro priat e i f  they are d e al t  with by staff of  the same 

gender . Women t end t o  understand and be  able to  deal with 

girls ' probl ems and likewi se  men with the problems of  boys . 
" 

More po sitive ly one h e admast er said , " In my exp eri enc e 

teachers are no t g ender c onscious in their stud i e s . They 

respect compet enc e ,  g o o d  manageme nt , commitment , skill , hard 

work and pro f e s sional und erstand ing irr e spe c t ive o f  sex" . 

3 . 2 Ro l e  o f  the femal e D eputy H e ad/ Senior  Mi str e s s . 

The Burnham Committee  stipulated in suc c e s sive repo rt s  

that if , i n  a mixed s ch o ol the deputy head is  a man , one woman 

on the staff may c arry the title  and re sponsibility o f  ' Senior 

Mistre ss ' ,  and c onv e r s e ly , that if  th e deputy head is a woman 

then one man on the s taff may c arry the title  and re sponsibility 

of ' Senior Mast er ' . 

" Twenty years o f  staffing s cho o l s  has taut:,ht me that 

senio r  masters  apart from o cc asionally c anine boys , 

typi cally d e al with scho o l  o rgani sation , curri culum 

re construc tion , maj or admini stration , C . S . E . 

examinat ions and resourc e all o c ati on , while  senior 

mistre ss e s , typi c ally d e al with social funct ions , 
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pr egnant s ch o o l  g i rl s ,  d i ffi cult p ar e nt s ,  c o ff e e  for 

and ent e r t ai ni ng v i s i t o r s  and s ch o o l  at t endance . Equal 

i s  no t h e ld t o  m e an the s ame h e r e 11 • ( Byrne 1978 p 2 3 3 ) 

How e v e r  i n  furthan c e  o f  the s p i r i t  o f  the 1975  S ex 

Discriminat i o n  A c t , the provi s i o n  f o r  the s e n i o r  mas ter/ s enior 

mi str e s s  was omi t t e d  from the next Burnham Re p o rt ( 1977 ) . 

" I n th e gr owing l i t e rature o n  s cho o l  o rgani s at i o n  

insuff i c i ent att ent i o n  has b e e n  g i v e n  t o  the po l i t i c s  o f  po wer 

and the s t e r e o typi ng of ro l e  re sul t i ng from the mal e/ femal e 

inheritanc e we hav e  i n  sch o o l  mana5 eme nt " . ( Marl and 1984 p 16 ) 

Marl and c i t e s  that tne e x c e p t i o n  i n  thi s gap i s  the c omp e l l ing 

analy s i s  o f  the chang ing ro l e  o f  the Se nior M i s t re s s  at 

Nail s e a  S ch o o l , Bri s t o l  by E l i z ab e t h  Ri char d s o n . ( Ri chard son 

1973 p 2 2 7 , 3 82 ) She i nd i c at e s  that the narrow p e r c e p t i o n  

o f  the ro l e  o f  S en i o r  Mi stre s s  w a s  an imp e d iment to the 

growth o f  the s cho o l . The pro b l e m was that during the y e ars 

of e xpans i o n , the mal e d e puty and the seni o r  mi s t r e s s  were 

trapped in their s t ere o typed ro l e s  - the one as ' the 

admini strator ' and the o th e r  as ' the c ar e e r ' .  The fallacy 

o f  the senior mi s tre s s  is cri t i c i s e d  by M arl and , b e c ause he 

c l aims in th e l arg er c o mp l ex s cho o l  the introduc tion o f  the 

int erme d i a t e  past o ral y e ar heads o ft e n  f o r c e  the senior 

mi stre s s  out of the hi erarchical p at t ern . ( Mar l and 1974 ) 

However , d i s c u s s ions with the five women t e ach ers i n  

thi s are a  o f  manag ement pro vid e d  some evid e n c e  that a mo r e  

l ib eral appr oach t o  th e organi sation and fun c t i o n  o f  the 

femal e r o l e  i s  growing . The typi c al ho st e s s r o l e  app e ars 

to be an exp e c tation of the po s i t i o n , but femal e d e put i e s  

were unanimous i n  th eir o b s e rvat i o n s  that th e i r  ro l e s  had 
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al t er e d  and b e e n  ext end e d . One f emal e d e puty ment ioned 

that her j o b d e s c r i p t i o n  was inh e ri t e d from her pre­

d e c e s s o r , who had b e en in the p o st for almo s t  t en y e ars . 

The ro l e , howev e r  had ext end e d  a s  sh e had d ev e l o p ed her 

personal expert i s e in o th e r  ar e a s  o f  manag ement and she had 

mad e her o wn int erpr e t at i o n . Sh e f e l t  strong ly that as the 

only woman in the h i e r ar chy it was n e c e s s ary for her to b e  

abl e  t o  put t�he female po int o f  v i e w il , and i f  n e c e s s ary t o  

1 1 dig h e r  h e e l s  in " , in o rd er to influe nc e po l i c y . She 

enj oyed the are a of p e r s o nal , past o ral i nv o l v ement and fe l t  

that thi s  was a ' b e n e f i t ' rath e r  than a l imitation i n  the 

femal e ro l e . Sh e r e f e rr e d  t o  the " me chan i c al " a s p e c t s  o f  

manag ement a s  the '' unint e r e s t ing p art '' · I t  was th e id eas 

and curri culum are a  whi ch she found " f a s c inat ing " .  Howev er 

she had b e en on a time t ab l ing c o ur s e  in o rd e r  t o  b e  fami l i ar 

with th e pro c e dure . At th i s  s cho o l  the two male d e put i e s  

were re s p o n s i b l e  f o r  examinat ions and the t ime -tab l e , and 

the se w e r e  th e two ar eas wh ere sh e had no t b e e n  involved . 

T h i s  was no t alway s  the p at t e rn o f  d i s tribut ion o f  

ro l e s  within the s e  s cho o l s , and one scho o l  had introdu c e d  the 

rotating d eputy ph i l o s o phy . H e re the femal e d e puty head had 

exp eri enc e d  mo s t  ar eas o f  manag e me nt including boys ' 

d i s c i pline . The i d e a  h e r e  was t o  maKe a fre quent re-

as s e s sment o f  ro l e s  in o rder that all deput i e s  were abl e  to 

exper i en c e  d i ffere nt are as of mana5 ement . She co mment e d , 

' ' I  hav e  done all the admini strat ive tasks like c o n stru c t i ng 

the time-table and running the external and int e rnal 

examinat i o ns 1 1 •  H e r  ro l e  was i nd e e d ve ry flexibl e and she 

d e s cr i b e d  it as , ' ' R e al ly what I want to do , although the 
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H e ad l i k e s m e  t o  b e  ar ound and abo ut o n  the l o o k  o ut i n  a 

var i e t y  o f  way s , b o t h  o n  the s i t e  and i n  the n e ighbourh o o d  11 • 

There was evid enc e that h er expert i s e was ext ensive in many 

areas although she was s t i l l  young t o  b e  in thi s po s itio n , 

whi ch she had ac quir e d  aft e r  fourt e en y e ar s  i n  the pro fe s s i o n .  

The pas t o r al aspe c t  s t i l l  fe atur e d  strongly i n  her ro l e  and 

sh e e n j o y e d  the p e r s o nal invo lvement r e quir ed , 11 I  give 

gui d an c e  and b ac k  up the s t aff as a who l e , but hav e  part i cular 

exp ert i s e  in past oral and h ealth mat t e r s " .  R e c e nt ly sh e had 

revi s e d  the pro gramm e for the indu c t i o n  cour s e  for probat i oners 

and she was r e s p o n s i b l e  for al l st udent t e ach e r s  co ming into 

th e scho o l . Thi s d e puty s aw the ro l e  as a s t e p  to h e ad sh i p  

and sh e had mad e appl i c at i o n s  f o r  what she c on s i d e r e d  t o  b e  

the ul t imate r o l e  i n  h e r  c are er . 

I n  Scho o l  A ,  in my survey , whe r e  th e r e  were two women , 

one as d eputy h e ad , and the o th e r  as s e nior mi stre s s , the 

de puty h e ad was r e s p o n s i b l e  for th e pasto ral ar e a . The 

s enior m i s t r e s s  c o v e r e d  th e admini strat i o n  ar e a  and the mal e 

d e puty was r e s po n s i b l e  for the a c ad emic st and ard s .  Each 

d e puty had a s en i o r  t e acher d e s ignat e d  to h e l p  wi th the 

re sponsibi l i t i e s whi ch th e ir ar e a  invo lved . The j o b 

d e s cr i p t i o n  for bo th femal e s  inv o l v e d  many ar eas whi ch would 

hav e  b e en ' mal e  t errit o ry ' in the o l d  ac c e p t e d  ' s en i o r  

mi s tre s s ' ro l e . 

One pro b l em , wh ich b e c ame appar ent during int erv i e w s  

with s o m e  o f  t h e  o ther female memb er s  o f  s t aff in th e s e  c as e  

study s cho o l s , was that the femal e d e put i e s ' own c o l l e ague s 

were reluctant t o  acknowl edge at l e as t  fo r them s e l v e s  th e 

po s s ib i l i t i e s  o f  the changing i mage o f  women in manag ement . 
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The perception o f  the s enior mi stre s s  ro l e  was frequently 
the ' pastoral image ' .  Thi s is apparently no t uncommon , 
be cause in the T odd & D enni son survey ( 1 9 5 0 ) a s p e c ific ro l e ­
conflict conc erned f emal e d eputie s .  

"A number o f  both s exe s , r e port e d  that they thoubht 
colleague s would l i ke to s e e  them devot ing more t ime 

to staff and the i r  probl ems . However it was a po int 

mad e part i cularly by the women , who , d e spite  their 

determinat ion  to  abandon their traditional s enior 

mi str e s s  ro l e  mainly conc erned with 5irl s ' d i s c ipline 

and female st aff welfar e at a fairly trivial l evel 

found their c o l l e ague s ,  reluctant to allow them to do 

so . Members  of staff ant i c i pated that women deput i e s  

would give s o m e  s o c i al-emo t ional leadershi p , whereas , 

l ike their male c o l l eague s ,  they have tended  to opt 

for task-instrumental ro l e s . The evidence o f  thi s  

survey i s  that they have i n  their view , opted 

suc c e s sfully , and as members o f  management t e ams they 

can be  s o l e ly responsible  for a spe c i f i c  area and can 

be  invo lved in po l i cy d e c i s ions affect ing all aspe c t s  

o f  scho o l  l ife " . ( _p 31 6 ) 

These  inde ed were the exac"t fina ings o f  my survey , and 

hopefully the o ther alt e rnat ive i s  b eing d i s couraoed . I t  i s  

hoped that the new imag e  o f  women i n  management w i l l  b e  g iven 

vi sibil ity , and that the ir own female c o l l eagu e s  will ac c ept 

it as a progr e s s ion in the career opportuni t i e s  for women fo r 

"Many women deputy heads have in the pas t found 

thems e lves  exclud ed from educational manag ement 

which their experienc e has fitted them for and 
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and confined t o  tasks invo lving the sup ervision o f  

girl s , the c ar e  o f  s i c k  and injured  children and the 

supervision o f  arran0eme nt s for ho spi tality . If  a 

head ident ifie s the curriculum sub-sy s t em with 

l earning , the man d e puty is frequen�ly put in char�e 

of that s tructur e " . ( John 1983 p 6 3 )  

I t is  obvious , b o th from my survey and from the Todd 

& Dennison ' s  survey ( l980 ) , that women in senior management 

are o pt ing for t as k-instrumental rol e s  and a full share in 

educ at ional management and policy making . Progre ss is indeed  

be ing made , and thi s was  ind i c a� e d  in my survey both by the 

nature of the rol e s  o c cupie d  by the five d eputy h e ads/senior 

mi stre ss e s , and by their o wn ideas and awarene s s  of the chanbe 

whi ch has taken place in the last  10-12 years particularly . 

However until this image o f  women in management be ing tied to � 

pastoral role i s  c ompl e t e ly d is p er sed  so that othe� women 

teachers no l onger s e e  thi s as an ultimate go al for women 

administrators , the way forward for women to  pari ty o f  

performance with men i n  e ducational management will no t be 

ac compli shed . The rewarding dis covery however i s  that the 

five women in the se  po s i t ions in my survey were in no way 

relegated to  this re stric ted  ro l e . The T o dd & Dennison survey 

als o  reaffirmed thi s finding . Lyons ( 1981 ) ,  in his survey 

al s o  found that 

nMany o f  the youne;,er femal e te achers had , at interview 

indi cat ed their d i s s at is faction with t�e c areer 

struc ture traditionally o ffered to  women in scho o l s  

very forcibly , and had expr e s s ed , somewhat emo tively , 

that they were not go ing to  end up do ing the j ob 

o f  the traditional s enior mi s tre ss and , more 
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pertinently , behaving l i ke the traditional senior 
mi str e s s 1 1 • (p 1 1 5 ) 

3-3 Care ers and Promo t i o n  

Aft er the s p e c ific  t o pi c s  discussed  with the Head­

teachers and the Deput i e s , all the int erviewe e s  exc ept the 

Heads  ( 120 in all )  re spond e d  t o  quest ions relating to  care er 

planning , care e r  percept ions and promotion  pro spe c t s . A 

copy o f  the int erview s che dul e will be  found at the end o f  

this section . We  need first o f  all t o  clarify what might 

be meant by a ' care er'  . 

It  has b e en argued  that p e o pl e  will no t ac c e pt 

unc ert ainty . They will  maKe an e ffort to s truc ture it no 

matter how po or the mat erial s  they have t o  worK with and no 

mat ter how much the expert s try to d i s c ourage  them . (Ro th 1963 ) 

A career struc ture c an emerg e and develop  in thi s way even 

with no defini t e  t imetable  or stag e s . The observat ion o f  

o thers who are experi enc ing o r  have experienc ed  the same 

serie s o f  event s ,  will provide a bas is  fo r c ompari son . In 

this  way no rms d ev e l o p  for the ent ire group about when event s 

should take place . When many people  go through the same 

seri e s  of event s , we speak o f  this  as a care e r , and the 

sequenc e and t iming o f  event s as the ir career t ime table . 

(Roth 196 3 ) Ro th fo cuse s att ention upon ' t ime ' in relat ion 

to ' time tabl e s ' as a cruc ial factor in the ana�y sis of care ers . 

A career time table  is  a tight production schedule , which 

no t all tho se following the career path can keep up with . 

( Ro th 196 3 ) In thi s way , it s e ems that a care er can be 

spl it up int o  ' bl o c ks of time ' and pro0re ss  can be  measured 

in comparison with 'reference groups ' . However the c onc ept 
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o f  ' shifting persp e c t iv e s '  i s  a method in which the time 

factor  is ext end ed when a stag e  i s  no t r e ached wi thin a 

given time . 

There are o ther important c oncepts  for understanding 

care ers : two o f  whi ch are ' si tuational ad jus tment ' and 

' commitment ' .  The pro c e s s  o f  situational ad j ustment in 

whi ch individual s take on charac t er i s ti c s  required by the 

situations they part ici pate in provid e s  a wedge int o the 

problem o f  change . Situational ad j ustment produc e s  

change s :  the person shi ft s his  behaviour with each shift in 

the situat ion . Commi tment produc es  stability : the person 

subordinat e s  imme diat e  situat ional int e r e s t s  t o  the goal s  

that h e  seeks  out s id e  the si tuati on . ( B e c ker 1971 ) The 

commitment allows the individual to re j e c t  the other 

situati onally feasible alt ernative s ,  because the ' valuabl e s ' , 

the '' side bet s '  he  has inve sted  in the pre sent situat ion 

would be l o st . Att ention i s  brought to this  probl em even 

when moving within the same scho ol  from a po st  in a sub j ect  

department to  a welfare or pasto r  al role . ( Ri chardson 1971 ) 

The same difficulty exi st s , but perhaps even more so , when 

moving from a sub j e ct p o st to  an admini strative po st . "Do e s  

transition between c areer stag e s  ( for example from classro om 

to  admini strat ion ) invo lve either change of re-emphasis  o f  

value s ,  and will thi s for some prove difficul t ?  if not 

impo ssible? " ( Lyons 1971 p 1 7 )  The further que stion for 

this survey i s  whether such ad j ustment s and transitions afi e c t  

the sexes differently . 

My considerations o f  the po s sible factors  affe cting 

promotion is bas e d  upon the respons e s  o f  the one hundred and 

twenty t e achers to two que stionnaires and to the personal 
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interviews . C o pi e s  o f  the que st io nnair e s , to6ether wi th 

a copy o f  my s chedul e for the int e rviews are cont ained on 

the fol lowing page s .  

The factors are grouped  into tho s e  whi ch may be 

considered internal i . e .  att itud inal , personal , individual 

et c . , ( d i sc us s ed in s e c ti on s  3 ,  3. l - 3 ,  3� 6) and tho se whi ch 

may be c onsidered extrinsic  i . e . , ext e rnal , vi sibl e , 

structural et c . , ( d i scussed  in s e c t i o n  3 ,  � 7 - 3 ,  � 12 ) 

Perc ept ion of  Fact o rs Aff e c t ing Promotion . 

The t e achers int e rviewed were asked t o  c onplete a 

que stionnaire c ont aining a l i st o f  s event e en fact ors whi ch 

may influence promo tion pro spe c t s . They were asked to 

place a t i ck against tho s e  fac tors  they c onsidered to be 

relevant to t e achers  in a s imil ar po sition to their own , and 

to plac e a se cond t i c K  against the factors which they 

consid ered to be part i c ul arly relevant . 

The t icks placed against e ach factor were to talled 

separat ely for men and women and divided by the number of 

each sex int ervi ewed in o rd e r  to c o unteract the d i s crepancy 

in numbers , i . e . , :  

for factor ( a ) men ' s to t al x ti c Ks : women ' s to tal y t i c ks 

proport ional weight ing men ' s to tal � : women ' s total� 
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1 Length o f  t e aching s e rv i c e s  in 
a particular s cho o l  

2 Length of  t e aching experience  
3 Experienc e in a number of  

s chools  
4 Be ing a graduate 
5 Having a s ea otld J.�gree 

6 Shortage sub j e ct 
7 Pastoral experti s e  
8 Suc c e s sful pupil examinat ion 

re sult s  
9 Go od classroom control 

10 Admini s trat ive abi l ity 
11 Recent In-Serv i c e  training 

attendanc e 
12  Part i c i pat ion in extra 

curri cul ar ac tivi t i e s  
1 3  Ke eping pac e with educational 

ideas 
14  Conforming with v iews of  

inspe ctors/advi sers  
1 5  Good  relat ionship with the  head 
1 6  Having a strong personal ity 
17 Be ing a parent 

Men 

3 5  . 480 
61  . 836  

82  1 . 12 3  
6 6  . 904 
1 5  . 205 
5 0  . 6 85 
5 4  . 74 0  

6 2  . 84-9 
7 5  1 . 02 7  
9 0  1 . 2 3 3  

7 3  1 . 000 

79  1 . 082 

88 1 . 205 

3 2  . 4 38 
5 5  . 75 3 
7 3  1 . 000 

7 . 096 

Women T o tal 

33  . 702 68 
4 2  . 894 103 

'Sl 1 . 085 1'5'5 
33  . 702 99 

7 . 149 22 
31 . 660  81 
5 0  1 . 064 104 

27  . 574 89 
4 7  1 . 000 122 
52 1 . 106 142 

34 . 72 3  107 

49 1 . 043 138 

5 8  1 . 234 146  

2 9  . 6 17  61  
43  . 915  98  
4 1  . 872 114 
12 . 2 5 5  19 

The re sultant figur e s  were t hen used ( a ) to c ompare 

the re lative importance attached to  part i cular fac tors by men 

and women , ( b ) to compare the o rd er of importanc e in whi ch men 

and women perceived the various fact ors . 

Men and women placed the fac t or s  in the following 

order , and many of the se  factors hav e  been used  in c onne c tion 

with the remarks mad e  during my int erviews with the t e achers 

in my survey . 



Men 

1 Admini strative abil ity 

2 Ke eping pac e with 
educ ational ideas 

3 Experienc e in a numbe r  
of schools  

4 Partic ipation in  extra­
curri cular ac t ivi t i e s  

5 Good classroom control 

6 Having a strong 
perso nality 

7 Rec ent in-serv i c e  
training 

8 Being a graduat e 
9 Suc c e s sful pupil 

examination re sul t s 
10 Length of  teaching 

experienc e 
11 Good relat ionship with 

the H e ad 
12 Pastoral expe rt i s e  
13 Shortage sub j e c t  
14 Length of t e aching 

servic e  in part icular 
school 

15  Conforming with v i ews 
of inspe cto rs/advi sers  

16  Having a s e c ond degre e 
17  Being a parent 
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Women 

1 Keeping pac e with educati onal 
i d e as 

2 Admini strat iv e ability 

3 Experi enc e in a number of 
scho o l s  

4 Pastoral expert i s e  

5 P arti c ipat ion  i n  extra 
curri cular act iviti e s  

6 G o o d  clas sroom control 

7 Good  relat ionship with H ead 

8 Length o f  t eaching experienc e 
9 H aving a strong personality 

10 Rec ent in- s ervi c e  training 
att endanc e 

1 1  Length o f  t eaching s erv ice in 
a part icular school  

1 2  B e ing a graduat e 
1 3  Sho rtage  sub j e c t  
14  C onforming with views of  

inspe ctors/advi s ers 

15 Suc c e s sful pupil exam re sult s  

16  B e ing a par ent 
17 Having a se cond d egre e  

I n  giving their views o n  the r elative  importanc e o f  

1 7  fac tors rel evant to promo ti on b eyond S c al e  3 ,  men and women 

agre ed that the thre e  most  important were admini strat ive 

abi lity , keeping pac e w ith e ducational ideas , and experi ence 

in a number  of  s ch o o l s , although their order of priority 

differed slightly . The  difference s  are to be  found in the 

importanc e att ache d  to pasto ral experti s e  ( rated 4 th by women 

and 12th by men ) ; g o o d  re lationship with the H e ad ( rat ed 7th 

by women and 11th by men ) ; having a stron� personality ( rate d  

9th by women and 6 th by men) ; being a graduat e ( 11 th by women 

and 8th by men ) . 

These  differenc e s  could indicat e  different aims in 

promotion . The mo s t  significant differenc e b e twe en the 
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answers of men and women was the importance  att ached to 

pastoral expe rt i se . I t  would appe ar that many women are 

thinking of  promo t ion  in th e pastoral sphere , or  that they 

consider thi s asp e c t  of the ir work as a very important area . 

Pastoral care i s  frequent ly relevant to bet t er academi c 

performanc e in student s ,  b e c ause  o f  i t s  support ive nature . 

Women however l ai d  l e s s  stre ss than men do bo th 

on pers onal acad emic qualificat i ons and on academic  suc c e s s  

in the clas sro om as measured by pupil  examinat ion re sult s . 

Women are mo re c onc erned 
a: ne\. p hcecl· 1..r 

Head ,�hi5her than men �d 

about �go o d  relat ionship wi th the 

on the l i st . Ne ither men nor 

women are prepare d  to plac e ' confo rming with the views of 

the inspectors/ adv i s ers ' high on the list , whi ch sugge sts  

that they are e�ually s c e pt i c al about thi s be ing a factor  

whi ch affe c t s  promo t i on . 
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Schedule o f  the I nt e rview 

School 

Name 

Scale  

Appointment 

Qual ificat ions 
Degree/Di ploma 
Teacher Training 

Service  

CONFIDENT IAL 

Length of  serv i c e  ___________ yr s 
Serv i c e  at pr es ent 
s cho ol yr s 

-----------
Service  in pre sent 
post ____________ yr s 

Memorandum 

Int ervi ew T ime 

start Fini sh -----

Main Sub j e c t  

Add iti onal Sub j e c t s  

Spe c ial intere s t s in Schoo :  

Interview date 

Analy s i s  compl eted  -------
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Und er 25  2 6 -30 3 1-3 5  36-40 41-4 5  
All Scal e  3 and above  

1 .  Would you please  t i c k  the 
appro pri at e age r ange 

46 -50  5 1-5 5 56 -60 

6 1-6 5  

2 .  Was t e aching your fir st cho i c e  o f  c are er? 

3 .  When you b egan your t e aching car e er did you 
have any c l e ar i d e a  of car e e r  aims?  

4 . Did you plan your car e er?  l; l From the  beginning . 
As  it  evolved . 
Not  at all . 

5 .  Have you any family commi tments?  

6 .  Has thi s  re stri c t e d  your j ob mobility? 

7 .  How many y e ars did  i t  t ake  you to  
reach Scal e  3 po s t ?  ________ years . 

8 .  Has promo t i o n  at any time in your care er  involved moving 
to another part o f  the country ? 

9 .  Have re straint s such as expens e of  moving hous e , educ ation 
of children e t c . , det erred you from applyin5 for j o bs away 
from your own are a? 

10 . Have you gained j ob sat i sfac tion from your care er? 

11 . Have you attained your status in the ·pr o f e s sion that you 
had hoped for? 

12 . If  no t ,  to  what do you attribut e lac k  of suc c e s s ?  

13 . What ro le  would you c onsider t o  b e  your ultimat e aim? 

14 . Why? 

15 . Have you had a break on your teaching career? 

16 . What reason and fo r how long? 

17 . Did you re-ent er t he pro fes sion on the same scal e  that 
you held when you left ?  

18 . Was it your own choice  that you ac cept ed a lower scal e ?  

19 . What was your reason? 
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20 . Which st ep was the mo st diffi cult when s e eKing promo t ion? 

21 . Did you cho o s e  pastoral or  acad emi c paths for promotion? 
Pastoral/Academic . 

22 . Leadership styl e 
Which leadership styl e do  you think you u s e ?  

Syst ems ori entated/ 
Peop l e  orientated  

23 . Do  you think you  u s e  thi s parti cular styl e b e c ause it is  
connected with  your per sonali ty/ sex . 

24 . What in-s ervi c e  cour s e  have you attended r e c ently? 

Were they c onne c t ed with management? 
pastoral ? 
sub j e c t  area? 
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3 3 · 1Factors attract ing t e acher s  to  the profe s s ion 

The teacher s  int e rviewed were asked t o  c ompl ete  a 

a que stionnaire c ontaining a l i s t  o f  17 fac t o r s  which might 

have made t eaching at tractive t o  them as a career . They 

were asked to plac e a t i c k  against any of the fac tors they 

considered importan t  and a s e c ond tick  against any they 

considered particularly important . The number  of  t i c Ks 

plac ed against each fact o r  was t o t alled separately fo r men 

and women and divided by the numb er  of each s ex interviewed 

in order to c ounteract the d i s cre pancy in numbers . 

i . e . , for fac tor ( a )  men ' s total x t i cks : women y ticks 
X proportional weighting men total� 

Men 73 Prop 
Weighting 

1 .  Academic sub j e c t  int er e st 
2 .  En j oys contact with children 
3 .  Enj oys th e actual t e aching 

pro c e s s  
4 .  Family history o f  t eaching 
5 .  Generally liKed the j o b , 

disliked ·  alt e rnative s  
6 .  Worthwhil e j ob-vo cat io n  
7 .  su�b est ed by o thers 

69  
80 

75  
11  

26  
49  

9 
8 .  Always want ed to  be  a t eacher 24  
9 .  Working conditions (hol iday ,  

hours et c . , )  
10 . Job security 
11 . B e st career for marr ied  women 

29 
44 

12 . Drifting into t eaching , no 
parti cular reason 8 

13 . Was aware of  career  
po s sibilities  43  

14 . Status of th e profe ssion 9 
15 . Admired own t e achers at scho o l  18 
1 6 . Wanted  int e l l e c tual 

st imulation 44 
17 . Contact with c o l l eague s 26 

. 932 
1 . 096 

1 . 02 7  
. 1 51 

. 3 5 6  

. 6 71 

. 12 3  

. 329  

. 397 

. 603 

. 110 

. 5 89 

. 12 3  

. 24 7  

. 603  

. 3 5 6  

Women 4 7  

31 . 660  
55  1 . 1 70 

5 3  1 . 1 2 8  
9 . 1 91 

17  . 326  
3 7  . 782 

7 . 149 
24 . 5 11 

18  . 383 
27 . 57 4 
12 

4 

1 9  
19  
2 3  

1 9  
24 

. 2 5 5  

. 085 

. 404 

. 404 

. 489 

. 362  

. 5 11  
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The r e sultant figure s were then used  ( a )  t o  c ompare the 

relative importan c e  att ached t o  part i cular factors by men 

and women and ( b )  t o  compare the order o f  imp o rtanc e men 

and women att ached t o  the various fac t o rs . 

The Que st i o nnaire asked ' What mad e t eaching 

attractive to you? ' 

Men 

1 Enj oys c ont act with 
children 

2 En j oys actual t e aching 
pro c e s s  

Women 

l En j oys contact with children 

2 En j oys ac tual t eaching pro c e s s 

3 Acad emic sub j e c t  int er e s t  3 Worthwhil e  j o b - vo cation 
4 Worthwhile j ob - 4 A c ademic sub j e ct int erest 

vo c ation 
5 Job s e curity 
6 Want ed int e ll e ctual 

stimulation 
7 Was aware o f  career 

po s sibiliti e s  
8 Working conditi ons 

( ho lidays , hour s  e t c . , )  
9 Generally l i ke d  j ob 

10 Contac t with c o l l eagues  
11 Always wante d  t o  b e  a 

t eacher 
12 Admired own t e achers 

at scho ol 
13 Family hi story o f  

teaching 
14 Suggested  by o thers 
15 Status of  the 

pro fe ssion 

5 Job s e curity 
6 Alway s want ed t o  be a teacher 

7 C ontac t with c o ll e ague s 

8 Admired  own t e achers at school 

9 Was aware of c areer po s sibili ti es  
10  Status o f  pro f e ssion 
11 Working c ondit ions ( ho lidays 

hours etc . , )  
1 2  Wante d  int e ll e c tual stimulation 

13  Generally l iked j ob ,  di sliked 
alternative s 

14 B e st c areer for marri e d  women 
15 Family history of te aching 

16 Dri fted into t e aching - 16 suggested  by o thers 
no particular reason 

17 Best  c areer fo r marr ied  17 Dr ifte d  into t eaching 
women 

H ere we do no t s e e  a marked differenc e betwe en the 

answers given by men and women . Both men and women 

considered their enj oyment of c o ntact with children and the ir 

enjoyment o f  the ac tual teaching pro c e s s  t o  be  the mo s t  

important fac t ors , whilst they rat ed ac ademi c subj ect  intere s t  

and the belief that i t  is a wo rthwhile  j o b as 3rd and 4th 
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( men ) and 4th and 3rd ( women ) . M en were more  conc erned 

than women about the pro spe ct  o f  int e l l e ctual st imulation . 

I t  was plac ed 6 th by men and 12th by women . Thi s  sugge s t s  

that the int e l l e c tual s t imulat i o n  i s  important to  men , as 

their preferenc e for univers i ty plac e s  rather than colleg e s  

o f  e ducation shows i n  the ir cho i c e  o f  higher educ ation . 

( see  b elow 3 3-8 ) The l ink with th e int e l l e c tual areas 

would c ert ainly suggest that more  men are intere st e d  in 

administrat i o n , although • c ontact with children ' i s  of  prime 

importanc e fo r both men and women . More  women than men 

had always wante d  to be t e achers , and women t ended to have 

b e en attracted  by the st atus o f  the pro f e s sion . The women 

had al so b e en more  influenc ed by admirat i on for their own 

t eachers at scho o l . The working conditions ( ho lidays , 

hours etc . , ) w ere marginally more attractive t o  men and the 

women considered this mo re  impo rtant than th e view that 

teaching is • a  go o d  career  for marri ed women ' . I t  i s  

significant that v ery f ew o f  tho s e  int erviewed admitted  to  

having , ' drifte d  into t eaching ' ,  but then the sample cons i sted  

of  tho se who had already achieved some suc ce ss  in their 

care ers , suc c e s s  which one would expe c t  to  c ome from a 

po sitive  appro ach . In  t o t al , the answers show a cons id erable  

simil arity to  the findings o f  Lyons ( 1981 ) , who does  no t give 

any ind i c ations o f  g ender  differenc e s , but giv e s  a total score  

for  men and women . 

3 . 3 . 2  C areer Mapping 

As a g eneral rul e , one might as sume that planning and 

preparation will  l e ad to suc c e s s : but apparent ly within 

educat ional careers this  is no t ne c e s sarily so . 
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"No idea o f  a plan .  No i d e a  o f  how to progre s s  up the scal e  

- j ust a we i rd and wond erful method o f  promotion . T ake 

things as they come - po int s just  app e ar " . Thi s was the 

stat ement from one young mal e h e ad o f  department , who had 

reached a S c al e  3 in 10 years , whi ch would appe ar to be an 

appropriat e  progr e s sion in thi s  time . There i s  however a 

great er diversity o f  rol e  and o f  c areer  patt erns that was not 

po s s ib l e  before  the introduc t i o n  of so many differ�nt paths 

to promot ion , but the int erpre t at i o n  o f  ro l e  appeared to be 

only one factor  whi ch aff e ct ed the c areer  perc eptions and 

strat eg i e s  held by t e achers wh en in pursuit o f  promo tion : 

some are mor e  per sonal in the � rm o f  individual preferenc es  

and family constraint s . I n  some forms they could po s sibly 

limit the exp e c tations and aspirations of different te achers . 

Certainly many t eachers c l aimed that they did no t wish to 

ach i eve  the s enior manag ement are a ,  but were  c ommi tt ed to stay 

in the c las sro om at head o f  d epartment l ev el . Thi s could be 

a po ssible  rat i o nali z ation on the part o f  individual t eachers 

in order to ac c e pt the i r  po s i t i ons , but c ertainly some 

t eachers had not appl i ed for another po s it ion aft er 

achieving head o f  d epartment status at a very early a5e . 

Att empting first o f  all t o  as s e s s  the difference in 

the way in whi ch men and women view their c ar e ers , and to s e e  

i f  they were e qually ambitious and g eneral ly aware o f  the 

nec e s s ity to  plan actively towards their goal s  within a 

time schedul e , the concept o f  a map was us ed . Thi s was not 

original but d e signed by Geo ffrey Lyons in hi s survey 

conduc t ed in 1980 . He defined his map as , 

"The idea o f  c areer stag e s , o f  t imetabl e s  produc e d  
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b y  observation o f  p e er s : strat egi e s  o r  
purpo siv ene s s  encap sulat e d  in the idea  o f  a map 
o f  a car e e r . The accumul at i on o f  valuables , the 

differ ent c ar e e r s  and the c o rre spond i ng value s 

as sociat ed with c ar e e r s  avail abl e to  t e achers in 

c omprehensive  schoo l , the s e  ar e all int er-relat ed 

and int er-r eact ing " . ( Lyons 1 981 p 4 1 ) 

The sampl e used  in the Lyons survey c onsi sted of  the 

teachers from five  c omprehensive s choo l s  irre spective of  

scal e . They to tal l ed 121, which was almost id ent �l in 

number to the sampl e  in my surv ey . An important differenc e 

was that the sampl e  in my surv ey were alr eady on Scal e  3 and 

above . Approximat ely five year s  have elapsed  between the 

two surveys , so that the t ime fac t or , the diff erenc e in 

location and po s s ibly the mo s t  significant of all , the impact 

of reorganisat ion  r e sulting from the prob l em of falling ro l ls , 

with its  consequent effe ct  on care er opportunit es  in second ary 

educat ion may al so  hav e  c ontribut ed to the differenc e in 

response . 

In Lyons surv ey , in o rd er to inve stigat e  the extent 

and natur e of t e ach ers ' persp ec tives  of their care ers , 

int ervi ewed t e achers were asked , 

a ) I s  there a t im e  when a t eacher s e e s  c l early the c areer 

opportunit i e s  in education? 

b ) I f  yes , when did you s e e  it ? 

The ext ensive re spons e s  to  the s e  que stions were 

originally c o ded  into eight cat egorie s . Thi s  cat egorizat ion 

proved too  compl ex , so they were collapsed  int o three , 

de signate d  1 1Map alway s " , "Map never " , " Map acquired " .  
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The re sul t from the Lyon s  survey ar e t he foll owing : 

Tabl e 3 . 1 
I Map Alway s  :f'.1ap Never Map Acquired I 

Number % Number % Number 9§ Men 22  31  30  4 3  18 26  Jomen 10 2 0  2 9  5 7  12 23 �otal 32  2 6 . 4  5 9  48 . 8 30 24 . 8 

(Lyons 1981 p 4 3 ) 

Just under half o f  th e t e achers in the sampl e used by 

Lyons had no c l e ar perc ept io n  o f  their career goal s  and the 

method of at taining it . Ju st over a quarter had a c l ear 

perc eption of the pattern they w i shed  to  follow right from the 

time when they start ed t e aching , and just und er a 1uarter had 

star t e d  teaching without such a career patt ern , but at some 

sub s e quent po int had acquired one . The differenc e betwe en men 

and women in thi s  report i s  no t signifi c ant . ( Lyons 1981 ) 

The r e spons e s  to my que st ions 11 Did you plan your 

car e er " 1 )  From the bet;Sinning 2 )  Not  at all 3 )  As it evolved , 

appe ared  to fal l into thre e main cat e�ori e s , whi ch corre spond 

to the cat egor i e s  used  by Lyons , o f  map always , map never , 

map acquired . 

The foll owing finding s are from the survey I conducted 

and it differs po s i t ively from the tabl e Lyons c ompi l ed with 

more male s  and femal e s  aware of  career opportunities  either 

from the beginning or  as their care ers evo lved . 

Table  3 . 2 
From the beginning No t at all As it evolv ed 

M d Map always Map never ap ac ulr e 
Number % Number % Number % 

�en 3 2  4 4  1 5  21 26 3 5  
�/omen 14 30  1 9  40 14 30 
Total 46  3 8 . 3  34 28 . 3 40 3 3 . 3 

\�hereas just unde r  hal f  had no c l e ar perception o f  their c are er 
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goal s  in the Lyons survey  only approximat e ly 3 0% f ell  into 

thi s category in my s ampl e . The  greater  d i fference is  

however betw e en mal e and femal e in  the s e c ond T ab l e  and 

indicat e s  a larg er perc entage o f  mal e over f emal e planning . 

The resul t s  were c o mpil e d  by s c o ring under ' no t at all ' 

such c omment s as the quo t ation used  at the beginning o f  thi s 

section on c ar e er mapping . A r e ply whi ch scored  under , 

' ' As it evo lved '' was , •t Init i al ly j ust wi shed to  stay in the 

clas sroom . Now this i s  l e ss  appl i c ab l e , b e c ause  now my 

at titud e s  and commitment are more  po sitive . They are linke d 

with status , which i s  the  involv ement wi th policy , struc ture 

and organi sat i o n . Thi s l e ad s me into admini stration and out 

of  the c las sro o m '' . Pl anning from th e b eginning invo lved a 

very po s itive appro ach with a pro6ramme constructed  with a 

timetable . An exampl e o f  thi s was a mal e H e ad o f  Department , 

who had acquired a S c al e  3 aft er  4 years and a S c ale 4 after  

7 ye ars . 

H e  had moved  from a Boys ' Grammar s chool  to a mixed 

Comprehensive scho o l , and had planned his exp erienc e with 

minut e detail . H i s  pro6ramme o f  self  d evelopment included 

a part time M . Ed . The s e  are cl ear cut exampl e s  but the 

deci sion was not mine as to  whi ch of  the c ategori e s  the 

teachers should be plac ed in . The maj ority were �ui te 

defini t e  about their answers and were plac ed ac c o rdingly 

and the o thers c larified  their own s i tuation durin5 the 

intervi ew . An int eresting re sponse came from two 

mathematics  teachers in one scho o l , who had reached Scal e  3 

in 4 years and both expe c t e d  t o  be  heads o f  departments 

before t hey were thirty . Their own head o f  department had 
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achi eve d  thi s and he was anxi ou s  for tho s e  i n  his  department 
to  adhere to  the ' timetabl e ' he had kept . H i s  comment was , 
' The  sub j e ct mak e s  qui c k  promo t ion  po s sibl e , but it is n e c e s sary 
to  b e  aware o f  the s c o pe ' .  

From the int e rvi ews a d e finit e plan from the beginning 
would appear t o  invo lve experi enc e o f  a vari e ty o f  rol e s , in­
serv i c e  training , more  profe s s i o nal qual i f i c at ions , ext ens ive  
extra curricular activ i ti e s  and an at t empt t o  gain sufficient 

exp eri enc e in o rd er to be abl e  to t ake a numb er of directions 

to s e e k  promotion . Thi s strat egy re�uired the o ppo rtunity 

to follow pastoral or acad emi c rout e s  and to have ac �uired 

exp erienc e in a vari ety o f  ro l e s . The two fol lowing comments 

are from mal e t eachers , who had mapped th eir c areers and 

illustrate the effec t s  they f e el that suc c e s s  or  failure have 

on their p ersonal i ti e s , self  e s t e em and p erfo rmanc e of role . 

" If suc c e s sful there  i s  d e e p  sati sfaction and the stimul ati on 

ac �uire d  from vari e d  and different r o l e s  is c onduc iv e to  

personal development as  well as c ar e er deve l o pment " . Thi s 

was mat ched by the frus tration that lack o f  suc c e s s  brings 

and do e s  not match th e ' situational ad justment ' theory . " If 

a career is  not progre ss iv e and there are c l e ar aims from 

the be5inning the fe eling s of d e e p  frustration can be very 

disturbing . To  stay in the same j ob for t oo long is  

demo ral i s ing . A new j ob me ans a new chall enge  and this  i s  

nec e s sary for ade quat e mo tivation" . One mal e head o f  

department remarked that , "Being over forty there i s  no 

chanc e o f  promot ion for me . You have t o  be  re ali s tic , but 

if you think about i t , heads o f  department appo int ed in 

�heir thirti e s  will have to sp end all tho s e  years in the same 
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j ob . Frustration is bound t o  follow , b e c au s e early 
promo t ion builds  Up exp e ctat i on , and they are not all 

go ing to  get  on ' ' . 

Women w er e  al s o  qui ck t o  experienc e frustrat ion 

when they d e sired promotion and found that the opportuni t i e s  

were f ew o r  non-exi s tent . L a c k  o f  mobil i ty was an added  

probl em for  many women and thi s  put further re stric tions 

upon their hop e  of promo t io n . 

3 . 3 . 3  Ultimat e Aim for Rol e Ful filment 

Mo st t eacher s  h ave d efini t e  aims for th eir ul timate 

desired rol e :  many o f  the women but only three  men felt that 

it was a step  by s t e p  progre s s ion  of providing evidenc e of  

comp e t enc e at the level  already achi eved . Some of tb e 

foll owing comment s .made by women made them appear more 

appreh ensive than th eir mal e c o l l eagu e s . I t  i s  thi s 

differenc e which was evid ent in many women that po s sibly 

prev ent s them from applying for further promo tion . 

" I  might c onsider promo tion with more  po si tive ambi tion 

if I could prove to mys elf that I could do  the current j ob 

superbly ' ' . 

" I  want to ·move step by step  and gain confid enc e 

from achievement 1 1 • 

" I  do not feel  I have the qual i t i e s  for leadership . 

I would not be  ruthl e s s  enough . The d e c i s ions to be taKen 

need a dominant p erson who is seen  and re cogni sed as be ing 

dominant 1 1  • 

"No plan at all ,  just hopefully progres sive . Women 

are no t l ike men . Men plan their careers " .  

" From the b eginning I d e c id e d  that I just  want ed to  
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b e  a H e ad o f  Departm ent . From then onwards  r equi r e s  

greate r  d edi c ation , b e c au s e  i t  involv e s  d eci sion making o f  

a very different typ e whi ch aff e c t s  p eo pl e " . 

Some writ ers no t ed a s trong s ex differentiated 

p erc ep tion of a ' c are er ' wi th wom en sp e aking of a car e er as 

a fo cus fo r th e d emonstration of comp et en c e  and d edication , 

whil e m en vi sual i sed i t  as a s eri e s  o f  pl anned s t ep s  to a 

go al . (Henning & Jardim 1 9 7 9 ) Thi s was evi d ent in my survey 

b e c aus e al though there w er e  some mal e s  who were conc erned 

about the rol e  ( and pro sp e c ti v e  r e sponsibility ) of headship 

and mad e  s erious comm ent s about their own comp e t enc e for the 

task , i t  appe ared  to b e  on a much more sup erfi c i al l ev el . 

I t  would in no way d e t er them from their ambi tions , wh ereas 

the femal e s  had alr e ady mad e the d e c i sion to remain in the 

classroom . Exampl e s  o f  thi s were  the thr e e  comm ents from 

mal e s ,  all o f  whom int ended to d ev el o p  their c ar e er s .  

" I  consider  that I l ac k  suff i c i ent p ati enc e  for the 

rol e  o f  h e adshi p . The o ther consid eration i s  that i t  i s  

po ssibl e to g e t  s tuck a t  d eputy head l ev el . Thi s causes  me  

anxi ety , b e c au s e  I s ee the rol e as  exclusively mechani cal , 

apart from th e curri culum area" . A d eputy head expre s s ed 

hi s thoughts on hi s future hop e s , " I  l i k e  b eing in the po si tion 

I am in and I en joy ed b eing a head o f  d epartment before t hat , 

b e c au s e  of  the influenc e I exert . I have strong vi ews about 

educ ation . At thi s stage I will as s e s s  my comp e t enc e in thi s 

job and start considering a move  in about four years time . 

I think that nobody should apply fo r a deputy headship unl e s s  

th ey are hoping to b e come a headteacher " . Ano ther young 

head o f  dep artm ent , who was no t conc erned about s elf 
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as s e s sment , remarked that " he would l i ke to move to  the top  
step  by  s t e p " . He  a s s e s s e d  h i s  c ompet enc e by  the performance 
o f  teachers in the s e  rol e s  and that g ave  him c onfid enc e . 

H enc e c ompared to  femal e r e pl i e s  there were many 

confident mal e s  and their repl i e s  showed that a head ship was 

the exp e ct e d  end to their c ar e er . 

" I  always worked with the und erstanding that I would 

have a scho o l  of my o1tm . I f  I were  intere s ted , worKed hard : 

it would be  a natural pro5re s s io n . I intend t o  be  a h e ad-

master  and there is no que stion in my mind about it . 

the det ermination and the wi sh t o  influenc e pol icy in 

educ ation " .  

I have 

This  is in contrast to  th e very po sitive  young femal e 

head o f  department , who felt  that , 1 1Women tend to under-

es timat e their abil ity . I c e rtainly do no t intend to spend 

my days tell ing o ff nau0hty children . My aim i s  to be 

involved at a c onsultative l ev e l " .  Initially thi s indicat e s  

a m o v e  away from the S eni or .fvli s tr e s s  image , but the cho i c e  o f  

words i s  markedly different from the remarK made by the mal e 

t eacher y_uo t ed b efore , which emphas i s e s , '1 Influenc e po l i cy 

in educ ation " whereas the femal e wants to be , " Invo lved at a 

consul tative l evel 1 1 • In  fac t 32% o f  the women in my survey 

saw a d eputy h e adship/ senior mi stre ss  as an ul timate go al , 

in contrast t o  only 6 . 8% o f  the men s e e ing a deputy headship  

as  their final rol e . To some femal e s  thi s po sition o f  

s eni or mi str e s s  was still s e en as a pastoral rol e , even in 

the scho ol where the one female in the hi erarchy had 

experi enc e d  all asp e c t s  o f  management , and enj oyed a high 

status p o sition . Thi s is similar to the experienc e o f  the 
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Senior Mistress  in  the  Bri stol Comprehensive S cho ol observed 

by Ri chardson ( 1 9 73 ) .  ' ' She had an important share in the 

admini strativ e work of planning the t imetabl e ,  a fac t that 

could hardly hav e  e s cap ed the no t i c e  of h e r  c o l l e agues , but 

the staff appear e d  r e luc tant to r e c o gni s e  thi s part o f  her 

work" . ( p 2 2 7 ) Over ten year s  hav e  elap s ed sinc e Ri chardson 

mad e the se o b servat ions , but th e r e sidual image of  the pastoral 

seni o r  mi str e s s  i s  s till  a fre Quent phenomenon . 

However in the sampl e of t e achers used  in my survey 

an e qual perc ent ag e 32% of women wi shed to  b e c ome head t eachers ,  

whi ch was exac tly the same perc entag e , who wish ed to be come 

deputy head/ s enior  mistr e s s . One f emal e deputy head of  

middl e s cho o l  d e scribed h ers elf  as ambi ti ous . She however 

claimed that she had , " No planned  strat egy , but one is always 

thinking of the next step  up . I would l i ke to bypas s head o f  

scho o l  and go  straight t o  a d e puty headship , th en a �ue stion 

mark , a H ead ship " . Ano ther head of  department , who wi shed to 

become a headt eacher had actually planned her s trategy . Her 

exp e ri e nc e  in S e condary and higher educat ion was at a senior 

l evel  b efore she l eft to hav e  her family . She decided that 

the fiv e year s  she int end ed spending at home would be 

detrimental to her career pro spe c t s  if she did no t make 

po sitive use of the time m enhanc e her qualifications , so she 

t o o k  an honour s d egre e  and fo llowed thi s with an M . Ea . On 

her r eturn to the pro f e s sion she int end ed to o btain a post  

which she considered was warranted by  her experienc e and 

qual ifi cations . She was suc c e s sful in obtaining int ervi ews , 

but th e fir s t  que stion was alway s , " how old are your children? " 

This she fel t was discriminato ry as a man would never have 
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been asked thi s que stl· on .  However h b s e was a l e  to overcome 
the re j e ct ion , b e c au s e  she said , " Who c o ul d  really exp e c t  

to re turn to  th e pro f e s sion a t  t h i s  l evel ? > � Sh e s ettl ed 

for a S c al e 3 H e ad of  Department and hop e s  t o  achi eve her 

career  aims as qui c kly as  po s sibl e . The re  was a far great er 

proport ion o f  men than women in my sampl e who wi shed  to 

be come h e adteachers  or insp e c t o r s , 4 9% men c ompared to  3 2% 

women , but thi s  was not purely ind i c ative o f  the lower 

aspirations o f  women . One femal e h e ad o f  department made 

thi s r e ply . " I  want further promo t ion and a fre sh chal l eng e . 

Onc e a rol e  i s  ac quired and played , one needs  fre sh 

oppo rtuni t i e s . I would try fo r mo s t  po s t s  for promo t ion , 

but no t a headship . I know I could do it , but the co st would 

be t o o  high in personal terms " . 

Tabl e 3-3  · stated amb itions o f  int ervi ewe e s  

H ead ships Deputy Head Head of Depar�men� 
Senior JViistr e s s/ 
Master 

!Men 4 9% 7 % 44% 
women 3 2% 3 2% 36% 

From thi s evidenc e it would appear t hat a greater 

pro portion o f  men than women have  a c l e arly mapped out c areer 

plan with h e adship as  the ultimate ob j ec tive . Compared wi th 

thi s ambition , d etermination and s elf-c onfidenc e ,  the maj o rity 

of the women s e emed more diffid ent and l e ss sure of their 

abi l i ty to undertake such re sponsibiliti e s . Thi s could be 

due to  a mo re cri t i c al self apprai sal re ferred to  by one of 

the headteachers . - "Women j udge thems elv e s  more stri ctly 

than men - they will only take on some thing if they bel i eve 

they c an do i t  well . Men want status and will ' muddl e 

through ' without worrying " .  Th ere was c ertainly evidenc e 
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that many women had a preferenc e f o r  promo t i on to a senior 
pastoral rol e  in preferenc e to o ther areas of promo tion . 
Thi s preferenc e  for  the pastoral rol e  i s  po s s ibly linked 
with j o b  satisfact i o n , and thi s  t o o  could be l inked wi th 
classro om competence  and en j oyment . The o b j e c t  of discussing 

the ques tion of j o b  sat i sfac t i o n  was to  asc ertain wh e ther 

there was any d i s c ernib l e  differenc e b e tw e en the attitud e s  

of m e n  and women , whi ch might encourag e  o r  d i sc ourabe 

promot ion se eking to  manag ement l evel . 

3 , 3 � 4 Job Sati sfac tion 

Th e que stion is  whether j o b satisfaction attained in 

the c l as sroom d e t er s  some women from s e e king admini strative 

careers . For some women j o b s ati sfaction i s  cl early related 

to ' Classroom contac t ' and they d efinit ely did  no t wi sh to  

move away from th e rol e  o f  pastoral year head or head of 

department . This  u sually means  a maximum o f  Scal e  4 .  In 

three of the case study s choo l s , s enior teacher po sts  were 

giv en to head s of d epartment or heads  of facul ty . Thi s  typ e 

of  recognition was comment ed upon by many teachers , both mal e 

and femal e , who thought it  was unfortunat e for the pro fe s sion 

that many good t e achers had to be come admini s trators in o rder 

to gain promo tion even if they pr eferred to s tay in the c lass-

room . They fel t that thi s award o f  senior teacher would give 

credenc e to the pro fessional exper t i s e  of t eaching wh en it was 

achieved as a r e c ogni tion for thi s skil l . 36 . 2% of the women 

and 38% of the men in my sampl e  were however satisfi ed with 

the ir care ers ending at Scale 4 ,  unl ess  a senior t eacher po st  

were  availabl e without lo sing maj or contact with the class-

room . Some o f  the se  teacher s were alr e ady at t he abe when 
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it would b e  diffi cul t t o  make the progre s sion , but some 

were young enough to change th eir minds : for instance  a 

young man said 11 G o od progre s s i on , init i al ly contented , but 

sudd enly I f e el stal e and I n e ed a different rol e . The 

excit ement has gone out of  thi s  j o b  so I hav e  to chang e and 

take up a new chall enge ' ' ·  A mal e h ead o f  d epartment , who 

came into t eaching aft er a j o b  in i ndustry for 10 years r e ally 

feels  that hi s j ob sati sfac t i o n  is in the c l as sro om . 

However he  felt  that it was s ensibl e t o  apply for some form 

o f  manag ement . H e  made fifty appli c at i ons wi thout g e tting 

any r e spons e . H e  ac c epted that he  had l eft it too  l at e  and 

feel s that r e j e c tion from an admini strativ e rol e  has no t 

affe c t e d  hi s j o b  sati sfac tion . 

Job sat i s fac t i on unfortunately was no t c ompl etely 

typ i c al , b e c au s e  some mal e heads  o f  department felt trapped 

in their rol e . Reo rgani sation was blamed by some for t heir 

situation ; others f e l t  that it  was their sub j e c t , whi ch had 

prevent e d  th em from gaining quic k  promo tion ini tially . The 

fol lowing two comment s from men i l lustrat e how th e s e  t e achers 

can be affe c t ed by a s i tuat i on from whi ch they ar e unabl e to 

e s cap e . One remarked , 11 G e tt ing on in t eaching today i s  fo r 

young peopl e .  Onc e you have re ached forty you are over the 

top . I t  is  a sad thing , b e c ause  exp eri enc e  i s  valuable ,  

the brains b ehind the sc ene on whi ch youngster s  are building 

their c areers ' 1 • The o ther mal e felt that he  had b e en t o o  

engro ssed  i n  t h e  actual pro c e s s  o f  t eaching to  b e  aware o f  

the promo tion pro spec ts . However he f e e l s  that he  would now 

have  a differ ent approach , 11 I f  I were startin5 again I would 

plan my career  and I defini t ely advise  young t eachers to u s e  
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their tal ent and energy to chas e promot i o n P .  Th ere were only 
fourt een women in thi s age g roup and five o f  them were in the 
senio r  management ar ea . The o thers were head s  o f  department 
or had pastoral r e sponsibili t i e s , and apart from two , who 
were still actively trying for promo t i o n , were sati sfi ed with 
their rol e  and area o f  re sponsibility . 

C l early there were mixed feeling s  from both men and 
women about the impli c ations o f  promo tion  to mana6ement , 

parti cul arly the ne c e s sity to d e s ert the c l as sroom  for the 

offi c e . Whilst  some would wel com e  it  as a chang e and a 

chal l enge , o thers had serious r e s ervations about l e aving an 

area of  the prof e s s ion whi ch provided them with a great deal 

of j o b  sati sfaction . More  men than women , 9 men 4 women , 

felt that lac k  of promo tion had l ed to a s en s e  o f  frustration 

and had ther efore  r e duc ed  their j o b  satisfaction . There was , 

howev e r , little  evid en c e  to sug5 est that women obtained much 

more j ob sat i sfaction  from classroom contact with pupil s than 

did men ,  and it would  no t app ear that a r eluctanc e to l eave 

the c l as sro om and a fear that "manag ement means  isolation 

from the classroom" was a significant factor  in det erring 

women from applying for s enior po s t s . 

3 - 3 . 5  Attitud e s  towards  Responsibility 

The ques tion o f  age ,  the right time , the right plac e 

o c curred repeat edly with tho s e  who felt they had planned a 

career , and equally with tho se  who felt there  was a vast 

el ement of  luck attached to their promo tion . Young men and 

women , who plan a c areer feel that it  i s  ne c e s sary to mar.e a 

determined effort to obtain head o f  department s tatus at an 

early ag e . From my research it  would appear that thi s early 
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suc c e s s  aff e c t ed femal e s  mo re than mal e s . One young head o f  
department ,  who gained thi s s t atus at the age o f  twenty five 
felt that she h ad even suffered phy s i c al l y  from the 
respons ibil ity , " It c an be  a nightmar e  to be thrown in at the 
deep end . 

adeq_uat e .  

The bigg e s t  probl em i s  the unc ertainty o f  being 

You therefore  feel  guil ty if you are no t do ing 

extra things all the t ime , and then guil t b e c om e s  part o f  the 

job" . Ano ther young femal e h e ad o f  d epartment , who had taken 

an ext ernal d egre e ,  achieved h e ad of department s t atus at the 

age of 26 . She ini t i al ly felt  int imidat ed by her youth and 

l ac k  o f  experi enc e in  c ompar i s o n  with o thers in her d epartment . 

However she felt that her ac knowl edgement o f  the probl em made 

solving it  l e s s  difficul t . H er solution , she fel t , was t o  

use their exp e ri enc e in the development o f  her aims , and thi s 

was suc c e ssful . Ano ther very well q_ual ified head o f  

department felt  that she was i n  an expo sed po sition and 

liabl e to be  criti c i s ed , " I  f e el that I have t o  worK hard er 

than i f  I were a man in o rd er to justify my promotion . 

Whatever happens there mus t  be  no chinK in my armour '' . Women 

gave the impres s ion  that they had to  make the extra effort 

when they ac c epted promo tion , and thi s  fi t s  in with one 

headmas t er ' s comment , ' '\V omen judge t hemselv e s  more stri c t ly 

than men " . 

The s e  femal e heads of department , who had alre ady 

achieved significant suc c e s s  were still  very conc erned wi th 

providing just i fi cation for the ir promo t i on . This draws 

att ention t o  how thi s  experienc e  affec t s  the i r  view o f  the 

next step  and is i t  therefore different from the way men s e e  

promo t ion? I t  i s  obvious ly diffi cult t o  c at egori s e  mal e and 
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femal e at titud e s , but i t  i s  the pred ominant val u e s  whi ch 

my surv ey w i l l  aim t o  d i s c l o s e . The fo l lo w i ng rep l i e s  to 

the que s t i o n , " Wh at r o l e  would you c o ns i d er t o  b e  your 

ul timat e aim ? "  i l l u s t r at e s  how d i ffi cult i t  i s  to s e l e c t  

conc r e t e  and v i s i b l e r e asons why women are n o t  pro port i o nat e ly 

r e pre s e nted in educ at i o nal manag ement . The m al e reply was 

almo s t  i d ent i c al to o n e  quo t ed previ ously , � wi thout qu e s t ion , 

I want a h e ad shi p , b e c au s e  I am d e t ermined t o  influenc e 

po l i c y in educ at i o n " ,  wh i ch was in shar p  c ontrast to th e 

femal e reply , 11 A h e ad sh i p  hop e ful ly , with r e s ervations , 

b e c au s e  I would h av e  t o  c o p e  with a d e puty h e ad shi p fi r s t  '1 • 

Th e c ontras t b e tw e en the two r e pl i e s  i s  ind i c ative o f  subtl e  

unde rlying at t i tud e s  and d i s p l ays d i fferent l eve l s  o f  

confid enc e ,  b e c au s e  ad e quat e r o l e ful filme nt i s  as sum e d  in 

the m al e ,  wh ereas the femal e d e sire s c o nf irmat ion o f  

suc c e s s ful p erformanc e . Thi s pr eval en c e  fo r a n e e d  for 

p o s i t ive appr ai s al d i d  app ear t o  b e  mo r e  of a feminine than a 

mas cul ine p e r s o nal ity trai t , but there wer e some v e ry p o s i t ive 

f emal e repl i e s , whi ch app e are d t o  be mat ch e d  with a ve ry 

c onf id ent appro ach . 

One exampl e was a femal e head o f  d e partment , who said 

that h e r aim was t o  b e c o me , " An adv iser . I would l i ke t o  

hav e infl uen c e  o n  t h e  ae sthe t i c  appr e c i at i on and emo ti onal 

out l e t  o f  the sub j e c t 11 •  Howev e r ,  during our interview she 

admit t e d  that int ervi ews had pro v e d  d i fficul t  for her . 

vfuen · she had be en appo int e d  h e ad o f  de partment she had be en 

the o nly femal e pr e s ent in a sho rt l i s t  o f  s ix , and sh e had 

got th e j o b . She d i d  no t exp e c t  to be suc c e s s ful , but sh e 

attribut ed her suc c e s s  to the f ac t  that she had more 
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rel evant teaching exp eri enc e  in rel ation to th e j ob 

sp eci fi c ation than th e o ther c andidat e s . Thi s  was an 

exampl e o f  a woman g e tting a j ob when in comp etition wi th 

five m en ,  b e c aus e h e r  exp eri enc e  wi thin h er previous j ob 

had b een rel evant . 

L ack o f  confi d en c e  at int ervi ews and anxi ety to prov e 

their ability to p erform well wi thin the j o b  was evident 

during my int ervi ews with some women . In att empting to 

di scover why women o ft en app e ar t o  l ack s el f-confidenc e ,  some 

wri t ers  bl ame the expansion o f  co- educ ation . Th e effect of 

the growth in the numb er of  c o - educ ational scho o l s  as it 

rel at e s  to the avai l abil i ty of h ead ships for women has 

already b e en considered in Chapter 1 .  The rel ati onship 

betw e en co-education and the l evel of achi evem ent and self 

esteem of  women needs to b e  consi dered in relation to 

research at thi s point . 

Many wri t ers argue very fore efully against mixed 

school s on the basi s that the exp eri enc e of femal es  wi thin 

them i s  conducive to the patri archal rel ations o f  domination . 

"In concrete t erms , mal e sup eriority can be real i s ed within 

the co- educational system :  in the presence  of girl s ,  boys 

from the earl i est ag e hav e  someone to be  superior to " .  

( Sarah , S co t t  & Spend er 1 980 p 3 8 )  " In their vi ew i t  i s  

the pres enc e of boys whi ch aff ect  girl s ' l o w  aspirations , 

low academi c p erformance and narro w tradi tional feminine 

int erests after s chool " .  ( Arnot  1 983 p 86 ) When teacher 

attention is focused primarily upon boys ( S ears & Feldman 

1974 ) ,  when the curri culum is  dire cted primarily to boys 

( Cl arricoates  1978 ) , when boys are permitted to tal k  mo re 
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and encourag e d  to chal l enge and que stion mor e  ( Parker 1973 ) 

it  b e come s c l e ar that girl s are l e s s  l ikely to perform well 

in a mixed c l as sro om . 

However , ac cording to government sponsored r e s earch 
involving 7 , 5 00 pupil s ,  s ingl e -sex s cho o l s  maKe no significant 
differenc e to girl s ' examinat ion  r e sult s .  The study was 

d e s igned  to back up earl i er findings  that girl s in singl e sex 

scho ol s achieve b e t t er examinati o n  suc c e s s . However it was 

conclud e d  that the enhanc ed eff e c t  of singl e s ex educ ation 

on educati onal achi evement was not proved . However the 

resul t s  did show that nei ther singl e s ex or mixed scho o l s  do 

enough to ensur e that girl s g et th e same education as boys . 

( T . E . S . 1 2 . 8 . 83 ) 

Thi s  i s sue  i s  no t as simpl e as singl e sex education 

in relat ion to co- education . "G enuine equality of  th e sex e s  

has no t yet  b e c om e  an educational goal , and if it  i s  now to 

b ecome one , should we  not , firs t  of all s e t  up maj o r  

educ ational reform s  i n  teacher education i n  in-servic e  

training proe:,ramme s  to re shap e te achers ' classroom prac t i c e " . 

( Arnot 1 983 p 88 ) 

The teachers ' classro om prac t i c e  i s  a very important 

area o f  the hidd en curri culum . Barnes ( 1 976 ) has stated that , 

1teachers fo rm opinions about their pupils  as if  they were 

quit e  unaffe c t ed by c lassroom event s or by t eachers own 

behaviour " . ( p 1 6 3 ) When girl s therefore are anonymous and 

undemanding thi s i s  attribut ed to their ' true charact eri s ti c s ' 

so if t e achers have d e c ided that g irls are not so comp etent 

as boys - as many r e s earchers sugg est  - then girl s are no t 

so l i kely to  suc ce ed e ither within the classroom or in their 
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careers . 

" In every fac et  o f  c l as sr o om l ife , from the curri culum 
t o  c las sro om int erac ti on , i t  i s  demonstrab l e  that 

mor e  att enti o n  i s  paid t o  mal e s  with the r e sult that 

t e achers are more famil iar with mal e experi ence and 

ind ividual mal e s . T e achers are b ehaving in a manner 

that i s  compl et ely c qnsist ent with values  and beliefs  

of  soci ety when they favour mal e s  and thi s i s  probably 

one reason that they p er c e iv e  their behaviour as fair 

and non-di s criminat o ry , even when empirical evidence  

can so r e adily r ev e al th eir bias " . ( Sp ender 1 980 p 68 ) 

Thi s area o f  t e acher educ ation  and in-service  training 

i s  r e l evant to great er e�ual i ty within the classroom as Arnot 

sugg e s t s  in ord er to draw at tent ion  to the d i sparity in 

at t ention given to boys at the expens e  of the girl s . The 

boo ks and mat erial s used in s chool t o  which Arno t ( 1983 ) 

refer s , can be said to  provid e i llustrat ions whi ch c an be 

used to  support the image o f  human inequal i t y . There are 

signifi c antly more imag e s  o f  men than women s o  that i t  i s  

po ssible  that children ar e given the impr e s s i on that men are 

mor e prominent than women . Men are portrayed as having the 

more int ere sting rol e s  and do ing the adventurous ac tivi t i e s . 

Lobban ( 1 97 7 ) analysed six reading s chemes , and found that 

of 225  stori es , only two showed women who were not engaged 

in dome s t i c  tasks . Of the two women who were not cooking 

or c l e aning , one was a shop  as s i s t ant and one was a t eacher . 

The s e  images  whi ch we pre s ent to children in scho o l  are not 

imag e s  o f  the real world , but di stortions whi ch show , " a  

world more rigidly patriarchal than the one w e  have at 
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pre sent " . (P . 104 ) 

The we ight o f  the evidence  do e s  sugg e s t  a maj or 
task , and po s s ibly the first aim i s  to  make peopl e  aware o f  
the s i tuation . Ther e i s  inde ed c omplac ency in educat i on 
r egarding both the e ducat ion o f  girl s and the care er 

pro sp e c t s  of women . The po s s ibility of  a l ink betwe en the 

two do e s  no t exi st  in the perc eptions of mo st  individual s .  

The experience  that educat ion has upon many girl s could be 

a fac t o r  in their l ack  of exp eri enc e ,  th eir sour c e  of anxi ety 

and the bas i s  of  p o o r  s el f  e s t e em . The I nner London 

Educ at ion  Authority has b e en unique in it s inves tigation 

into the pro bl em o f  the l ac k  of women in manag ement po st s ,  

but i t  i s  no t l inked t o  the r e s earch finding s which ind i cat e 

that , " Women ar e trained to  ac c e p t  a s exual i d ent i ty that 

corr e sponds to what so c i e ty s ays i s  an appro priat e  s exual 

stand ard , and the femal e standard has no t inc luded power 

po sit ions " .  ( Fennema 1 9 76 p 245 ) Many would argue that 

thi s  s o c ial i s ation  i s  reinfo r c e d  within the educational 

exp er i enc e of g irl s in c o - educ at i onal scho o l s . 

3 . 3 . 6 Dome s t i c  Considerations and Job Mobi l i ty 

Evidenc e was suppli ed that movement to different part s 

of the c ountry i s  mo re prac t i cal in the firs t  years of  

teaching when t eacher s have fewer family c o mmitments to 

consider . Young er children , i t  was consider ed , were mo re 

easily adapted into the s cho ol ing sys t em than when at 

s econd ary l evel . Accommodation at thi s time i s  al s o  

fre �uently rent ed or  i s  a much l ess  expensive inve stment 

so thi s  i s  not such a maj or consideration . The area in 

which the four c ase  study scho o l s are situated  allows 
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movement betwe en d i fferent authorit i e s  without moving house  

if  ext ensive travell ing is  no t considered to  be  a maj o r  

disadvantage . Bo th men and women in my surv ey placed , 

' 'Exp eri enc e in a numb er of  schoo l s "  as third in the tabl e 

o f  fac tors  aff e c t ing promo tion . However , al though thi s  

sampl e includ ed many ambitious t each ers , th e que stion o f  

actually moving t o  a d i fferent part of  the country was 

viewed with caution . Much emphasi s  was placed on the 

educati on of their children at s e condary level in r elation­

ship  to the availab i l ity of good  s cho o l s and continui ty 

during th e s e  important years . There were only five men with 

children at s e condary s cho o l , who were prepared to move from 

the are a  for promotion . Stud i e s  hav e  shown that marri age  

and children t end to  sharpen amb i t ions for  men  and increase 

their d e t ermination to reach the top , whil e  for women they 

hav e  the oppo s i t e  e ffe c t . ( Fogerty , Rapport , Rappor t  1971 ) 

However thi s  was no t so obvious in the mal e t each er s  in my 

survey , because many men put the education o f  their own 

chi ldren above their own ambit ions . 

O ther c onstraint s were the expense o f  moving house , 

the proximity of  the extend ed family and the career pro spects  

for  their partner , bo th mal e and f emal e . The exp ens e o f  

moving house app eared to b e  a maj or conc ern to some and was 

vi ewed with apprehension by many . One young man was very 

conc erned and hi s thoughts even during the int erview were , 

"Even if  I am due to e:,et  a j ob today I will b e  in a bit  o f  

a fix financially '' . Ano ther mal e t eacher who had just  b e en 

promo ted and d id no t wi sh to move from his  very attractive 

house preferred to travel . He  said , ' ' Thi s adds  sevent een 
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mil es  a day to  my alr e ady l ong j ourney , but thi s  i s  more 
acc ep t able than moving hous e ' ' . Hi s wif e  i s  al s o  a t eacher 

in a s enior po s t  and her c areer i s  consid ered t o  be  important 

t o o . He add ed , "To chan5e b o th j o b s  at onc e and exp e c t  

promo tion i s  t o o  tri c ky " . 

61 . 6% o f  the men in  my survey woul d not move away 

from the di stri c t  for promo t i on . 24% would b e  prepared t o  

move and thi s includ e d  marri ed  m e n  with fami l i e s . Others 

j us t  c o nsidered that the probl em was no t rel evant , ,  because 

they int ended staying in that parti cular j ob . Only one 

woman in  my sampl e woul d mov e  her famil y  for her promo tion . 

She s aid , " I  am prepared to  go anywhere fo r promo tion . I t  

i s  an equal partnership . My husband woul d mov e  for me 1 1 • 

Many men were however prepared t o  go anywhere in pursuit of  

promo t ion , but o thers  were very c onc erned about the eff e c t  

this  would hav e  on their wives ' c areers , as t h e  following 

comment s il lustrate . 

"Yes  my wi fe has a very important c are er . In fac t she 

has overtaken me . My family , the education o f  my children 

are very impo rtant c onsiderations and are placed  before my 

own promo ti on pro spe c t s 11 • 

" Th e  educat ion of  my chil dren i s  my first concern and 

defini t ely before my c areer . Movement i s  no t po ssibl e so  

there is  a r e stri c t e d  l o c ation t o  promo tion" . 

" I  would no t move now , because my three children are 

at secondary scho ol . My wif e al so has a new j o b  and I 

c o nsider that so c i al c ommitments  are as important as a c areer '.' . 

I woul d  no t move now , because my children are s ettl ed at  

s cho ol . My c areer is  second to thi s so promot ion has to  



92 

be here " . 

"lVI • n  h Y Wli e as a c ar e e r  and her  car e e r  i s  just  as 
impor t ant as mine " . 

Other men , however felt  fre e t o  maKe unr e stri ct ed 
cho i c e s  such as the f o l lowing . n i  would no t h e s i tate to put 
my car e e r  first , even b efore  the education o f  my children , 
but fortunat ely promo tion  has b e en in thre e  l o c al scho o l s " . 

" I  might go nation wide " .  

In some pro f e s s ions  there  i s  no cho i c e  about movement , 

and 1 9% of th e women i n  my surv ey c onsidered  that their 

car e·ers  had suffered from having to  move with th eir husband s .  

" W e  hav e  al way s  mov ed for my husband ' s c are er , so 

geographi cally out . My husband has an important car e er and 

mine has to be  fashioned within his  commitment " .  

" I  came to  Birmingham for my husband ' s  care er . I f  a 

law unto  my self  I would have l iked to  have moved  for promotion . 

As it was I had to wait for the right opportuni t i e s  within the 

area" . 

"No , my husband ' s c are er  has always had priority . Very 

few men are willing to pack up their j o b  and move for th e 

wife ' s care er . My car e e r  in t eaching could not b e  more 

important to me than my husband ' s promo tion , but I coul d 

never have r emained on a S c al e 1 " . 

One mal e t e acher att empt ed  to  weigh up the situation 

in relation to his j ob sati sfaction , hi s family c ommitments , 

hi s age and yet an almo st overt admi ssion that promo tion 

pro spe c t s  are a d i fficul t area to r e so lv e  when they appear 

to be  incompatibl e with o ther re sponsibilit i e s . " I  am very 

happy with my promo tion and I would like  to stay in the 
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clas sro om . I l i ke thi s  s cho o l  and I hav e  been  here a l ong 
time . I would no t apply for a j o b  in a different part o f  the 
country , becau s e  o f  the upheaval thi s would c au s e  my children . 
I consider they are more important than my promo tion . Thi s  
i s  the probl em . Y o u  get  your chil dren through th e educ ational 

system by the time you are 4 5 . That i s  the t ime when you are 

too  l at e  for promo tion  in the eyes  o f  the authority" .  

3 , 3 . 7  Promotion Pro spe c t s  i n  relation to Subj e c t  and Age 

" Age i s  the stumbl ing blo ck . Suc c e s s  means c areful 

planning " .  Fre quently referenc e was made to  age and sub j e c t  

area  when t eachers were c onsid ering their promo tion pro spe c t s . 

M en s e emed mor e  c o nc e rned about ag e be ing a barri er than women , 

but there were no t i c eably v ery few older women in the sampl e of 

t eachers on Sc al e 3 and above  in the 4 case study s cho ol s .  The 

sub j e c t  was mentioned in rel ation to , 1' l eaving the sub j e c t  ar ea 

for a pastoral p o s t  was a big d e c i sion " .  11 Just four years to 

reach a Scal e  4 ,  whi ch i s  excell ent promo tion due to a 

shortage sub j e c t . Now it  i s  mo re difficul t , but I am young 

so I have time to be  very s el e ctive in my appl i c ations '' · 

Ano ther comment whi ch l inke d ag e and sub j e c t  showed the 

o ppo site  effect  o f  a sub j e c t  l ike Biology , whi ch was referred 

to by a numb er of teachers as the ' C inderella ' of the s c i enc es . 

1 1 Promotion , where you are by the t ime you are forty i s  

significant . There i s  a l ink with your sub j e c t , and mine 

being Biology is no t a go o d  sub j e c t '' · High status sub j e c t s  

�ere considered to b e  �athemat ics  and Physi c s , but there was 

no evidenc e from the case  s tudy s cho o l s that the s e  sub j e c t s  

predominated i n  the management area . As Payne ( 1 980 ) po ints 

out there are fewer women in sec ondary scho ol s ,  but it  is  

their distribution , rather fuan their numbers whi ch i s  
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s ignifi c ant . I t  i s  the m en who dominate in  the de c i sion 

making po s t s  in  scho o l s .  Th ey c ontrol the sub j ec t  areas 

such as Mathemat i c s  and S ci e n c e  where the status is gre ater . 

I t  i s  no c o incidenc e that there are more women t eachers in 

subj ec t  areas l ike Engl i sh and Humani.ti e s . 

Thi s  was g en eral ly the pattern to b e  found in the 

d i stribution o f  sub j e c t  in  the s el e c t ed t e achers in my survey , 

but there app ear s  t o  b e  no  signifi cant evidenc e that ' sc i entific ' 

and ' mathemat ic al ' sub j ec t s  l ed t o  promo tion  in the manage-

ment are a .  There was evid enc e of  qui ck promo tion t o  scal e  4 

in bo th the s e  sub j e c t s , but b eyond thi s  s c al e  many sub j e c t s  

wer e  r epre s ented and the s c i en c e s  d i d  no t predominat e . 

Mathemat i c s  and Sci en c e  were sub j ec t  areas where mal e 

dominanc e was evid ent with only one women as the head of  the 

mathemati c s  de partment . Sh e had '' ac tively sought '' the head 

o f  department from a S c al e  4 head o f  year . The vast maj ority 

o f  hol ders o f  senior manag ement posts  were ' Art s ' spe c iali s ts­

a sub j e c t  area where women are numerous so there i s  no case  

to b e  made for the vi ew that in fail ing to  special i s e  in 

s c i enc e , women are j eopard i s i ng their chances  of  promo tion 

in s cho ol s .  

The mean years to re ach Scale  3 s e emed to be  a timet able  

marker in the careers of men  and women , so  the que stion " How 

long did i t  taK.e to  reach S c al e  3 ? "  was included in the 

interview s chedul e , The que stion creat e d  a minor probl em , 

because some teachers had reached thi s st ag e when the five 

po int s c ale  or earli er s cal ed had b e en operative .  The old 

Scal e  3 was counted as 3 in the f irst salary s c al e  and the 

Grad e B in the s e cond sal ary s c al e . Only three women had 
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taken five year s  out and had all reached S c al e  3 o r  

equival ent before  taking a break f o r  th eir childr en . In  my 

samp l e  the averag e  numb er o f  year s  to re ach thi s point was 

9 . 04 year s  for wom en and 7 . 4 6  years  for men . This shows a 

lon6er period for women than f o r  men , but taking into ac count 

that some women int erviewed f e l t  that t he i r  careers  had b e en 

held up by following t heir husband ' s car e er , the delay d o e s  

no t appear signifi c ant at thi s stage . What did  appear to be  

numer i c ally sub s tantial was  that in  th e f o ur case study s cho o l s  

ther e were 9 8  m e n  as oppo sed to  5 3  women on Scal e  3 and above , 

and 6 2 . 3% of  the s e  women were conc entrated  on Scal e  3 ;  

probably mo st o f  th em d estined t o  remain there . 

I t  is  al s o  p erhaps significant that 6 7 . 1% of  the men 

were over 3 5 , whi l s t  only 46 . 8% of  the wom en fell into thi s 

ag e group . There  i s  therefore a l arg er proportion of  young er 

women in the se  po st s , S c al e  3 and above , than young er men . 

( S e e  Tabl e 4 . 5 )  Thi s appear s  to  be  a surpri sing di scovery , 

b e c au s e  a basic  as sumption has been that women have not been 

abl e  to apply for promo tion from Scal e  3 and 4 ,  because they 

are di spropo rt ionately repre s ented at thi s  t ime . The means 

for r eaching Scal e  3 was tak en from the whol e  sampl e o f  

teachers i n  the 4 cas e study s chool s ,  and this  gave men an 

advantab e  of  approximat ely 1� years . However in the und er 

35 ag e group th ere i s  a high er proportion o f  women to men . 

Do es  thi s indicat e  signs of a changing pattern within the 

pro f e s sion? 

The findin6 S of  the I . L . E . A . were no t d i s similar . 

In the I . L . E . A .  surv ey a compari son was mad e acc o rding to  

the l ength o f  s ervic e . 
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Tabl e 3-4 Di stribut i o n  of Po s t s  in s d 
betwe en men 

e c on arl S cho o l s  
and women ac c o rding to  l ength of s erv i c e  

Length o f  
servi c e  H e ad DH ST S c al e  4 3 2 l N 
0-5 yrs 

Mal e 96 0 0 0 3 1 2  2 8  5 7  l OO 2 , 061 
Femal e % 0 0 0 2 9 2 6  6 .,  l OO 2 747 

6-10 yrs 
Mal e % 0 l 4 2 5 3 3  2 8  9 l OO 1 , 33 2  
Femal e % 0 l 2 1 9  3 5  3 3  1 0  lOO  1 , 212 

ll-1 5 yrs 
Mal e 96 2 8 9 4 1  24  9 7 lOO 605 
Femal e % 3 5 7 3 3  2 8  1 7  7 lOO 480 

16-20 yrs 
Mal e % 6 1 5  ll  3 3  2 3  8 4 l OO 378 
Femal e 96 5 1 2  9 30  24  1 5  5 lOO 276 

-

21-2 5  yrs 
Mal e % l l  1 3  9 31  20  l l  5 lOO 262 
Femal e % 5 21 10 32 21 6 5 lOO 192 

25 plus yrs 
Mal e 96 12 1 5  1 8  3 1  1 5  6 3 lOO 388 
Female % 14  2 0  l l  2 8  1 6  8 3 lOO 236 

All 
�al e % 2 4 5 1 9  2 0  2 2  2 8  lOO 5 , 026 
Femal e % l 3 3 1 3  1 8  2 5  37 l OO 5 , 143 

It i s  perhap s  significant that in each of the divisions 

except the first ( 0 -5 ) ,  a higher proport ion of women o c cupy a 

Scal e  3 po st than men , al thou6h in to tal 2 0% o f  men t eachers 

oc cupy the se po st s c ompar ed with 1 8% of the women . The 

differenc e is  increas ed to 1 9% and 13% for S c al e  4 po sts  

where a higher proportion of men t each ers fill  the po sts  in 

all divi sions exc ept  21-25 years . Acro ss all th e grad e s  

included in my survey ( i . e .  S c al e  3 and abov e )  the �bal anc e 

in the I . L . E . A .  Survey was mo st marked in tho se  with ll-1 5  

years  servi c e , 11 sugg esting that men have a gre at er 

probability of  early advancement in their car e e r s 11 . ( I . L . E . A .  

July 1 984 p 4 )  The over repre s entation o f  men in g eneral 

-

-
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was great e s t  at  S eni o r  T eacher  and S c al e  4 po st s . 

My survey rev eal ed that i t  i s  the availabil i ty o f  

Scal e  4 p o s t s  f o r  women that i s  signifi cant , b e c aus e there 

were few women at thi s l ev el , 13 women to  34 men . The 

relationship betwe en sub j e c t  areas and mal e dominan c e  was 

evident wi th wom en gaining promo tion mainly in the Humaniti es  

and traditi onal f emal e sub j e c t s  such as Home  Economi c s  and 

Busin e s s  Studi e s .  I f  women ar e unabl e t o  c ompete  with men 

for promo tion , with equal ac ad emic  qual ifi cations thi s  do e s  

constitute  a probl em for their promo tion . I f  the �ual ifi cations 

of  women are inferi o r , then p o s s ibly thi s can be  trac ed bac k 

to c ar e e rs advi c e , par ental pre ssure o r  even th eir own l ower 

exp e ct ations , wh en ac cepting t e acher t raining instead o f  

a univers ity plac e . 

3 � 3 . 8 Qualifi cat i ons of Men v Women in the 4 case s tudy 
s chool s 

The qualificat ions of the teachers int ervi ewed in th e 

4 c as e  study s cho ol s  can be  c onsidered from two vi ew points -

the init ial qual ifi cations on entry to the pro fession and the 

qual ifi cations at the time o f  the int ervi ew . Th e numb er of  

t eache rs  holding a B . Ed d egree was relatively smal l . Thi s 

was probably due t o  the fact that mo st of  the teachers taking 

part in the surv ey were already in the pro fe ssion before it  

achi eved all-graduat e entry , and the sub j e c t-bas ed �econdary 

s e c t o r  has t end ed to ac commo dat e  more  sub j e c t  special i s t  

graduat e s  wi th a P . G . G . E . than education graduat es . I t  

may well prove intere sting for future r e s earch ers t o  compare 

promo tion achiev ements in secondary scho o l s  o f  bachelors  of 

educ ation and o ther �raduates . The clas si fication of  the 

degr e e  was no t c onsidered , although thi s could be crucial 
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for s el e ct ion at  the int ervi ew stag e . 

The followi ng t abl e show the number o f  graduat es  and 

non-graduate s  amongs t  tho s e  interview ed. Figur e s  in brackets  

show the qual i f i c ations  on entry to the prof e s sion . 

Table 3 . 5  

Deputy H ead 
Snr Mistre s s/ 
Mast er . S e ni o r  T eacher S c al e  4 
praduate Non Grad.  Non Grau. Non 

Graduat e Grad . Grad . 

MEN 7 ( 5 )  0 ( 2 )  
rtOO% 

� ( 3 )  2 ( 3 )  24 ( 2 3 ) 1 0 ( 11 ) 
6 7% 71% 

2 ( 2 )  3 ( 3 )  tl ( l ) 1 ( 1 )  6 ( 6 )  7 ( 7 )  
40% 150% 46% WOMEN 

Women : Graduat es  21 ( 1. 7 )  4 5% ( 3 6% ) 
Non-graduat e 26 ( 30 )  5 5% ( 64% ) 

Men : Graduat e s  50 ( 44 )  6 8% ( 6 0% )  
Non-graduat e s  23 ( 2 9 )  3 2% ( 4 00;6 ) 

Scal e  3 
Grad . Non 

Grad . 
17 ( 1 6 ) 9 ( 10 ) 
6 5% 
12 ( 8 )  115 ( 19 ) 
44,6 

The four mal e heads  of  the s cho o l s  were all graduat es , 

but one had entered the pro f e s sion  as a non-graduat e . Five 

men and two women had obtained Master ' s d egre e s , one wom�n was 

in the pro c e s s  of taking hers and one man was worKing part time 

for a do ctorat e . 

My survey shows c l early that in the 4 cas e  study 

s chool s ,  and at the l evel of re sponsibil ity being considered , 

women are l e s s  well qual i f i ed than men , althou�h it  i s  p e rhaps 

s igni ficant that a similar proportion of women had obtained 

Graduat e status after entering the profes sion ( � 8 . 5� women 

compared with 6�  8 . 2% men ) . 

That thi s imbalance  in �ualifications i s  no t pecul i ar 

to the s e  four s cho o l s  is  shown in the national fi6ures  o f  

the po sition i n  1 981 . 
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Tabl e 3 . 6  

M 

w 

Head 
T eachers 
Grad.Total 
2578  3074 

83 . 9% 
3 5 5  5 10 

6 9 . 6% 

S enior 
Deputy Mas t e r/ S enior 
H e ads  Mi stre ss  Teacher S c al e  4 S c al e  3 

. . ra s .  o a ra s . Total Grads . TotalGrads T o talGrads T otalG d T t lG  d 
3127 4 3 71 6 6 9  1038  3238  5 1 3 5  1 206 9 �9750  �4684 2844� 

71 . 5 o/ 64 . /V 5% 6 3 . 196 61 . l% 51 . 6% 
980 1847 6 3 4  1 4 7 2  5 6 9  1085 2799  5 2 97 6 3 2 6  1 5 5 5 6  

5 3 . 1% 4 3 . 1% 5 2 . 4% 5 2 . 8% 40 . 7% 

( D . E . S . T able B 1 2 9  3 1 s t  March 1 981 ) ( Provi s ional ) 

Tot al s  ( excluding h e ad t e acher s ) 
Women : Graduat e s  4 9% 

!VI en : 

Non-graduat e s  51% 

Graduat e s  
Non-graduat es  

6 2% 
3 8% 

The s e  figure s no t only und erline t he d i s crepancy in 

the d i s tribution of senior  management po st s b e tw e en men v 

women , but show cl e arly a much l o wer proport ion  o f  graduat es  

among st the femal e ho l ders o f  s enior p o st s  than among s t  their 

mal e c ount erparts . 

The reasons for  thi s are difficul t to d e t ermine . The 

Que stion  only o c c as ionally aro se  during the int erviews wi th 

femal e t e achers , and then adv i c e  from scho ol or pre ssur e from 

parent s was c it e d  as the reason for pref erring coll ege o f  

educ ati on to  the univer sity c ours e  wi th i t s  wider care er 

options which app e al ed mo r e  to men . Again i t  may be t hat 

some , at l east , of the coll ege entrants d i d  not po s s e s s  

the qual i fi c ations i n  terms o f  ' A '  l evel  grad e s  require d for 

university admi s s ion . I t  was po s s ibl e before me introduc t i on 

of all -graduat e courses  at coll eg es  of  educ at ion , for a p l ac e 

to be  obtained without the po s s e s sion o f  two ' A ' l evel s . 

Although this might be one o f  t he contributory fac tors , 

rec ent stat i s ti c s  show that girl s general ly do as well as 

boys at ' A '  l evel and better at ' 0 1 level . ( D . E . S . stat i s t i c s  
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for the U . K .  1983 ) I t  i s  unl i kely , therefore  that l ac K  

o f  bas i c  qual i fi c at i ons would b e  a major  f ac t o r  i n  sending 
oirl s to  college  rather than university . 

However r e s e arch c arri e d  out in S c o t l and in the early 

1970 ' s by Galloway ( 1 9 7 3 ) may p erhaps ind i c at e  some of the 

reasons for thi s  pre ference for c o l l ege , rath er than 

university . O f  the women in h e r  study who , al thou5h 

qual i fied  for univers ity , had pref erred t o  6ain admi ssion 

to  a c ol l ege  o f  educat ion , '' s ome were c ommi t t ed to  t eaching 

and cho s e  college as the best  avai l abl e pro f e s s ional t raining . 

whil e the o thers were c onvinc ed that th ey were not 

int ell ectually c apabl e of univer s i ty wo rk . Bo th group s had 

stoo d  firm against all pre s sures on them to go t o  univ ers ity'' . 

( Delarnont 1980 p 76 ) Delamont al s o  quo t e s  the result s  of  

other surveys undert aKen in Scotland ( Jones  & McPherson 

1 9 72 ) wher e coll ege of educ at i o n  had been cho s en to  avo id 

high er grade examinat ions in Mathemati c s  and she al so det e c t s  

the effects  o f  sex- st ereo typing i n  Galloway ' s sampl e , some 

of  whom bel i eved  that men disliked  women who were ' int ellectual ' 

and mo st o f  whom , � want ed a husband who was superior to them 

in ag e ,  int ell ect , earning power and jud�ement " .  ( Delarnont 

1986 p 74 ) It is impo ssibl e to  as s ess  ho w far , if  at all , 

the s e  fac tors and views influenced  femal e t each ers in my 

surv ey ,  who are aft er all amongst  the more suc c e s sful 

memb ers of  the profe s sion , hav ing achi ev ed already a 

consid erabl e l evel o f  promo t ion . 

In  addit ion t o  the ac tual qualifi c at ion obt aine d , 

it  i s  important al s o  to consider the importanc e o f  

o ual ifi c at ions as a factor affe c ting promo t i on . 
.... 

A numb er 
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o f  surveys hav e  b e en c onduc t ed to  as s e s s  t each ers ' views 

on the relative importanc e of various fac tors affecting 

promo t i o n . In two surveys reporte d  by Hil sum and start , 

one covering secondary and primary scho ol  t e ach ers  and one 

r e stri ct e d  to  s e c ondary s chool  t e acher s , ' b eing a graduat e ' 

was plac e d  first in both c a s e s  as the fac t o r  mo st favouring 

promo tion . ( Hil sum & Start 1 971 T abl e 7 . 1  p 1 05 & T able 7 . 4 )  

More  rec ently Lyons ( 1 981 ) found in a survey of  5 

c omprehensive scho o l s  in vari ous parts  o f  the country that 

' Familiarity with new i d e as in educ at ion ' ,  ' Ability to  

c ontrol pupi l s ' , ' Experi enc e in a variety o f  s chools ' we�e  

c onsid ered more important than , ' Be ing a graduat e ' whi ch 

was placed  fourth , out o f  thirty two sugg e s t ed factors . 

I n  my survey , acad emic quali fi cati ons appeared much 

l es s  import ant , ' Being a graduat e •  was pl ac e d  8th out of 

1 7  by men , and 12th out of 1 7  by women . 

The following t abl es  show th e factors  considered 

more  import ant . 

M en 

1 .  Admini strative  abi l i ty . 
2 .  Ke eping pac e with e ducational id eas . 
3 .  Exp eri enc e in a numb er o f  s cho o l s . 
4 . Parti c i pation in extra-curricul ar activiti e s . 
5 .  Go o d  classro om control . 
6 .  Re c ent in-servi c e  training . 
7 .  Having a strong personality . 
8 . Being a graduat e 

Women 
1 .  Ke eping pac e with educational ideas . 
2 . Admini strative abili ty . 
3 .  Experi enc e in a number o f  schoo l s . 
4 .  Pasto ral exp ert i s e . 
5 .  Parti c ipation in extra-curri cular act ivit i e s . 
6 .  Go o d  c lassroom c ontrol . 
7 .  Goo d  relationship with th e H e ad .  
8 .  L ength o f  teaching experi enc e .  
9 .  Having a strong personality . 

1 0 . Rec ent in-servi c e  training . 
11 . Length o f  t eaching s ervi c e  in a parti cular school . 
1 2 . Being a graduat e .  
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It is al s o  p e rhap s s i gni f i c ant that , ' H aving a 

se cond d e g r e e ' was p l ac e d  l as t  by women and n ext to l as t  

b y  men . With the move t o ward s an al l graduat e p ro f e s s i o n  

i t  i s  surpr i s ing that a c ad emi c qual i f i c at i ons w er e  p l ac ed 

so low on the l i s t by t e ac h e r s  I int e rv i ew e d  comp ar e d  with 

t e achers in o ther surv e y s . I t  may b e , o f  c o ur s e ,  that now 

an al l graduat e pro fe s s i o n i s  e s t abl i sh e d  that th e po s s ibl e 

advantag e i s  dimini shing . The o t her po s s i b i l i t y  i s  that 

the different emphas i s  p l ac e d  on acad emi c qual i fi c ations 

refl e c t s  d i ff erent p o l i c i e s  in making appo intment s by 

d i ffe rent authorit i e s . 

Al tho ugh , therefo r e , qual i fi c at i ons we re no t p er c e i v e d  

a s  a c ruc i al fac t o r  aff e c t ing promo t i o n  p ro sp e c t s , bo th m en 

and women c o n s i d e r e d  it a fac t o r  o f  some import anc e . 

Amo ng s t  the mal e t e ach ers int ervi ewed the proportion o f  

gr aduat e t o  non-graduat e s  w a s mo r e  than 2 : 1 ,  whi l s t among s t  

t h e  women t h e r e  was a c o n s i d e rabl e maj orit y o f  non-graduat e s . 

Of the sevent e en men int e rvi ew e d  wh o had at tained s eni o r  

t e acher status o r  ab ove , e l even had ent er ed the pro f e s sion 

as graduat e s  or equival ent ( H . N . D 7 A . T . D ) four had at tained 

graduat e s t atus whil st in th e pro f e s s i o n  and two were non-

graduat e s . Of the s ev en wom en , thr e e  had ent ere d as graduat e s , 

one had c ompl et ed part o f  a d e g r e e  c o ur s e  and thr e e  r emained 

non-graduat e s . 

From thi s s ampl e i t  woul d  c e r t ainly app e ar that men 

t end ed t o  b e  b e t t e r qual i f i e d , and were mo r e  conc erned to 

improve th eir qual i fi c at i ons : with fift e en out of s ev ent e en 

in s enio r  manag ement po s t s ,  i t  woul d app e ar that intervi ewing 

bod i e s  al so at tached importanc e to th e s e  acad emi c qual i fi c at i ons . 
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Acad emic qualifi c ati ons do therefo re provide  an area 

where t here is  a clear di stinc tion between men and women . 

It would appear that a high proportion o f  femal e entrants 

to the pro f e s sion preferred th e college o f  educ ation rout e to 

the university rout e . Th ere is unfortunat ely no clear 

evidenc e as to why thi s should be . Was i t  that parent s o r  

car e ers advi sers did not encourag e them t o  aspire t o  university 

entranc e? Were they so sur e that they preferred thi s 

vo c ati onally ori ent at ed form o f  higher education to any other? 

The figur e s  for 19 75 to  1 976 illustrat e the numb ers of  mal e s  

and femal es t aking a t e acher ' s  c ertifi c at e , and i n  19 77 , 

" Three times  more women than men ent ered teacher education 

last year , more  t han half of th em with one ' A '  l evel " . ( D . E . S . l977 ) 

Tabl e 3 . 7  

1 975-1 976 Col l ege o f  Educ ation in relation to the numb er 
of mal e  and femal e entrants 

Femal es  Mal e s 
Employment 256 , 400 295 , 100 
Univers ity 1 5 , 600 2 7 , 1 00 
Polytechnic 2 , 100 4 , 3 00 
T eacher Training 7 , 5 00 1 , 900 
Other full time education 6 2 , 000 35 , 400 

To tal 343 , 600 363 , 900 

( D . E . S . Stati s ti c s  of Education 1 976 ) 

Teaching has t raditi onally attrac t e d  girl s o f  

proportionally highe r ac ad emi c ability than the equival ent 

mal e  entrants to coll eges o f  educ ation . The following 

t able has b e en s el e ct ed to illustrat e the ability of  the 

women ent ering education sevent een years ago , which now 

brings them to 35 years of age .  Thi s i s  po s sibly a very 

crucial time in reg ard to promo tion . As the f ollowing 

tabl e shows , a very high proportion of girl s with thre e  

' A '  l ev el s  ( 15 . 4% )  and with 41 . 4% with two ' A ' l evels 

ent ere d  t eacher training in 1 9 6 7 , sevent e en years aao , 
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inst ead of  go ing to univers i ty l i k e  the 6 8�6 o f  boys wi th 

3 ' A '  level s and 26% o f  the boys  with 2 ' A '  l evel s who aimed 

at graduat e rather than c ertificate  QUal i fi c atio n .  

Tabl e 3 . 8  
Destination o f  Scho o l  L e avers  ent ering Higher Education 
(Engl and and Wal e s 1967) 

Perc entag e of tho se  
holding Qual ifi cat i ons 
as follows Unive r si t i e s  

Coll eges  
of  
Educat ion 

Advanced  
Further 
Educat · l O ll  

B G B G B G 
% % % % % 96 

3 or more ' A '  level s 6 8 . 3  5 7 . 7  2 . 7  1 5 . 4  10 . 7  
� ' A '  level s 26 . 1  1 2 . 5  1 1 . 0  41 . 4  2 2 . 0 
b. ' A '  level l . l  0 . 2  1 5 . 5 5 1 . 2  21 . 4 
I� 15 or more ' 0 ' l evel s 0 . 2  0 . 4  4 . 7  1 2 . 2 4 . 0  
lbut no ' A '  l evel s  

Not e : Pe rcentag es ar e o f  l eavers  with the appro priate l evel o f  

qualificat ion - n o t  o f  the ag e goup . Thus o f  tho s e  l e aving 

wi th 2 ' A '  level s , 26� of boys , but only 1 2% of girl s went to 

university ; but only ll% of boys with 2 ' A ' level s used them 

to enter t e acher training as a�ainst 41% of girl s . The 

remaining l eavers will have ent ered non-advanced  further 

educ ation , professi onal training , or employment . 

( D . E . S . S tat i st i c s o f  Educ at ion 1 9 6 7 ) 

Although thi s ind i c at e s  that there are pl enty o f  able  

6 . 7  
9 . 5 
6 . 5 
0 . 3 

women who cho se  col l eg e s  o f  educ ation  inst ead of  universiti es , 

and conseQuently are . no t  so well QUal i fi ed , it  do es  not 

nec es sarily s ignify that the t eaching pro f e s sion i s  sho rt of  

well QUalified women in thi s ag e group . 

Fewer women than men go to university , but a higher 

proporti on of women graduat es  than men ent er the t e aching 

profe ss ion . A consid erabl e proport ion o f  women are l e s s  

well QUal if i ed than men , but no t a suffi c i ent proportion t o  

explain the l arge numbers o f  women o ccupying l o w  status j obs  
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in educ ation . There i s  l i t t l e evidenc e to  sug5est that 

any inherent ' weakness ' c aus e s  them to fail in free  

competition ; rath er i t  c an be  s ai d  that , from the evid enc e 

on women graduat es  we are again l eft in l i t tl e doubt that 

human re sources  are being mo st ineffectively  used ; 

" for highly educat ed women are ,  far mo re than their 

mal e count erpart s ,  generally re stri c t ed in their 

oc cupational achi evement s by  prevailing conditions 

whi ch bear l it t l e relation  to th eir training and 

capabil itie s " . ( Kel sal l  et al 1 972 p 140 ) 

These findings from my survey and their rel ati onship 

to nati onal figures do ·, however indicat e  that many women , 

from the beginning o f  the c ar e er cho i c e  pro c e s s , have t ended 

to have lower aspirations than men . So c i al i sation and 

ideology cannot be separat ed  from thi s s i tuation , but the 

scene i s  clearly changing wi th the advent of an all graduat e 

pro fe s sion . The c onclusion i s  to urge women , and tho s e  who 

advi se them , when making c areer cho i c e s , to  se cure the best 

training , whi ch their initial QUal i fi c ations permi t , and to 

acc ept their po tent i al for c areer achi ev efi ent . V ery soon 

the basic  di stinction between graduac e and non-graduat e wi ll  

disappear as  the pro fes s ion bec ome s an all -graduat e 

profes sion , so  this  will no l onger be a di st inc tion . 

3 . 3 . 9  M ethods  o f  Promot i on and Attitud e s  toward s the 
int ervi ew 

The int ervi ew as the main method o f  promo tion was 

criti c i s ed by bo th men and women , but it was women who 

showed part icul ar conc ern about the ac tual int erview 

pro c e dure . M en were l e ss  apprehensive about the actual 

int ervi ew ,  but consid ered preparat ion had to be very 

thorough . Comments · from men were QUi t e  diff erent from some 
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comment s from women , b e c ause many women referred to the 

interview as an o rdeal . The following remarks from women 

show how some women r eact e d  to  th e int ervi e w .  

"A  very nasty int ervi ew fo r a S c al e  3 promotion . It  was 

very unnerving . Int ervi ews get  progre ssively worse  as the 

scale  po st increas e and much more  special i st knowl edg e i s  

required 0 •  

" I  l ac k  confidenc e so I found the int ervi ew an ordeal . 

This is  why I prefer as s e s sment pro c edur e s n . 

" I  do no t think anything would make me want to go through 

ano ther int ervi ew l i ke ihat . I t  was compl et ely d emo rali sing' ' . 

" I  spent a fortnight pr eparing for the interv i ew , and i t  was 

only thi s  d e t ailed  preparation which gave me the confidenc e 

to  perform well !! . 

Men gave  the impr e s s ion that they were more 

philo sophi c al about their  int ervi ews and cri t i c al for 

d ifferent r e asons . 

! ! I do f e el that achi eving the aims in education i s  the 

practical skill . I do feel that thi s i s  important . I t  i s  

however the people who do well a t  th e intervi ew who are 

succ essful . They c an t al k  end l e s sly about the theo rie s  o f  

education , the j argon all pours out , but in the basic skill 

of teaching they achi eve very l i ttl e .  The chi l dren are the 

important part o f  education" . 

" All  I know i s  that from now on the intervi ews wil l  be very 

difficul t . They wil l  become much mo re te chni cal and I will 

have to prepare well for them " . 

" I  made fifty appli c ations and att end ed six intervi ews 

before obtaining thi s promo tion" . 
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"One must exp ect  to have a numb er of intervi ews b e fore 

getting a job . I t  i s  always advi sabl e to ask where one has 

gone wrong . The advi c e  of the inspec tors i s  parti cularly 

helpful " . 

I t  i s  very diffi cult to make as s e s sments, but i t  

would appear that women are not so comp eti tive as men, and 

found the whol e int ervi ew proc edure most unnerving . Apart 

from the fewer female teachers in the posi tion to make the 

applications for s enior management job s, women ' s  atti tud es 

toward s intervi ews  would al so app ear to b e  signi fi cant and 

explain why fewer women com e forward for s elec tion . One 

femal e  said, " Women do not apply for job s  whi ch mention 

timetabling, curri culum etc . , becaus e they as sum e that mal e 

teachers will b e  judged to hav e these  skills" . 

3 3 : 10 The Effect  of a Break or a Lat e s tart in a Teaching 
Career 

Th ere were more women than men all of whom had 

reached Scale 3 or equival ent who had taken a br eak in th eir 

teaching c are er, but the ratio of approx imat ely 2 women 

to l man would not app ear to b e  suffi ci ently signifi cant 

as to affect the lack of promotion of females  to yet more  

s enior pos itions . In  fac t on e femal e teacher , who had taken 

five years off for her family thought that it  had ac tually 

'' enhanc ed her career 1 1 •  She had obtained further educational 

qualifications, and had been granted s e condment for a year on 

her return to teaching . From my survey, the numb er of m en 

and women who had taken a break was small . Only three 

f emal e s  had taken a 5 year break and two had taken two years . 

The remaining tw elve had taken mat ernity leave . Two had 

their family before starting work . Three  men had t aken a 
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br eak ; two to try different j o bs and the o ther to obtain 

a second d egree . All the s e  t e achers had r eturned to the 

pro fession on th e same bas i c  s c al e  al though th ey had obtained 

good promo tion befo r e  t he break . 

Th e popul arity of  mat ernity l eav e fo r young femal e 
I 

teachers s e ems to be  th e ac c ep t ed patt ern s imply because  

o therwi se not  onl y  are promo t ion pro spe c t s  int errupted , but 

j obs ar e diffi cul t to obtain . Two femal e teachers were 

expe c ting babi e s  and intended to take mat ernity l e ave and 

then re turn to  their s ame j ob s .  One sai d , 11 I am just  taking 

mat erni ty l eave . I t  will be  a bri ef bre ak , becaus e coming 

bac k onto the same s c al e  has a l o t  to do with promo tion 

pro sp ects . I still f e el that I will be l o o ked upon as a 

dicy pro spe c t  in the f uture with a young baby and that I will 

hav e to prove myself  again . Prove and reprove i s  the s t o ry 

o f  women in thi s pro fe s sion 11 • Ano ther intere sting comment 

from a femal e , who had taken five years o ff for her family , 

"I c ame back as a conveni enc e onto the basic scal e . Just 

intere sted  in getting bac k , no t thinking o f  a career . 

However onc e bac�  in harnes s  the d e t ermination to  suc c e ed 

became n e c e s s ar� b e c ause l e adership emerges  and has to hav e 

ful filment " .  All femal e s  who to o k  a break l ong er than 

materni ty l eave c l imbed bac k  up the promo t ion l adder more 

�ui c kly than their ini tial progre ss . 

Lat e entrants to the pro f e s s ion were few , both mal e 

and femal e .  There were four men , who had entered the 

profession  on the basic scal e  after y ear s in industry . 

Three  hav e  reached head o f  department status and one has 

reached the senior manag ement are a .  A femal e , who came into 
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teaching l ate  has al so  reached s enior manag ement , but she 

feels that she woul d hav e  the d e t erminati o n  to obtain a 

headship if  th ere had been suffi c i ent t ime . Late entry do es 

no t appear n e c e s s aril y  t o  d i s qual i fy mal e or f emal e t eachers 

from promot ion if my sampl e is typ i c al . 

Th e o ther reas on f o r  a breaK in t e aching i s  sec ond­

ment and 11% o f  mal e s  and f emal es  in my survey had b e en 

sec onded for a fir st degr e e  or  an M . Ed . Thi s do es no t 

int errupt promo tion pro sp e c t s , b e c ause the ir po s t  i s  usually 

held for t hem . For the maj o rity o f  tho se  int ervi ewed , who 

had obtained a furth er qual i f i c at i on in thi s way , promo tion 

foll o wed very qui c kly  on their re turn t o  te aching . One 

t eacher was actually promo t ed in hi s own j o b immediat ely on 

return . 

A break from t eaching in order to  improve qual ifi c ations 

th erefore appears to be a di s tinct advantage from a career 

po int o f  view . A break for any o ther reason do es  no t app ear 

to have seriously disadvantaged tho s e  int e rviewed ; women 

returning after s tarting a family s e em mo re freQuently to be 

abl e  to re sume their c are er - althou5h ac c ommodating an 

initial set back - by ac c el erat ed promo tion upon return . 

There were , howev er some exc eptions and my survey deal t  

only with tho se  in the area  o f  S c al e  3 and abov e :  it i s  n o t 

known whether one o f  the reasons for the relat ively smal l 

number o f  women in this c ategory i s  that o thers returning 

in similar c ircumstances  may no t have b e en so suc c e s sful . 

3 . 3 . 11 Extra Curri cul ar Ac tivi t i e s  

Partic ipation in extra curri cular act ivities  was 

pl ac ed 4 th in the tabl e by men and 5 th by women , ' Perc ep tion 
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of the factors aff e c t ing promo tion ' .  Thi s would give the 

impre ssion that all the t e achers in my sampl e thou�ht that 

it was an important area  when t eacher s were being considered 

fo r promotion . The subtl e d i stinct i on placed  upon thi s 

aspect  o f  th e connection b e tw e en extra curri cular activi t i e s  

and promotion was expr e s se d  b y  one mal e t e acher , who said , 

r r rt  i s  an ext ension of  what happens in the classro om b etwe en 

9 o ' cl o c k  and 4 o ' cl o ck . Thi s i s  c onne c t ed wi th th e type o f  

t eacher you are ,  and the s e  are th e t e achers who de serv e 

promotion" . Many t eachers remarked that they did no t 

consider extra curri cul ar ac t ivi t i e s  in relation to promotion , 

and as one ambitious h e ad o f  department , who was involved in 

more than four extra curri cul ar activiti e s , said , "Mine i s  

an endl e s s  round o f  act ivi ty g enerat ed mainly by interest '' . 

Ano ther young man who was heavily involved with activi ti e s  

said , " There i s  no reward for thi s , just expecte d - perhap s 

a pat on the back" . Women particul arly fel t that mixing 

with children in a di ff erent si tuation  had s o c i al 

impl i c ations and mad e c l assroom exp erien c e  more meaningful . 

Their main mo tive for thi s extra involv ement was in th e 

int erest  o f  relationships  rather than promo tion . 

Al though many t e achers di sputed that parti cipation 

in extra curri cular activi t i e s had any direct  impl i c ation 

upon their promo tion it  was indi c ative  that the s e  t eachers 

had b e en heavily involved during their t eaching years , and 

teachers in s enior po si tions had b een prepared to �ive up 

vast amounts o f  their own time after s cho ol and during 

hol idays  to involve youn� peopl e in all typ es  o f  different 

experi enc e s . Only a v ery small perc entag e  of my sampl e had 
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never done any extra- curri cul a.r ac tivi ti e s  and all my sampl e 

had gained promotion . I t  was f e l t  that ev en if initial l y  

attention was fo cused on a young t eacher ' s  d e sire t o  become 

invo lved in extra-curri cul ar ac tivi ti e s , and was s e en as a 

strong rec ommendat ion fo r promot i on , i t  b e c ame l e s s  

signi fi cant after Scal e  3 .  It  i s  difficul t  to as sess  i t s  

importanc e ,  be cause al thou0h given high status i n  the l i s t , 

individual teach ers were reti c ent to  ac c ep t  that th ey were 

mo tivated by the extrinsic  g o al of promo ti on . 

Tabl e 3 . 9  Average number o f  extra curricul ar act ivi t i e s  
undertaken 

Scal e  3 S c al e  4 
!Age Group M en Women Men Women 

26-30  4plus 3 . 4 - 4 . 0 
31-35 2 . 4  2 . 5 2 . 4  2 . 8 
36-40 2 . 5 1 . 6 2 . 4  2 . 7 
41-45 1 . 75 1 . 5 2 . 1 1 . 4 
46-5 0 1 . 0 - 2 . 6 1 . 0 
5 1-5 5  2 . 5 0 . 5 1 . 2 1 . 5 

Men were mo re active than women and thi s was the same 

throughout th e whol e  sampl e with an av erag e of 2! activi t i e s  

fo r mal e and 1� f o r  women . The trend app e ared t o  be one of  

high degree invo lvement for young er t e achers and a l e s s er 

degree  for the older t eachers . 

From Tabl e 3 . 9 it can be seen that men were more 

involved in extra- curri cul ar activi t i e s  than women . Po s s ibl e 

reasons for thi s could be sugges ted , for exampl e great er 

dome stic  commi tments of marr i ed women , the generally great er 

r-

invo lvement o f  boys and therefore mal e staff , in sporting 

ac t ivi ti e s . However the differenc e in l evel s  o f  parti cipati on 

b etween men and women is not uniform and i s  no t l i Kely to  be 

a signific ant fac tor in the l ack of pro mo tion of femal e 

teachers . 
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3 . 3 . 12 Training for  Manag ement in Scho o l s  

Both m en and women at tached great importance to 

'heeping pac e wi th educational ideas ' , al though they did 

no t attach such importanc e to attendan c e  at in- servic e  

course s .  The o rgani sation o f  the cours e s  did no t escape  

criti c i sm . 

" Th e  t endency i s  to go on a cour s e  when you hav e  th e 

j ob , and not in preparation for i t .  Thi s again i s  the 

stupidity of th e sys t em" . Thi s was a remark mad e  by a mal e 

head of department , b e cause  he  had found great diffi cul ty 

in obtaining a plac e on the manc: g ern ent course  for whi ch h e  

had appl ied . Thi s ,  h e  f el t , was c aused  by the cour se  be ing 

filled by tho se  already in the admini strat ive po sitions . 

O ther t each ers compl aine d that , "Pastoral cour s e s  are 

diffi cult to g e t  on, wi th as many as a hundred appl ications 

for twenty plac e s , so al though I hav e  appl ied my appl ication 

has no t been suc c e s sfuf · It would app ear from th e s e  

obs ervations that teachers  are parti cul arly anxious to 

participate in ' in-serv i c e ' training in the pursui t of 

greater professional skill . R e c ent in- s ervi c e training 

att endanc e was pl ac ed sixth in the s c al e ,  ' P erception of  

Factors  affec ting promo t i on ' ,  by  men and tenth by  women . 

Women , however in my survey had att ende d more rec ent in­

s ervi c e  training cour s e s  than men , al thoush it was a v ery 

slight extra involvement . 

The int erest in cour s e s  was particularly impr e s s ive 

with all teachers s e eing some value in parti c ip ation . Their 

funct ion was viewed from different persp e c tives and some 

t eachers showed that the degree of int erest vari ed  from , 
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"ftlarvellous cour s e s  avail abl e '' to , "There i s  v ery l ittl e 
one can actually l earn from th e cour s e  i t s el f . I t  i s  the 
contac t with c oll eague s from o ther  s cho o l s in the area that 
is so important . That i s  the real value o f  the s e  cour s e s  A' . 

The expense o f  cour s es was a det err ent f"rom a financial 

perspective and conc erned many t e acher s , n i  c oul d no t 

po ssibly sp end th e money , al though I would l ov e  to 60 on a 

lot of cour s e s . A w e ek i s  compl etely out of  the question 

now wi th the lacK  of  sub s idy avail abl e '1 • Others saw the 

manag ement cour s e s  as a nec e s sary preparation for the 

intervi ew , for instanc e ,  " Ano th er mov e woul d  be in another 

direc tion , and I would hav e to do cour s e s  and background 

res earch before I could fac e an intervi ew . Al though one has 

to l earn th e j ob in the · j ob i t s el f ' ' .  

The cour s e  att endanc e was divi d e d  int o thre e ar eas , 

pasto ral , manag em ent of  school/ curri culum , and sub j ect  area . 

I t  was exp e c t ed that women would prefer the pastoral cour s e s  

and thi s proved t o  be  t he c a s e  with 6 6% attendanc e as oppo s ed 

to 37% of  the men . However th e manag em ent o f  school/ curri culum 

ar ea was surpri sing , becau s e  women were well  repr e s ented -

4 8% women to 56% men . The c our s es contained in the sub j e ct  

area were varied and many were connected  with up to  date 

t e chnol ogy in r el ation to sub j ec t s . Here inter e s t  was greater 

among s t  the mal e s  wi th 5 1% m en to 40% women . 

Tabl e 3 10  Perc enta6es of int ervi ewe e s  who had att ended  . 
rec ent 1n-s ervi c e  tra1ning cour s e s  

Pastoral Sub j e c t  Manag ement 
S chool/ curriculum 

M en 37% 51% 5 6% 
\v omen 66% 40% 48% 

The que s tion of ' ' What recent in- s ervi c e  training 

hav e  you b e en involved in? " was considered to be v ery 
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impo rtant by the I .L . E . A . in their survey , be cau s e  it  

consid ered that women prepar e  thems elve s  l es s  ad equat ely 

for promotion than men do . I n  my survey thi s was not 

si0nific ant . The I . L . E . A . c o mmente d  in their r eport , 11 Whil e  

i t  i s  not certain what influenc e a ' go o d  r e cord o f  at tendanc e ' 

at in servi c e  training has in the s el e c tion pro c e s s , i t  i s  

clear that fewer women are attending cour s e s  d es i5ned as a 

preparation for hold ing s enior  po s t s  in s chool s 1 1 • The cour s e s  

whi ch I recorded f o r  inclusion f o r  comp ari son were cour s e s  

which were ei ther a w e e k  i n  l ength o r  had run for  one 

ev ening for a period of time . Some cour s e s  had ac tually run 

for a whole year using one ev ening a w e e k  during t erm tim e . 

The ac tive tutorial cour s e  was very popul ar and many teachers , 

bo th men and women , had att ended thi s pastoral c ours e .  

From my survey the only finding whi ch app ear s t o  be  

significant i s  that 66% of women teachers had att end ed 

pas toral cour s e s  compar ed wi th 48% women t eachers who cho s e  

the manag ement school/curri culum area . However a defini t e  

d esire fo r approximat ely hal f  my sampl e  o f  women teachers 

to prepare themselv e s  ad equately for managerial rol e s  was 

great er than tho s e  who ac tually de sired to become head­

teachers or advi s ers . Whil s t  48% o f  femal e int ervi ewe e s  

had att ended c our s e s  in manag ement scho o l j curri culum , only 

3 2% saw head ship as the ul timate goal . Cl early many who 

aspired to only deputy head/ s enior mi str e s s  level felt i t  

nec e s sary to ext end their knowl edg e on the wider asp e c t s  

o f  school  manag ement and the curri culuiit . 

3 3 . 1 3  Conclusion 

From th e s e  inves tigation s  it is apparent that a 
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number o f  the s e  fac t o r s  are l i t\.ely t o  aff e c t  tG.e promo t ion 
pro spects  of  women t e achers , but none o n  i t s  own could be 

considered cruc ial . C ertainly the mal e � achers int ervi ewed 
in the survey appeared to  sho w  more det erH,ination  in their 

approach to their careers . On the who l e  they pl anned th em 

more confidently ; they aimed higher and th ey ac c epted th e 

promotion pro ce dure , includ i ng int ervi e w s , more philo sophi cal ly , 

al though no t uncri tically , than d i d  women : women were more 

conc ern ed to  prove th emselv e s at each step along the way . 

\1/omen sho wed preferen c e  for cour s e s  wi th a pastoral bias , 

but thi s did no t prevent a consid erabl e numb er of them 

attending manag ement and curric ulum c ours e s . Dome sti c 

consid erations p l aced mobility contraint s  on bo th men and 

women ; fo r men thi s meant a r eluctanc e to l eav e thi s ar e a ,  

whereas for women i t  could mean an enfo r c ed move out o f  the 

area in the wa�e o f  a hu sband ' s change o f  j ob :  only one 

woman fe l t  that her hu sband would move for her promotion . 

Although the break t aken by married  women to start 

a family had int erfered wi th career  patt erns , there s e emed 

an increased determinat ion runongst  y ounge r  women to  l imi t 

thi s break to the statutory mat ernity l e ave . 

The men wer e  better qual ified than the women at all 

l evel s in the survey , but sub j ec t  area app eared  to make 

littl e d i fferenc e in the ar ea of top manag ement . Al though 

the Mathematic s and S c i enc e area , a mal e dominated ar ea , 

provided rapid promo t ion , the early arrival at the S c al e  4 

l aunching pad did no t re sul t in the senior  ranks being 

dominate d  by young s c i ent i s t s ; the appar ent sho rtage o f  

women s c i enti s t s  canno t be  s e en as a fac tor rel evant to 



116 

promotion to s enior manag ement . Simi l arly there was no 

evidenc e to sug6 est that , through d eriving great er j ob 

sati sfaction there , women were mor e  reluc t ant to  l eave the 

classro om , and the t end ency for  men to g e t  invo lved in more 

extra curri cular act iviti e s  than women , al though po s sibly 

of  some influenc e in early promo tion , was no t suf f i c i ently 

marked to ind ic ate any r eal signif i c anc e . 

• 
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CHAPTER 4 

LEADERSHIP 

4 : 1  Leadership and the Structure of Organisation 

" The distinctive characteristi c of an organisation , 

which distinguishes i t  from soc ial structures like 

the family , is that it has been formally establ ished 

for t he expl i c it purpose of achiev ing goals . Every 

organisation has a formal ly instituted pattern of 

authority and an off i c i al body of rules and 

procedures whi ch are intended to achieve i ts 

spec ifi c goal s . Alongside this formal aspect of the 

organisation , however , are networ ks of informal 

relations and unofficial norms whi ch arise out of 

so cial interaction of indivi dual s and groups working 

together within a furmal structure " .  ( Banks 1968 p 191 ) 

"Much of the anxiety that pervades modern soc iety has 

its origin in unc ertainty about l eadership and authority ' , 

( John 1980 p l ) because the �rowth and power of large compl ex 

organisations in the 2 0th C entury have produced a need for 

ski l l ed l eadership . The results of the dec isions made in 

these organisations have implications in the lives of people 

con cerning the availability of goods and services , the 

distribution of weal th and pr i v i leg e and even the opportunity 

for people to fulfil themselves in meaningful roles. S chool s , 

being a microcosm of society , refl ect these srune probl ems and 

anxieties. In the srune way as in wider soc i ety , the 

distribution of rol es within schools affects daily experien c es 

and provides or denies opportunities for personal development 

and self expression . This distribution of authori ty within 

organisations affects who benefits and to what degree. The 
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el evat ion of individual s to  po sitions o f  influen c e  and 

power is  c entral to how pol i c i e s ar e impl em ented . Despit e 

a preval ent imag e in so c i al s c i enc e of  mod ern o rgani sations 

as univ ersal i sti c , s ex neutral t o ol s ,  gend er is  fr equently a 

v ery important det erminant o f  who i s  suc c e s sful and who is  

no t .  In thi s way l ead ership can b e  frequently vi ewed as 

exploi t ativerather than fac il i  tati v e . 

" The abs enc e of a coher ent vi ew about l eadership and 

authority no t only handi cap s  ins t i tutional r el ations , 

but al so confuses  and frus trat e s  th e innividual member 

by und ermining hi s s en s e  of ' onenes s ' or  ' int egrity ' .  

Thi s i s  parti cul arly true of  insti tut ions in th e 

caring servi c e s  such as scho ol s · ' . ( Johns 1 980 p 5 )  

A coher ent vi ew about l ead ership and authority woul d 

appear to enc ompas s styl es and re sponsibil iti es  and the b el i e f  

that '' Leadership has n o  g end er ·  . Eff ec tivene ss  de p end s on  

the  characteri stic s of  the individual and the s truc ture of  

the organi sational s e tting s , no t on wh ether one  i s  a man or 

a woman" . ( Greenfi eld & Beam 1980 p 47 ) G en6 er and 

compet enc e are l inked in manag ement with the mal e charac t er 

traits and thi s will b e  explored l ater in detail , but i t  

will b e  argued that men and women ar e g enerally comp et ent 

when in manag erial rol e s , so it i s  the nature o f  

o rgani sations whi ch app ears t o  be  de trimental t o  the pro gr e s s  

o f  women in the fi eld of educational management . I t  would  

app ear al so that l eadership i s  not now considered to be  an 

abstract charac t eri stic wi th whi ch an individual i s  endowed , 

but a l earned skill  whi ch i s  grounded in int er-personal and 

power r el ationships . "We will greatly increas e our 
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understanding of l eadership phenomenon i f  we  abandon the 

no tion o f  l e adership as a trai t , and conc entrat e ins t e ad on 

an analysis of the b ehaviour of l eaders " . (Hal pin 1966  p 81 ) 

The b ehaviour o f  l e ad er s  and i t s  r el evan c e to educational 

establ i shments hav e  b egun to  attrac t gre at er att ention since 

the g rowth of s e condary compr eh ensive s chool s ,  whi ch has no t 

only increas ed the s i z e  of  the scho o l , but the compl exi t i e s  

o f  its  func tion . The demands mad e upon scho ol s  hav e 

increased with the plural i s t i c  d emand s o f  soci e ty and 

gr eater emphasi s  b eing given to  ac c ount abil i ty . L ead ership 

styl e s , leader ship training and the cho i c e  of l e ad ers in such 

an influential are a  o f  so c i e ty as educ ation ar e ind e ed mo s t  

important conc erns and shoul d p erhaps b e  s e en t o  have d eeper 

impli c ations for the development of  a more egal i tarian 

so ci ety than has y e t  b e en acknowl edged . 

4 : 2  Leadership styl e s , Theori e s  and Mo d e l s  

The developm ent o f  manag ement thou�:,ht h;::..s b e en an 

evolutionary pro c e s s , and was primarily direct ed to industry . 

Howev er the worK  done in thi s int erdi s c i pl inary area o f  the 

so c i al and behavioural s c i enti st s  has app e ared increasingly 

in educati onal l i t erature . 1 1 There  is  a wid e spread b el i ef 

that the modern educational admini strator must have a th eory 

- bas ed preparation . The impac t  o f  thi s  area o f  schol arly 

activi ty upon the improvement of educ ational admini stration 

i s  just b eginning t o  b e  f el t  and shoul d cont inue to grow 

in the future " . ( Launders & My ers 1 980 p 150 ) The s tyl e 

o f  l ead ership i s  fre�uently analys ed by the divi sion into 

two or  more independ ent dimensions . There  i s  the po s s ibil i ty 

that mal e and f emal e styl e s  o f  l e adership could fal l  into 
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gender cat egori e s . However i f  the emp�asi s  i s  n o w  on a 

l earned qual ity no t an innat e attribute  thi s c ould be  a l e s s  

rel evant hypothesi s .  Firstl y  i t  could b e  product ive  t o  

examine the divi sions wri t er s  have id enti fied , but i t  i s  

e s s ential t o  acknowl edg e that the s e  are g eneral divi sions 

and not restricted  to educ ati onal managem.ent . However there 

i s  a correlat ion b etween the finding s o f  wor�ers in vari ous 

institutions and tho s e  of t eacher s . Ind i c ations of di s­

s ati sfac tion c ame from extrem e s  in th e bi-polar construct s 

such as auto crat i c/ d emo crati c ,  b ecau s e  t e achers , l ike 

workers in any o ther typ e  o f  institution are frustrat ed by 

what they perc eived as ineffi ci ent manag ement or  ali enat ed 

by dictatori al l eadership . (Handy 1 9 7 6 ) 

Res earch indi c at e s  that sourc e s  o f  sat i s fac tion are 

intrinsic  to the j ob - th e work i t s el f ,  achi evement , 

r ecognition , re sponsibil i ty and advanc ement - wh ereas the 

sourc es  o f  d i s s ati sfac tion are such extrinsic fac tors as 

s al ary , s tatus , securi ty and relationships  wi th inferiors/ 

supervi sors . ( Herzb erg 1 966 ) Job s at i s fac tion and the typ e 

o f  l eadershi p exp eri enc ed wi thin scho o l s  app ears to have a 

direct  link , fo r 1" Their career pl ans were aff e c t ed by their 

present sati sfac tion w i th t e aching and thi s was strongly 

influenc ed by their perc eptions of the ways in whi ch schools  

w er e  l ed and administ e r ed " . (Nias 1 980 p 255 ) Thi s was 

the resul t o f  res earch obtained during intervi ews with 

primary school teachers , no t secondary school teachers , but 

i t  do e s  illustrate the rel ationship betw e en j o b satisfaction 

and l e adership s tyl e in an educational environment . 

The mo d el s  o f  l e adership styl e mo s t  useful for 
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educational res earch will  be  diffi cul t to  i so l at e , b e c aus e 

there have b e en more than forty styl e mod el s  wi th many 

differing and frequently c onfl i c ting featur e s  d eveloped 

sinc e the mul tipl e l e adership behavi our patt erns devel o p e d  

b y  L ewin , Lippitt and Whi t e  ( 1 93 9 ) . They classifi ed 

l eadership styl e s  as auto cratic , lai s s e z  faire and demo cratic . 

The numb er of styl e s  fo r a mod el now vari e e  from two to eight . 

From her finding s Nias f el t  that th e comments from her 

r e s earch supported the c l aims of Yukl ( 1 975 ) ,  that there are 

thr e e  indep end ent dimensi ons of  l ead er ship styl e . Yuhl us es  

a thre efold typology whi ch avo id s  th e u s e  of  ' auto cra t i c ' 

and ' d emo crati c ' .  He  ac c ep t s  Halpin ' s  ( 1 966 ) dimensions o f  

' Consid eration ' and ' Ini ti ating S truc ture ' ,  and add ed a 

p artic ipatory one under th e lab el ' De c i sion C entral i sation ' . 

The s e  are the thre e  independ ent dimensions  along whi ch 

l eadership trai ts  can b e  di stribut ed . (Yukl 1 975 ) 

Consideration i s  the b ehavi our that involves human rel ation­

ship s  and 6 roup maintenanc e :  initi ating struc tur e i s  b ehaviour 

that invo lv es  organi sing and d ir e c ting work . ( Halpin 1 9 6 6 ) 

D e c i sion c entral i sation , the add e d  d imension , i s  the degr e e  

o f  l eader influence  over group d e ci sions . Halpin considered 

his two fac tors to be ind epend ent variabl e s  in hi s r e s ear ch , 

b e c ause they c an b e  pr e s ent in a b ehaviour to varying amounts 

and r elationship s  at differ ent time s . N i as conclud ed from 

h er research that , " I t  would b e  artifi cial to s eparat e good 

admini stration from consid eration , for ineffi ci ency was 

construed by many teachers as a failure on th e h e ad ' s part 

to understand their difficul t i e s 1 1 • (Nias 1 980 p 260 ) 

Si6nifi c ant progr e s s  in admini strative theory was 

marked by the widespread consensus o f  l eadership b ehaviour 
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being divided into the two c at egori e s  o f  the  relationships 

to work and t o  p eo pl e .  Many styl e moa el s have b e en based 

on thi s  res earch with the two maj or areas . There are 

however confl i cting p erc epti ons o f  both ro l e  and the 

relationship of the two vari abl es . The two dimensions of 

l ead er b e.haviour appear in th e wor� of Hal pin ( 1 966 ) Bl ake 

and Morton ( 1 964 ) Likert ( 1 9 6 7 ) H e r s ey & Blanchard ( 1 9 6 9 ) ,  

and Hallal  ( 1 974 ) . The c ontroversy regarding the two 

factors i s  based on the probl em o f  whether they are s eparat e , 

depend ent or ind ep end ent var i abl es . The dominant current 

vi ew i s  that they are ind ependent r ather than d epend ent or  

sep�rate variable s .  The manner in whi ch these  mod el s relate 

to  school s  i s  parti cul arly interesting , b e c ause  in scho o l s  

the headt each er and th e manag ement t eam are providing the 

admini strative cl imat e and l ead er ship wi thin the cont ext o f  

pro f e s sionally equal coll eague s ,  for progression to manag erial 

status in educati on i s  not cont ingent upon the compl etion of 

any particul ar credenti al . 

John ( 1 980 ) dev el o p s  th e theory that l e adership i s  

not the prerogative o f  the headt eacher , but a qual ity 

exerci s ed by all t eachers , for  he obs erv e s  that , " wi th 

promot ion , the boundari es  o f  r esponsibil i ti e s widen , but the 

princ ipl e s  remain the same 1 1 , for when c ompl aint s are made 

by teachers about lack of l eader s nip prac t i c e  they ignore 

' the fundament al truth that l e ader ship  i s  a continuum of 

opportunity " .  ( p  6 )  Thi s  philo sophy embrac es  the conc ept 

of staff devel opment as a crucial el ement of l ead er ship . 

" In s cho ol s ,  whi ch ar e insti tutions d edi cat ed to growth and 

self ful filment of  pupil s , it  should no t be necessary to  

argue for the growth and ful filment o f  teachers " . ( John 1980 

• 
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p 111 ) Thi s woul d app e ar t o  b e  i n  d i re c t  cont rast to , 
"The pres ent s t at e  o f  the head p ermi t s  him to  control the 
activiti e s  of t eachers in a manner mo re appropriat e  to 

workers performing rout ine skill s than to rel atively 

autonomous prof e s si onal s 1 1 • (Hoyl e 1 9 7 5  p 6 9 ) Hoyl e 

recommends reform and hi s apprai sal i s  o bviously cri t i c al . 

Thi s move from auto c rat i c  t o  consul t ativ e would app ear to 

be the ideal type of l e adership for s econdary school s ,  but 

there i s  al so  the diffi cul ty o f  d eveloping congruen c e  

between the n e e d s  o f  t h e  individual and the n e e d s  o f  the 

organisation i t s el f . The s e  ar e some o f  the dil emmas o f  

l e adership in the s econdary school s ,  and the ac countabil ity 

attached to  the rol e o f  h eadship i s  an added dimension . 

This indicat e s  c aut ion in b e ing too pre s criptive in 

d evel oping the mo del of the ideal edu c at i onal l ead er . I t  

i s  suffici ent t o  cownent that the b e st headt eachers are 

tho se  who are abl e to  acc ept the respons ibil i ty for t heir 

power without abdi c ation or auto cracy , and are abl e to s e t  

high standards  i n  the pursuit o f  the c o l l ective go al s . 

" Th e  head i s  held r e SllOnsible fo r everything that 

happens in hi s s cho o l , by the L . E . A . , hi s governors , the 

parent s , the media and the publ i c . Thi s i s  the rol e o f  the 

h ead to c arry the re sponsibil i ty for the  s chool and for all 

the d e c i sions that ar e taKen in i t r  . ( J ennings 1977  p 3 )  

L at er Jenning s  emphas i s e s  that , 1Headship by continually 

r enewed cons ent where the he ad consul t s  fully with colleagues  

oefore making d e c i s i ons is  considered t o  b e  the mo st  

eff ective " . ( p 2 3 ) In the  same year the o ffic i al obs ervat ion 

by H .IVI . I s  was that , "Emphasi s is laid on consul t ation , team 
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work and participation , but without exc eption the mo st  

important s ingl e fac tor in the suc c e s s  o f  the s e  s choo l s  i s  

the qual ity o f  the l ead ership o f  the h e ad . They are 

cons cious of the corrupt ion o f  power and thou6h ready t o  

take final responsibil ity they hav e  made power sharing the 

keynot e  o f  their organi s ation and admini s tration . such 

leadership i s  crucial for  suc c e s s " . ( D . E . S . l 977  p 3 6 ) 

Modern conc epts o f  s chool manag ement demonstrat e a mov ement 

away from autocracy and pat e rnal i sm toward s a range o f  more 

demo crat i c  le ad ership styl e s . Head s  are much more inclined 

to consul t staff befo re d e c i s i o n s  ar e taken , but consultation 

can hav e  many forms . 

Involvement would app ear to b e  a basi c el ement for 

succ essful le ad er ship , " If th e emphas i s  is  on his  lead er ship 

and encouragement of  coll eague s in th eir j o int effort s , hi s 

contribution could b e  invaluabl e in enabl ing the combined 

experti s e  of a profe ssi onal staff to be mobil i s ed for th e 

achi evement of agr e ed organi sational o b j e c t iv e s " . (Hue;h es  

1 976 p 6 0 ) A p o s i tiv e b enefi t  o f  consult ative l e adership 

is  the pro f e s s ional dev el o pment of  staff , for in thi s  way 

t eachers  ar e better p l ac ed to set  th eir t eaching rol e within 

a wider context if  they ar e giv en ac tive r e sponsibility for 

asp e c t s  of school organi sation . H erzb e rg ( 1 96 6 ) ref ers to 

thi s  chan� e in organi sat ions by a method he  cal l s  ' j o b  

enri chment ' .  This i s  the pro c e s s  o f  upgrading an ·  

individual ' s re sponsibil ity , al ong with increasing the s cope  

and chal l enge o f  hi s or her worK . Thi s pro c e s s  should 

increas e the mo tivation of  the indivi dual , because it  enabl e s  

s el f  ac tuali sation . S elf actual i sation i s  th e ul timate in 
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the Maslow ( 1 954 ) hi erar chy o f  n e e d s . 

Thi s incr ease in individual motivation i s  obviously  
the aim o f  an effective admini strator , and resear chers and 
theori st s are anxious t o  i d entify the c ausal factors o f  
exp ert i s e  i n  thi s fi eld . Lat er r e s earch has frequently 
inval idat ed earl i er r e s earch so ther e ar e many incongruent 

concepts . 11 In r e c ent year s , how ever , there has b e en 

confluenc e  of thought in c ertain areas , and efforts to 

synthesi s e  the various r e s ear ch finding s  have  resul t ed in 

progress  toward s the construc tion of a viabl e and 

c omprehensive b ehavioural theory o f  admini strative 

eff ectivene s s " . (Laud er s & Myers 1 980 p 146 ) 

" In considering the styl e s  o f  l ead ership as th ey 

app ear to  charac t eri s e  different p ersons in comparabl e 

rol e s , we hav e  to b e  on our guard against th e dang er 

of creating st ereotype s and thus suggesting that each 

must inevitably remain fixed in the ' personal styl e ' 

that i s  mo st natural to him . Equally we  have  to 

avoid fall ing into the error of p erc eiving a 

parti cular p erson ' s  styl e o f  l e ad er ship as wholly 

the r e sul t o f  pr e s sur es ex erted upon him so 

powerfully by tho se he l e ad s  that he has no cho i c e  

but t o  act in the way they forc e him t o  act . The 

l atter deni es  the re sponsibil i ty of  the p erson ; the 

former d eni es the contributory r e sponsibil ity of -the 

group , and the d emands of th e parti cul ar 

inst itution in whi ch th e l ead ership i s  b eing 

exer c i s ed 11 • ( Ri chard son 1 973 p 208 ) 

The last quo tation illustrat e s  th e subtle bal an c e  
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b e t w e en the l ead er , t h e  fo l l ow e r s  and t h e  d em an d s  o f  th e 

inst i tuti on , and p erhap s indi c at e s  why p er s p e c t i v e s  hav e 

al tered as r e s e arch h a s  pro gr e s s ed in o r d e r  t o  a c c o mmo d at e  

the numerous v ari abl e s . B ef o r e  1945 , mo s t  stud i e s  o f  

l e ad ership w e r e  char ac t eri s ed b y  the i d ent i f i c at i on o f  

trai t s  o f  suc c e s sful l ead er s , but s c i ent i s t s  and manag ement 

th eori s t s  h av e  aband o n e d  thi s appro ach in th e i r  r e s earch fo r 

s e eking an s w e r s  to eff e c t i v e  l e ad er b eh av i o ur . Over one 

tho u s and d i f f er en t  trai t s  h av e  b e en i d ent i fi ed and S t o d g ill 

& C o ons ( 1 948 ) in t h e i r  r ev i e w  of 124 trait s tud i e s , 

con c luded that , a p er son d o e s  n o t  be c o m e  a l e ad e r  b y  v i rtue 

of p o s s e s s i o n  o f  some c o mbinat i on of trai t s . Th ey al s o  

c onc lud ed that ' s i tuati onal v ariabl e s  ev i d ently infl u enc e 

l e ad ers ' b ehav i o ur pat t erns• . ( p 35 ) 

I t  i s  c o n s i d e r e d  in c urr ent admin i s tr ative t h e o ry 

that l e ad er s h i p  s kil l s c an b e  ac �ui r ed , and pro bably t h e  

s i tuati onal l e ad e r ship th e o ry i s  n o w  c o n s i d er e d  to b e  more 

a c c ep t abl e . Thi s si tuat i o nal l e ad ersh i p  theory c an b e  

d e fined a s  t h e  ab i l i ty t o  ad j u s t  l e ad e r ship c apab i l i t i e s  

i n  any cont ext , b e c au s e  no l e ad er sh i p  s tyl e i s  sui t ab l e for 

al l s i tuati o n s . The b arri er s  to a t h e o ry of uni v e r s al 

l e ad ership ar e that d i ff ere� cont ext s r e �u i r e  d i f f e r ent 

exp eri enc e  and sp e c i al i st Kno wl edg e . Wli t h  the incre asing 

s p e c i al i s at i o n  o f  work group s , th e m e mb e r sh i p  o f  a v ari ety 

o f  them b e c ome s d i ffi cul t eno ugh and l e ad e r ship impo s s i bl e , 

b e c au s e  l e ad e r ship in t erm s o f  exp ert i s e  in e ach d i f f e r ent 

s e t ting d emand s cr ed ibil i t y . I t  wo ul d app e ar that e ff e c t i v e  

l e ad e r ship t h e r e f o r e  r equi r e s gr eat fl exi bil i ty in o r d e r  t o  

r e s p o nd t o  rap i d l y  changing s ituat ions . Br imm & W h e e l e r  
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(1966 ) observe that , 

" there are three things a p erson requires b e fore he 

is abl e  to perform satisfactorily in a rol e .  He  must know 

what is  expe cted of him ( bo th in  behaviour and value s ) , 

must be abl e  to meet the rol e  requirement s and must de sire 

to practi se the behaviour and pursue the appropri ate end s" .  

( p 5 8 )  

Having explored th e conc ept s o f  educational l eader­

ship and defined what i s  required for ade quat e fulfilment 

of role  it would now s e em appropriate to explore why there 

are so few women who ac quire manag erial status in 

secondary education . I t  would  app ear that many attribut es 

which , it is c l aimed , make women unsui table  for top 

management are more c ompat ibl e with changing so ci etal 

expectations o f  effe ctive l eadership in s cho o l s  than tho se 

charac teri stic s  as so ciat ed with the mal e ,  which have mad e 

men the more likely c andidat e s  during the l ast twenty years . 

4 : 3 Sex Rol e Stereotyping and Social i sation 

Lipham ( 1 964 ) di stingui she s  between l e aders and 

admini strators on the l ines that 11 l ead ers initiat e  new 

structures or pro cedures to achi eve o rgani sational goal s  

or ob j ec tive s whereas admini strators uti l i s e  structures or 

pro cedures  for thi s purpo s e 11 • ( p 1 2 2 ) Women are considered 

to be mo re pas sive , gentl e , consi deration ori entated , more 

sensitive and l e ss suit ed than mal es  for po sitions of high 

authority . ( Bantol 1 980 ) What must be added to the 

behavioural reperto ire of some women se eking l eadership 

po sitions i s  the wil lingne ss  to oversee and be responsibl e 

for administrative functions ,  for exampl e ,  hiring and firing , 
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budgeting , struggl es with higher and l o w e r  o rgani sational 

components ,  and a wil lingn e s s  to set the pace for the 

group . "Women must not simply refl e ct what i s  happening , 

they must iniuate" .  (Hemphil l  1949  p 4 0 )  The s e  writers give 

the impression that mo st women ar e different from mo st men 

in their suitabili ty for l eadership rol e s , b'e caus e o f  their 

personality traits and the so c i al i sation pro c e s s e s .  I n  thi s  

way women are po ssibly seen as more suit ab l e  for the rol e o f  

admini strator than l ead er . 

However confli cting views c an be  found in research 

comparing admini strative b ehaviour o f  m en and women in 

headships . Frasher & Frasher ( 1976 ) indi c at e  from their 

research that the women ' s  behaviour is in fact more 

appropriat e  to school  management than th e mal e managerial 

model . The fumal e s  in thi s  po sition are mo re l ikely to 

involve thems elve s in instructional sup ervi sion , to exhib i t  

d emo cratic l eadership styl e s , to be  conc erned with students 

and to seek community involvement . Thi s suggests  that the 

weight of b ehavioural evid enc e shows women to be more 

effe ctive than men in s chool headship rol e s , and it i s  

po ssibl e that the preference  for the mal e has b e en 

d etrimental to s chool s . ( Gro ss & Trask 1 97 6 ) There are 

various explanations for the assumed d i ff erence s  and Gro s s  

& Trask sugge st that women sp end more t ime i n  the teacher 

rol e before becoming admini strators  than men do . The 

result i s  that they acquire more expert i s e  in instruc tion 

and are more confident and willing to engage in 

instructional supervi sion . If  the s e  are fact s ,  it  merely 

suggests  that mal e promotion should be d el ayed . Caution 
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too should b e  dire cted toward s thi s  evi d enc e ,  be c aus e i t  

is  mainly based o n  self-report s o f  admini strators and 

evaluations by subordinat es , and do e s  not correl at e  with 

field studi es conduc ted in busine ss  organi sations , where 

researchers consi stently found no differen c e  betwe en men and 

women leaders in performanc e ,  b ehaviour or subordinat e 

satisfac tion . 

Even if the ' no diff erenc e '  evidenc e i s  unacc eptabl e 

and the notion no t supported that women , from previous 

sociali sation or ext end ed c l as sroom te aching experi enc e ,  

are better suited to educational l eadership rol es , there 

would be  very l i ttl e empiri c al evid enc e to support the 

contrary view that women ' s  • trai t s • or l earned styl e s  are 

antitheti cal to l eadership p erformanc e in s chool s .  Onc e 

in a managerial po sition , displays o f  comp eten c e  from 

previous gender attribute s  woul d not s e em to affect  or 

create the image o f  the femal e l eader . Ac tual abi l i ty to do 

the job  do es  no t depend on the fac t that the incumbent o f  

the rol e  i s  a man o r  a woman . 

Competence  therefore do e s  no t app e ar to be  an i ssue 

for conc ern , and the compari son of performance  between mal e 

and female l eaders will no t be  pursued . Thi s provides the 

o pportunity to explore the nature of  organi sations and aim 

to di scover why more women are not ini t i al ly prepared for 

l ead ership rol es  in spi te of the evidenc e whi ch supports 

their sui tabili ty for posi tions in educational management . 

4 : 4  Structural Characteri st i c s  o f  Organi sations 

Again there is disagreement on the extent to which 

organi sational charac teri sti c s  explain wom en ' s  absenc e from 
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leadership po si ti on s . Fennel et  al ( 1 978 ) re j ect early 

sex rol e  social i sation as an expl anation for g end er 

differences  in assuming l e ad ership rol e s , and explain that 

organi sati onal settings deprive women of l egitimacy in 

leadership po si tions . They argue that higher authoriti e s  

are l e s s  likely to support a women i n  a l eadership rol e than 

they would be to support a man in that po si tion , and 

cons equently subo rdinat e s  are l e s s  likely to ac cept 

directives and evaluations from a woman . Ri chard son ( 1973 ) 

observ e s  that whi l e  she was conduc ting her research , th e 

headmast er o f  Nai l sea scho ol did  no t appoint a deputy 

headmi stress on the two o c c asions that the deputy headship 

becam e · vacant . The s enior mi s tre ss , who remained at the 

scho o l  during both vac anci es did no t apply for the po st . 

The following comment i s  Ri chard son ' s  apprai sal of the 

situation , 

"From the point of  view of the staff group as a 

whol e ,  i t  was only seen on thi s  outer boundary o f  

the insti tution that the headship was no t se en as 

requiring a buil t-in h etero s exual partnership 

between the head and hi s deputy . In all o ther parts 

of  the school  thi s relati onship was the acc epted 

norm . . . .  Thi s allows the headmas ter the fl exibili ty 

and the temptation to give the ' Number two ' po st to 

the m an and the ' Numb er thre e '  post to the woman , 

and to acc ept with relief  the woman ' s  deci sion not 

to seek the ' Number two ' post , must be  very strong , 

sinc e men are almo s t  expected by soci ety to find it  

difficul t  to acc ept women in leadership role s " . ( p 220 ) 
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Women forc ed into the ' s enior mi s tre s s ' rol e  o f  

caring for sick children , girl s ' welfare and th e sup ervi sion 

of arrang ements for ho spi tal i ty find great di fficul ty in 

exerci sing authority effe c tively . The insti tutional side 

of the problem is igno red and the l ack of  l eadership skill s  is 

attribut ed to the p erson . However to di spl ay abilities  

and exercise  effective l eadership qualities  it  is nec essary 

to have a cl early defined ro l e , which facili t�es  such 

demands .  Thi s  i s  referred  to by Ri chard son ( 1 973 ) when she 

is examining the rol e  o f  the senior mi stress at Nailsea  

School .  

"Her fe eling o f  having been unheard or igno red or 

forgo tten was very strong ; and it  appeared to me 

that i t  was c arrying more than her own s ense o f  

frustrat ion i n  the committee  - something about 

shared experi enc e of  women in general in a staff 

group l ike thi s , something about a sense of left­

outne ss , of being considered of li ttl e acc ount , o f  

having t o  l eave the maj or deci sions t o  men , of  

denying their own cap acity to take executive 

l e adership even in a school in which girl s had 

consi stently outnumbered boys throughout the 

eleven years of  i t s  existenc e " . ( p  231 ) 

Not  only do the vertical d i vi sions in authori ty 

and de ci sion making have their effects  on aspiring teache rs , 

but the hori zontal divi sions al so create knbal ance . 

"Women te ach and men manage " .  ( Strob er & Tyack 1 980 p 494 ) 

" Th e  divi sions are no t o f  caste-like rigidity , but 

the p o s sibiliti es that the sexe s will experi ence 
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differential c areer l i v e s  and typ i c al l o c ations 

in school are striking enough to allow us to speak 

confid ently of  a sexual divi sion o f  l abour in 

teaching " .  ( Acker 1 980 p 1 2 4 ) 

The teaching pro f e s s i on i s  compo s ed o f  teaching rol es 

and supportive admini strative rol e s  providing an o ffi c i al 

and uno fficial hi erarchy o f  s tatus , po sition and re-

muneration . In 1 94 5  po s t s  o f  responsibility were created 

in accordanc e with th e number and age of the pupil s on ro ll . 

The salary struc ture has be eR revi s ed , but basi cally the 

awards are mad e for pastoral and admini s trative 

re sponsibiliti es . 

Both the fac t that s choo l  organi sati ons are 

hierarchi c al structures and that there i s  an insti tutional 

artifi cial divi sion of  re sponsibiliti es  into , ' pastoral ' and 

' academic ' c an  be seen as f e atures  o f  admini stration that 

can affect c are er aspirations o f  men and women differently . 

We have already discussed how chan�e]ing women into the 

pastoral side , while  providing equal c areer opportuni ti e s  

on paper , re s tri c ts their entry into key d e c i sion making 

posts . However even this si tuation is  in a state o f  flux , 

wi th men incre asingly inter e sted in the se  posts of year 

heads as promo tion opportuni ties  contrac t . Women however 

do appear to b e  moving more po sitively towards greater 

identity of femal e l e adership po tential within the 

relatively unchanging organi sational fe atures  of educational 

insti tutions , so  p erhap s there are compl ementary changes  

within the exi sting struc ture . 

There were many interesting comment s from teachers , 
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about thi s changing scene . Two such comment s ,  the f irst 

mal e and the second femal e , illustrate their p erspectives 

quite cl early . 

"One i s  b e tter advi s ed to go through the admini strative; 

academic route if  one has a good degree . However , the 

pastoral route i s  better for some men , b e c ause  there i s  

little concern sho wn about the sub j ects  o r  the qualifications , 

because it  i s  the p erson that matters " .  In contrast , a 

woman said . " I  have a commi tment to my sub j e c t  are a ,  and 

therefore I want an academic route to manag ementn . 

However only further studi es  of  new generations o f  women 

moving into management c an provide empiri c al evidenc e o f  

changing attitud es and rai s ed aspirations . 

In Lyons ( 1 980 ) survey , he commented that from his 

findings that femal e t e achers seem to be g enerally very aware 

o f  the types  of  c areer po ssibilities  open to th em , and he 

shows that both men and women are inter ested in pastoral 

p o sts , indi c ating that there i s  a signifi cant tendency fo r 

f emale teachers to b e  more likely to have pasto ral amb i tions 

than men . 

A fl aw in the sys tem , po ssi bly for both students and 

for teachers with career interes ts , would appear to b e  this 

pastoral/ac ademi c spl i t , which should  have no reali ty 

wi thin the struc ture o f  school organi sations . Many teachers 

in my survey saw thi s  as a difficul ty b o th fo r schoo l  

organisation and for c areer pro spects . One teacher said , 

11 I t  i s  an indictment o f  the way the system has b e en 

interpreted . There i s  no open distinction b e tween the 

pastoral and the academic structures " .  Writers sugg e s t  
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that the teachers re sponsibl e f or pastoral c are , " are  given 

littl e guidance as to what is exp e cted of them and fac e 

conflicting demand s as to what they should b e  doing . Further­

more they are o ften all o c ated few resources  to c arry out 

their responsibil i t i e s  and given little  opportunity to 

develop the ski l l s  and knowl edge they requir e " . (B est , Jarvi s 

& Ribbins 1980 p 376 ) 

The solution would app ear to be  to di scard the fal s e 

di cho tomy of the pastoral / acad emi c split . The decisions made 

about the curri culum o f  school s and their internal 

organisational s truc tures c an enc ompass bo th th e pasto ral 

and academi c pro c esse s , whi ch are two asp e c ts o f  th e same 

end eavour . Thi s c an be  achi eved , if a team of teachers 

acc ep t  the responsibility fmr the education and welfare o f  

a group of stud ents .  In thi s  way rol e s ar e developed in 

whi c h  teachers c an combine ac ademic wi th pasto ral 

re sponsibiliti es . 

It  is in this  context that sugg estions about ' so c i al 

educ ation'· and ' c areers curriculum '' and rather more radi cally 

a ' pastoral curri culum ' should be considered . "However 

l o g i c al and plausible are id eas l ike th e ' pastoral ' or the 

' careers ' curriculum , their impl ementati on will invo lve 

many schools  in difficult nego tiations with ho stil e and 

well  entrenched group s ,  who (not  unreasonably ) regard such 

propo sals  as damaging to their intere s t s " . (Best , J arvis 

& Ribbins 1 980 p 384 ) Far from thi s , I would argue , l i e s  

the opportunity for organi sational change s  that would 

b enefi t  both students and te achers . The pastoral/ac ademic 

spl i t  could be  eradicated from the structure of schoo l  
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organi sations , and thi s would provid e  more  equal 

opportuni ti es  for men and women to develop their careers 

within the who l e  framework o f  the school .  

The idea that more men are still likely to be  

intere sted in management rol e s suggests  that men vi ew 

te aching as a c areer , whereas many women see  it as a j ob 

to be combined with that o f  a wife and po s sibly a mo ther . 

However the N . U . T .  survey ( 1980 ) o f  women teachers reveal ed 

some intere sting facts . I t  reports that mo st re spondents , 

82% married or o therwi se , see  themselves as consciously 

pursuing a c are er : 77% intend ed to t e ach until retirement . 

These findings are substantially supported by the empiri cal 

re search done in my surv ey in the four case study school s ,  

with 6 4% o f  the women int ervi ewed de siring top manag ement 

positi ons : 32% headship s ,  3 2% deputy headships/ senior 

mistress . However in an earlier survey in answers to 

questions about aspirations , men consi stently wanted head­

ships more than women did : 1 7% men v ersus 4% women fo r 

secondary school s .  (Hil sum & Start 1974 p 45 ) Al though 

the t wo surveys are no t identi c al , the idea o f  a career 

for women would appear to b e  more po sitive 't.en years later . 

The following tabl e indic ates  that there is  a 

definite change in the 'was tage '  element in femal e teachers . 

Wastag e is  defined as , ' transfers to o ther sec tions o f  

education and o ther l eavers " .  Amongs t  men there has been 

a slight decrease during the last ten years from 5 . 7% to 

5 . 2% whereas with women it has decreased signifi cantly 

from 12 . 4% to 9 . 4% .  The tabl e covers all sections of 

education and is  not re stri c ted to  secondary education .  
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I t  do e s  however indic ate so c i al trend s mo st ad equat ely . 
T able 4 : 1 Wastage o f  ful l -time t eachers in maintained nur.sery, primary and secondary school s 

Age at 
end of yr 

Engl and and Wal e s  years  end ed March 31 
1 9 71-72 1981-82 ( provi sional ) 

M en 
N o . 

Women 
No . % 

Men 
No . 

Womell 
No . 

T e achers 
d un er 25 968 9 . 4  5 , 002 1 4 . 4  230 1 6 . 4 1 , 106 
2 5-29 2 , 11 6  7 .  8 

I 
9 , 570 21 . 7  1 , 24 6  4 . 7  I 6 , 870 

30-34 95 6 4 . 9  2 , 549  1 3 . 5  1 , 189 2 . 9  4 , 61 8  
35-39 577 3 . 4  I 1 , 626  7 . 6  709 2 . 3  ! 2 , 181 

I 40-44 463  2 .  8 I 1 , 206 5 . 0  423  2 . 0  i 1 , 410 
4 5-49 325  2 .  2 . 849 4 . 5  316  1 . 7  I 1 , 1 38 
50-54 298 2 . 1 596  3 . 7  6 6 9  3 . 9  1 , 6 80 
5 5-5 9 3 5 5  2 . 4  786 4 . 7  1 , 611 12 . 6  2 , 6 30 
60plus 1 , 995 22 . 7  3 , 089, 33 . 8 2 , 954 28 . 8  2 , 66 3  

T o t al 8 , 05 3 5 . 7  25 , 2 73 1 2 . 4  9 , 34 7  5 . 2  24 , 296  

Wastag e  is defined as " transfers to other secto rs o f  
education and o ther l eavers"  

( D . E . S . 1 982 ) 

Thi s ind i c ates  that a more stable te aching forc e 

8 . 4  
12 . 8 
11 . 8  

6 . 8  
4 . 2 
3 . 3  
5 . 8  

15 . 5  
43 . 7  

9 . 4  

h as emerg ed from the change s  in the past decad e .  The pro­

portion of graduat e s  has b e en ri sing steadily sinc e 1 95 0 : 

from a quart er to hal f  o f  men t e achers and from 1/lOth to 

nearly a third of the women . It  will continue to ri s e  fast 

as  the recent total intake of graduat es work their way 

through the system . Concurrently , a cut o f  more than hal f  

i n  the intake of new teachers has co-incided with rapid 

p rogre s s  towards an all graduate pro f e ssion . There is still 

a marked di screpancy in the payment of women teachers in 
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Tabl e 4 : 2  Average sal ari e s  of  full time t e achers in maintained nursery ,  primary and s e c ondary school s  

Engl and and Wal e s  March 31 , 1982 ( provi sional ) 

Men Women Bo th 
Nurs ery & Primary £ £ £ 
Graduates und er 25  5 , 95 0  5 , 891 

35-39  9 , 33 0  8 , 087 
5 5 -5 9 1 0 , 043 8 , 828 
all age s  8 , 541 7 , 3 73  7 , 728 

Non-graduates  ! und er 25  5 , 36 7  5 , 31 2  
1 3 5-3 9 9 , 32 6  7 , 6 73  
j 55-59  10 , 427  8 , 911 
! all age s  9 , 21 8  7 , 886 8 , 171 

Average nursery & Primary 9 , 05 7  7 , 803 8 , 091 
I 

S econdar;r 
Graduate s under 2 5  5 , 92 3  5 , 908 

, 3 5-3 9  9 , 848  8 , 58� 
1 5 5 -59 11 , 5 5 1  1 0 , 443 

Non-graduat es  
! all ages  9 , 134 7 , 860 8 , 603 l und er 25 5 , 2 31 5 , 2 58 
, 3 5-3 9  9 , 06 3  7 , 992 
1 5 5-59  10 , 049 9 , 5 00 
all ages  8 , 723  7 , 849 8 , 291 

Average secondary 8 , 962  7 , 855 8 , 461 

Overall 
Graduates  9 , 067  7 , 718 8 , 430  
Non-Graduates  8 , 902 7 , 874 8 , 222 
All teachers 8 , 984 7' , 825 8 , 303 

( D . E . S .  1 982 ) 

rel ation to the mal e t e achers as the tabl e indi c ate s .  

The particul arly striking change reveal e d  by the 

l atest statisti c s  has been the fall in the wastag e  of young 

women staff . Whil e more than 14 , 500 women teachers und er 30 

either ' stopped teaching or l eft the state  secto r in 1 971-1972 , 

the figure had dropped to 8 , 000 ten years lat er . Thi s 

indicat e s  that many have delayed having a family or they have 

t aken advantage of the maternity l e ave provi sion , and have 

returned to wo rk . My research showed that the maj ority of  

younger women , who were det ermined to pur sue a c areer and 

still have children had taken mat erni�y l eave and returned to 
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their own j o b . A break in servi c e , possibly for as long as 

five years , in order to  l o o k  aft er their family was no t 

considered t o  b e  a maj o r  probl em to  tho se  in that situation 

in my survey , but I only int ervi ewed tho se who had achi eved 

some status . Ho wever , tho se  who had re-ent ered the pro f e s sion 

without any s i gnifi c ant problem had b e en as si sted by the 

rel ative shortage of t e achers which prevai l ed from the end of  

the Se cond World War until th e adv ent o f  falling roll s 

alt ered the d emand . Prior to thi s time i t  was no t diffi cul t 

to secure a j ob after a br eak and part-time teaching was al so 

readily avail abl e .  Now ,  i f  t e achers Le ave their j o bs for a 

few years there i s  no guarante e  that they will be  abl e t o  

return to teaching . 

I t  i s  within a dynami c state of id eologi cal , 

demographic change , ac companied by government pol i c i e s  that 

women teachers ' commitment s and care er patterns are shap ed . 

I t  is  futile to vi ew the progress  of  women through the career 

struc ture in i solation from the organi sational structures 

within which the se  c areer aspirations are thwarted or 

fulfill ed . C ertainly i t  would appear from Tabl e 4 : 1  that 

there is evid ence of a chang e in the ten years from 1 971-

1972 to 1 981-1 982 , l inked po s sibly wi th the consideration 

that , 

" Even if women teachers were much l e ss career­

orinentated than men in the past , one c anno t pro j ect  

such findings �to an unchanging future . Women ' s  

l abour market participation and sex-ro l e  attitudes 

have changed dramati c ally over the past twenty 

years " . ( Acker 1983 p 131 ) 
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The fact that wom en are ' adapting ' to give� 

organi sational f e atures and to acc epted c are er patterns  do es  

no t mean that the trend will  continue , or that the fe atures  

are g ender neutral . The  improved l egi slation , whi ch p ermi ts 

women to take advantage of  mat ernity l e ave can be vi ewed 

equally as a constraint as much as a cho i c e .  The o pportuni ti es  

for part-time work or o f  ac tually finding another j ob aft er 

taking a longer bre ak from t e aching are de creasing with 

educational cuts and fall ing roll s .  The concept of  ' j ob 

sharing ' has b e en considered by some education authori ti es 

as a situation whi ch coul d  provide women with famili e s , wi th 

part-time work . Thi s c ould be  vi ewed as a way of  making 

o rgani sational struc tures more fl exibl e .  Changing at ti tud es 

coul d  however make a signi f i c ant differenc e for career 

opportuniti e s  for women in education . 

However in confl i c t  wi th the changing atti tudes  

towards women ' s  ro l e  in so c i ety , the rec ent trend s in 

e ducation app ear to be p o tentially harmful to the women 

t e achers . Clo sures and amalgamations of  teacher training 

colleges as well as l imits on pl ac e s  for traine e te achers 

and higher entry qualifi c ations have l e s s ened opportuni ties 

for women students and staff . (Bone 1 980 ) We have se en the 

evidenc e that fewer women are re aching top manag ement j obs , 

so that the maj ority of p o sts connected with deci sion 

making are o ccupied by men . In addi tion to career entry 

being restric ted , the combination of  contrac tions in te aching 

and a narrow pyramidal hi erarchical s truc ture means 

incre asingly fewer opportuniti es fo r tho se in the lower 

s c al e s  to prac tise skills  appropriate to l e adership . Wi th 
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women conc entrat ed in the s e  l ower se ctors , the vicious 
circl e of women having l e s s  exp eri enc e and henc e l e ss  imp etus 
towards l ead ership i s  l i kely to continue . One would need to 
examine no t just the b al anc e o f  m en and women at the top , but 
the nature of  s chool d e c i sion making as a who l e , and whether 
coll ective or ro tati onal r e sponsibilities  might be  

alternatives to b e  considered . Thi s i s  parti cul arly wi th 

regard to policy deci sions c onnected  wit� curriculum and 

organis ation , b e c ause  the pastoral deci sions are o ft en no t 

regarded as , ' policy ' . 

The situation i s  c l early bl eak and the future c ertainly 

no t promi sing . Women are blamed because they do not pre sent 

themselves  for selec tion , but is this  the true real i ty of the 

lack o f  women in manag ement in school s ? "We ask why girl s 

lack the scienc e ori entation o f  boys or why women fail to apply 

for promotion like m en , without questioning how science 

alie -1'1. ate s  girl s or how career struc tures exclude women " . 

( Acker 1 980 p 87 ) 

4 : 5  G ender, I deology and Cul tural Norms 

Women , in the era befo re the expansion of  mixed 

secondary schoo l s , were considered to be  equally authentic 

candidate s for the he adship of  a girl s ' sec ondary school as 

men wer e for the head ship of  a boys ' s econdary school . I t  

has b e en establi shed that the number o f  women in the po sition 

o f  head ship has decreas ed over the las t  twenty years . Various 

reasons for thi s have been explored including the hi stori c al 

aspec t s . Gre ater emphasi s has been given to the struc ture in 

which the s e  careers are established , but i t  would be 

irrational to argue that thi s is the sol e imp ediment to 
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success . Although various phas es  o f  secondary school re­

organi sation ( co mpreh ensivi sation , amal gamations , contrac tions ) 

have brought about superfic i al changes in the struc ture o f  

scho ol s ,  the internal struc ture has no t undergone a suffi cient 

alteration to expl ain on i t s  own such a marked decreas e in 

career opportunit i e s  for women ; other reasons have to b e  

considered . The s e  ID ther constraints which will  now be  more 

fully examined should  indic at e  how much mo re compl ex i t  i s  

for women , b e c au s e  o f  i d eol o g i c al constraints, to exerc i s e  

fre e unbiased cho i c e . 

In the past i t  was imp o s s ible  to avo id compl etely the 

philo sophy that the purpo s e  of girl s ' educ ation was to prepare 

them for the domesti c rol e, and even today , the impl ic ations 

of  thi s narrow philo sophy hav e  no t been eradicated . There i s  

still in educ ation a controversy over the dis tribution of  

role s , and in the soc i ologi c al environment wh ere i s sue s 

c onnected with g ender , ideology and cul tural norms canno t  be 

ignored , women intere s t ed in l e adership rol e s  are at a di s­

advantage . Ev en when women achi eve some suc c e ss in th eir 

c areers there are constraints whi ch still appear to hold them 

back . Bikl en ( 1 980 ) has identifi ed three types  of constraints 

which create pre s sures  on women in th eir jobs  that are not 

related to the intrinsic nature of the work itself . These  

are family cons traints , the constraints of marginality and 

what might b e  c al l ed internal , psycho logi c al or self 

impo sed constraints . 

The r el ationship between family and wo rk i s  a maj or 

consid eration for women pursuing a c areer . The interests  of 

the f amily and the demands of  following a care er can be 
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conflicting . The contemporary famil y  struc ture provid es 

the basi s for the organi s ation of soci ety and al though there 

has been an increas e in divorce and the ' one parent family ' ,  

the conc ept of  the family remains intac t . It i s  therefore 

necessary to fo cus att ention on the o c cupational struc ture , 

which has b e en designed for the " marri ed family-fre e man" . 

(Hochschil d  1 975 ) For al though the concept of  the family i s  

still intact the fac t that many women now need to provide 

for their family either from choice  or from circumstances  

should increas e the inc entive to examine the o pportuniti es  

availabl e and their ac c e s sibility for women . There i s  the 

po ssibili ty that thi s o c cupational struc tur e i s  the main factor , 

which if al tered , coul d facili tat e greater opportunities  for 

th e marri ed women to combine career and family more 

ad equately . 

Frequently today , the as sumed freedom for women to 

follow a c are er i s  the o pportuni ty to do two maj or j o bs 

under very r e strictive condi tions and in addition to 

acc ommodat e the guil t ,  whi ch can be g enerated from an attempt 

to combine the two . "The first probl em i s  co-ordinating 

over time , the demand s of two ' greedy institutions ' :  the 

work setting and the famil y " . ( Acker 1 980 p 82 ) ' Gre edy 
' 

insti tutions i s  C o s er ' s  t erm for tho s e  organi sations and 

group s that command to tal , undivided loyalty , such as the 

Church for pri ests . When referring to familial and 

educational insti tutions it i s  considered that , 

"Thi s involvement in two ' gre edy institutions ' means 

that th ese women are under pressure to demonstrate 

quite uneqivo c ally that they have indeed come to 
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t erms with thi s dil emma and that their suc c e s sful 

perfo rmanc e in one o f  th ese  insti tutional life  forms 

is  no t b eing achi ev ed at the exp ens e  o f  und er­

performanc e  o f  the o ther" . ( Walker & Barton p 5 )  

The s e  are two maj or asp ects  o f  the first constraint , 

and the att empt to follow a c areer with the add ed l imi tation 

of l ack o f  geographi c al mobili ty would suggest that the 

imp ediment s to progression wi thin a c areer structure are 

exc essive , but could b e  reduc ed wi th a more fl exibl e work 

situation . I t  i s  the examination o f  these extrinsic fac tors , 

whi ch could b e  conduc ive to equal oppo rtuni ti es within the 

t e aching profession for manageri al p o s ts . In her study of  

d e terrents to women ' s  c areers in scho ol manag ement , Schmuck 

( 1 975 ) , int ervi ewed m en and women in admini strative po sitions . 

She found no t only a strong cul tural norm that encouraged men 

to s e ek managerial po sitions and discouraged women from the 

same attempts , but al so diff erenti al treatment on the b�is of 

s ex .  A numb er o f  fil t ers wi thin the educational sys t em have 

b e en identifi ed that , at  each l evel lower the number of 

f emal e repres entativ es . One set of fil t ers " revolves around 

the pre judi c e s  of  sel ection by the school system . Women are 

o £ten simply not considered for l ead ership po sitions , 

regardl ess  of  qualifi c ations" . ( Estl er 1975  p 367 ) 

The s econd constraint of  ' marginal i ty ' shows how 

women have the added stre ss of being in the minori ty in areas 

of management . They are si tuated on the p erimeter o£ the 

group so parti al re j ec tion be comes a phenomenon of suc c e ss . 

Ho chschild ( 1973 ) has no ted that one diffi cul ty professional 

women fac e as marginal peopl e i s  that they ar e parti ally 

rather than to tally r e j ected- their ties to o ther women can 
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b e  cut , so th ey are subj ected  to , " d efemini sati on" ; and 

their ti e s  to t heir mal e c o l l eagues are cut and so th ey are 

sub j ect to , ' d epro f e s s i onal i sation ' .  Becaus e o thers re j ec t  

their i d entity they may al so r e j ect  part o f  their own identi ty . 

The professional woman has to prove hersel f no t only better 

than men , but al so b e t t er o r  diff erent from what o ther women 

are thought to b e  l ike . I t  i s  thi s  minori ty of  professional 

women whi ch i s  c entral to the und erstanding of the cons traint 

of marginal i ty . Some wri t ers sugg est that many of the 

probl ems that women fac e are no t rel ated to their int ernal 

psychologi c al struc ture or to a different sociali sation 

pro c e s s , but to their po siti on in the o rganisational 

s truc ture , for their minority makes their position a token 

representation . Thi s c anno t  be  re solved without a 

c onc entrated effort to enc ourag e women to apply fo r the 

manag ement area in education . Thi s has now become p o sitive 

policy wi thin the I .L . E . A .  al though th eir bal anc e of male 

and femal e senior po sts  i s  already far better t han the 

national averag e .  

"This p o sition as to kens ( representatives o f  their 

c ategory rather than indep endent individual s ) 

ac counts for many of  the difficul ti e s  such as , 

numeric ally scarce  p eople fac e in fi tting in , 

gaining peer �oup ac c eptanc e and behaving naturally . 

The exi s t ence o f  tokens encourages  so c i al segregation 

and s tereo typing and may l ead the person in that 

po si tion to overcomp ensate through either achi eve­

ment or hiding suc c e ss , or to turn against people 

of  hi s or her own kind . Thus numbers - propo rtional 
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representation - are important no t only because 

they symbol i s e - the pres enc e or abs ence  of 

di scrimination , but al so have real consequenc e s  

for p erformanc e " . ( Kanter l 976 p 6 )  

I f  thi s theory i s  ac c ep t ed then femal e s , who achi eve po sitions 

o f  high vi sibi l i ty in scho o l  management are a repres entative 

token of the goup , and in thi s way demons trate the performanc e 

o f  women in the s e  c ategori e s .  I t  i s  thi s  po sition o f  " token'' 

which is s e en to create psychological stress  for in addi tion 

to c areer pre s sures  there ar e al so cul tural norms and values 

to combat . It is therefore neces sary fo r women to develop 

s trat egi es  in o rder to suc c e ed ,  o r  to ac c ept what is  more 

cul turally exp ec ted and l ower their aspirations . 

The third of  Bi� en ' s  constraints i s  the psycho logi cal , 

which represents  the int ernal confl i c t s  women experi enc e .  

The tradi tional defini tions o f  women as helpers not l eaders , 

and as supporting not ini ti ating are no t conduc ive to s el f  

confi denc e and ass ertivene ss . Women do no t app ear to aspire 

to - the same l evel s as men , and many wri ters have attributed 

thi s to a fear of  suc c ess  as well as a fear o f  failure . 

Kanter ( 1 977 ) has l i nked fear of  suc c e s s  with fear of  

vi sibili ty ,  and thi s can b e  l inked wi th the constraint of 

marginali ty and token repres entation . " The token do es not 

have to work hard to have her presenc e no ted , but sh e do es 

have to work hard to have h er achi evements no ted" . (p 26 ) 

Thi s  l ack o f  sel f  confidenc e and di slike of  ri sk 

taking are fundamental to the psychology of  l eadership . 

WGmen , who have acquired th ese self-impo sed constraints 

through exp eri enc es at middl e managem ent are no t likely to 
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want further promo tion . I t  c an b e  argued that th ese barri ers 

are directly  related to the o rgani sational structures  in 

whi ch they p erform . The s e  atti tud e s  and experi enc e  of their 

own int ernal contradic tions ar e po s sibly why women are more 

und er standing when pl ac ed in l eadership positions , and thi s 

bring s focus to  the l ead ership styl e s  o f  women in contrast 

to men . Thi s will b e  examined l ater in the area of th e 

empiri c al r e s e arch on l ead ership carri ed out in the four 

c ase  study scho o l s .  

4 : 6 : 1 The Po s i ti on o f  Women in the Structure o f  the Profes sion 

So ciologi c al re s e arch has inve stigat ed th e ways in whi ch 

women have b e en c onnected to organi sations , and how they 

o p erate within them in a different way from men . The findings 

have indicat ed that women are so cial i sed to perform different 

kind s of ac tivities  from men , and their po sitions are not 

usually asso c i ated wi th power and authority , An extensive 

body of  research exp l ains women ' s  ab senc e from l eadership 

po sitions as a result of the int erac tion of sex rol e  

stereo typ e s , o c cupational sex typing , sociali sation and 

di scrimination . ( Atkinson 1981 ) Women ' s  und er-representati on 

in educ ational admini stration is explained as a combination 

of low aspirations , defi c i enc es in exp eri enc e  and therefore 

an insuffici ent rep erto ire o f  skill s .  The conclusion that 

women have l ower aspirations than men naturally defl ects  

the conc ern away from the organi sational struc tures whi ch 

inhibit  femal e development and which thus c an be said to 

contribut e to di scriminati on . In thi s  way one fac et of  

di scrimination i s  no t overt and contrived , but l inked firmly 

with the s ex stereo typing of rol e  due to the ini tial 
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sociali sation of women . 

4 : 6 : 2  The C areer Cons equenc e s  for Women of  th e Differentiation of Experienc e 

Great importanc e i s  now attached to the avail abil ity 

of anti cipatory so c i al i s ation , where th e individual becomes 

ori entat ed towards a new status before occupying the rol e .  

A c areer involves  a s equenc e of  j obs or po sitions ordered so 

that each provid e s  exp eri enc es  considered nec essary to perform 

in subs equent positions . I n  education , women hold the 

maj ority o f  j o bs , whil e  men have c areers . Th e large p erc entag e 

of women in teaching with combined sex rol e  stereo typ e po sts 

has struc tured teaching as a ' c arel e ss ' profess ion . (Lorti e 

1 975 ) The ' c arel e ss ' attitud e i s  th e fac t that many abl e 

women , who woul d enj oy the management ro l e  ar e not provi ded 

with the opportunity to devel op the necessary skill s .  Instead , 

i t  is assumed , that mo st women will  fulfil a pas toral ro l e ,  

and their initial so c i al i s ation for this role  i s  continue d 

within th eir professional care er . In thi s  way , abl e  women do 

no t progress  up the c areer struc ture to top management . 

In early so cial i sation femal es are often subj ec ted to 

experi enc e s , which produc e a negative val enc e in asso ciation 

with behaviours  and attitude s  connected wi th l eadership 

assumptions . I s  thi s why women make up the teaching forc e  

i n  educ ation , but their representation in th e admini strative 

area i s  smal l ?  P erhaps women would be  more interested to 

exp eri enc e a different asp e c t  of educ ation from the c l as sro om 

i f  some o f  the mystique which surround s these admini s trative 

j obs wer e to be  disper s ed .  

I f  women consider that the lower status po si tion wi thin 

the profession is l e ss  exac ting than middl e or top manag ement 

this do e s  no t appear to be a view shared by men . From my own 
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research m en appeared to b e  more aware of the gratification 

obtained from what one mal e referred to , as " the  tremendous 

amount of l everag e  whi ch status gives  wi thin the pro f e s sion " . 

Thi s male was very conscious o f  a r e c ent exp eri enc e  he  had 

sustained . I t  was a t emporary appointment at a d emo t ed 

status l evel , al though he  retained hi s sal ary . I t  was during 

� period o f  reorgani sation , and he  r eferr ed to the scal e  1 

po st as , "very grim , and i t  had a pro found eff e c t  upon me . 

I found i t  v ery d emanding physi c al ly and my self esteem was 

lowered" . He added that , " to teach eight periods  a day ,  

mo st days , i s  like  waiting for breakers to  come in one aft er 

the other . I coul d  have spent all night preparing l e s sons 

and marking books , but I would still have been vulnerabl e 

to criti c i sm during a les son for l ack of  preparation" . He 

found i t  " a sal utory 1 esson , and one I wil l  never f orge t  in 

relation to my young er coll eague s " . Status and top manag ement 

jobs c ertainly provide individual s with greater personal 

autonomy and a greater c ontrol over t he organi sation .o f  

their work . 

I t  i s ,  howev er , in the classroom and on the lowest 

scal es in the sal ary struc ture that mo st women are d estined to 

remain . Thi s i s  ei ther because th ey cho s e  thi s po sition i n  

the b el i ef that it  i s  l es s  exac ting and will  therefore provi d e  

them with more energy and time for their family commi tment s ,  

or becaus e they l ack the appropriate ski l l s  and exp eri enc e 

to gain promo tion when they desire i t . I t  shoul d th er efore 

be increasingly evident that educ ato rs at all l evel s  have 

the responsibility to recogni se these  probl ems and respond 

with the appropriat e training . There i s  l i teratur e on 
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l eadership whi ch c an enlighten and d e-mystify ,  and thi s 

could b e  instrumental in count erac ting o ther forc e s ,  such as 

early social i s ation , in order that women have the opportunity 

to b ecome more compet ent and more confident . 

Women hav e  often b e en r eactive and expres sive rather 

than initi ating o r  instrument al . That is , women when b eing 

obs erved during t asks in mixed group s involve themselve s  in 

rol e s , functions and int eractions whi ch do not sugg est 

dominant b ehaviour s . Women t end ed to agre e  or disagr ee  

rather than give sugg e stions , opinions or information . They 

r efl e c t ed the emo tional stat e  of the g roup seeking for soli darity 

t ension rel eas e ,  o r  agr e ement . ( Stro dtb eck & Mann 1956 ) 

Observations made  in 1956 are no t nec e ssarily applicabl e to 

the p erformanc e of  young er t eachers at pr e s ent progre s sing 

through the c ar e er structur e , but it  would p erhap s help to 

expl ain the small number o f  women now in s enior manag ement 

po si tions , b e cause although reactive and expressive rol e s  are 

vital one s for group func tioning , they l ack l eadership 

po t ential . 

" A  group ' s  moral e ,  so c i al-emo tional well being and 

ul timat e productivity dep end on members fe el ing 

cohesive and acting in ways that are congruent with 

their f e elings . They are no t the ro l es , however , 

that are related to dominant behaviours . Dominant 

b ehaviour s  are mo st predi ctive o f  l eadership 

as sumptions so women who opt fo r l e ss  vi sibl e rol es  

may be opting away from l ead ership function s " . 

( Cono l ey 1980 p 37 ) 

Women , therefore frequently do no t match up to the 
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image o f  the admini strator , whi ch i s  modell ed o n  the mal e  
criter i a  of attribut es  an d  skill s .  Organi sations can i n  thi s 
way put some p eopl e at a di sadvantag e , and as organi sations 
are slow to chang e , the po s sibility of p ersonal b ehavioural 
training may b e  more appropri at e  f or women who desire 

immediat e l ead er ship po si tions . Women may b e  mi sguided when 

they pl ac e  ' h aving a strong p ersonality ' lower on the list  

o f  fac tors affecting promo t ion than men do : women pl ac e it  9th 

m en plac e  i t  6 th .  Ass ertiven e s s  and p ersonal confidenc e are 

c onsidered to b e  pre-requi sit e s  for suc c e s s , but l ead ership 

rol es still h av e  to be exerci s ed within. si tuational constraints 

in rel ation to th e task , th e characteri st i c s  and the s i z e  of 

the group . I t  has b e en establi sh ed that l e adership skill s 

are no t geneti c ally det ermined , but are shaped , facil itated 

or stunted by so cial forces and the pro c ess  of  social i s ation , 

but early so c i al i sation pro c e sses  can b e  modifi ed . Women are 

abl e to ad j us t  to si tuational changes and to reac t  in a 

f avourable manner particul arly when dev elopmental exp eri enc e  

i s  avail abl e .  However , 

" it i s  an obvious po int that p ersonal chang e on the 

part of the individual women i s  not  enough . 

Institutional i s ed sexi sm and a hi story of  

differential social i sation are powerful forc e s  

wi th whi ch t o  reckon . An individual ' s  bel i ef in 

p ersonal power i s , however , vital . I t  i s  as 

debili t ating to pl ay the vi c tim as i t  i s  unfair 

to bl ame the vic tim" . ( Conol ey 1 9 80 P 40 ) 

4 : 6 : 3  Att empts to h elp Women acquire L e ad ership qual i ti e s  

s ex typing of  school admini stration combined wi th sex 
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rol e so cial i sation s erv e s  to disc ourag e women from an 

admini strative career . ( Co ttrell 1 976 ) Howev er it  would 

appear that women teachers are getting help - and helping 

themselve s - to d evelop their c areers i n  a numb er of ways . 

Training courses  for women started by the National Union of 

Teachers are an att empt to help  women pl ay a great er rol e 

in the union and d evelop their careers . They are bas ed on 
assertiven e s s  training , wi th emphasi s  on identifi cation and 

uses of power . C ommuni c ation techniques  and deci sion making 

structures are al so featur e s  of  the content of  the cours e .  

Another two days . 'Assertiven e s s  Training ' course  i s  avail abl e 

at Bri stol University . The s e  courses  are designed to help 

women public  s ervi c e  workers to throw away the psycho logical 

calipers that have traditionally encumb ered women in 

managerial rol e s , " Teachers , l ecturers , education offic ers 

and youth workers would all be eligibl e for places  - and 

could make goo d  use  o f  them , judging from the poor showing 

of women in high educati onal pl ac e s " . ( T . E . S . 24 . 2 . 84 )  

The purpo se  o f  these  courses  i s  more compl ex than 

simply attemp ting to help women to become more ass ertive , 

because some women f e el their main aim in attending the 

course was to shed an aggresive ext eri or . The aggres sive 

behaviour - ho stil e ,  viol ent , antagoni stic  was consid ered to 

have much in common with the non-ass ertive behavi our which 

was def erential , evasive , pas sive , martyred. Whi l e  the f ormer 

conc epts are asso ciated wi th the mal e no rms and the l atter 

wi th female norms , all were considered to b e  defensive and 

often manipul ative . The ideal cons truc ts of as sertive 

behaviour were id entifi ed as consideration , indep endenc e ,  

confidenc e and und erstanding . 
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Some of the functions of  l ead ership are v ery compl ex , 

but women should know about some o f  the very simpl e things 

they can do that might facilitat e l eadership as sumptions . 

For exampl e ,  l ead ers sit at the head of the tabl e in rel axed 

postural po sition s ; · they speak to the whol e  group and are 

generally qui t e  active in giving informat ion and opinions ; 

non verbal correl at es  o f  l eadership l ike eye contac t , direct 

ori entations , and responsive facial expr essions and voi c e  

intonations c an b e  tri ed out i n  training s e s sions for women 

at all ages . (M ehrabian & Ksionsky 1972 ) Admini strative 

rol e fulfilment i s  therefore an area which c an be  aided by 

training and encourag ement . I t  sho uld b e  increasingly 

evident that staff development should be the conc ern of  

sup eriors and a commitment to its  n e c e s si ty a vital part of  

scho ol manag ement . The profe ssional identity of te achers 

needs constant apprai sal to ensure p ersonal j ob sati sfaction 

and a better perfo rmanc e within the c areer structure and al so 

within the j ob i t s elf . Many women , in my survey , were 

particularly anxious for j o b apprai sal t echniques  rather 

than fo rmal int ervi ews as a form of  as sessment . 

The probl em of the small number of  women in 

educational management has become very pronounc ed , and 

interest i s  b eing taken in the s i tuation by influential 

bodi e s . Thi s i s  nec essary , b e c ause i t  woul d app ear that it  

i s  not easy for women to  hel p  thems elve s . The diffi cul ty 

with 11 to ken status i s  invi sibility , powerl essness and a 

lack  o f  oppo rtunity , because dominant group s deny the 

contributions and di stort the characteri stic s  of sub­

ordinat e s " . ( Ac ker 1 980 p 88 ) Certainly it would app ear 



1 5 3  

that training i n  l ead ership i s  a po ssibl e solution to 

women acquiring more confi d en c e .  The anti cipatory 

sociali sation i s  ano ther metho d of  training p eopl e for 

admini strative po sts . Profe ssional in-servi c e  training is 

to b e  recommended as a metho d by whi ch the p erformanc e of  

teachers c an be  made more  m e aningful , no t only for  t hem­

selves ,  but in the prac ti c e  of their pro f e s sional skill s  in 

relation to the aims and o b j e ctive s  of their educational 

establi shment . 

Job appr�i sal and p erformanc e revi ew c l e arly have to 

b e  continuing pro c e s s e s  in s cho ol s .  We  hav e  di scussed many 

reasons why women initial l y  fail to b e  promo t ed , and even 

when they reach middl e management they o ft en remain at thi s 

l evel . There i s  the obs ervation that they attempt to 

demonstrate exc eptional sup eri ority at assigned tasks . 

However  inst e ad o f  r e c eiving c ommensurat e rewards for 

outstanding achi evements , wom en executives go t stuck at 

middl e managem ent . Their intense  dedi c ation meant that they 

fail ed  to not e  advancement opportuniti e s  or that they became 

so identifi ed wi th the particular re sponsibil ity that no-one 

thought o f  them as c andidatea for promotion . ( Fo ggarty & 

Rapport ) Thi s c an  apply equally to the middl e management 

in s choo l s ,  where women are repr e s ented mainly in the 

sub j e c t s  associated wi th femal es such as Busine s s  Studi es 

and Home Economics . In my survey , even middl e management 

was mal e dominated e specially in the Scienc e/Mathematic s  

sub j ect areas . 

Y et we must no t s e e  the n e ce ssary j ob apprai sal scheme 

as exi sting merely to help individual s to operat e within the 
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system : such t e chnique s should generat e an examination of  

the organis ational structure i t s el f ,  and any di scriminatory 

feature s  therein . I n  th e same way that Bernstein ( 1 972 ) 

critici s ed comp ensatory education fo r the und er privel eged 

children , " b e c ause  i t  di s trac t s  from the d efi c i en c e s  in the 

school i t s el f  and fo cus e s  upon d efi c i en c e s  wi thin the communi ty 

family and child" ( p 107 ) , so i t  can be argued that women in 

education c an be liken ed to thi s  ' d efi c i t  model ' because  

they are plac ed in  their low status p o si tion wi thin the 

educational struc ture more by th e organi sational structures 

than their own l ack of p o t enti al l eadership qual i ti e s  and 

equal comp etenc e wi th men . However the fo cus i s  di stracted 

from the main i s sues  of the structure of organi sations , 

probl ems o f  anti cipatory so c i ali sation , sel ection pro c esse s 

and the nature o f  the exp e c ted ro l e  and l aid firmly wi th 

the atti tud es and p erc ep tions of  femal e s ,  who are consi dered 

to be  l acking in ambi tion . However res earch indi cates  that 

women teachers rec eive l e ss  encourag ement from sup eriors to 

become admini s trators , and a strong bias exi sts against 

appointing women to admini s trative po si tions . In addi tion , 

to b e  appointed to an admini strative p o s i tion , women teachers 

must  po s s e s s  sup eri or qual i fi cations . ( Fi schel & Pollker 1977 ) 

4 : 7  To summari s e  so far i t  has b e en argued that even if 

women arrive in senior po sitions , th ey have usually had 

different promotional exp eri en c e s , mo re probl ems gaining 

promo tion , and are as so ciated wi th the pastoral range 

rath er than the instrum ental rang e o f  tasks . In their 

p o si ti ons of s eniori ty , they are in a minori ty and frequently 

disadvantaged in their narrow range of skill s .  They then 
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have to p erform i n  a situation whi ch do e s  not expect  senior 
women to tak e  active l eadership ro l e s . Thi s i s  the situation 
whi ch i s  c ausing increasing conc ern within education . 

Educational m anagement l i t erature now co�tains methods 

of organi sation whi ch includ es mo re p eopl e using a vari ety of 

skill s .  There i s  more emphasi s on consensus and participation 

in deci sion making , whi ch giv e s  wider experi enc e to more 

teachers . The idea of  the ' ro tating d eputy ' i s  an exampl e 

of  thi s phil o sophy , and i s  actual ly in practic e  in one o f  the 

case study schoo l s . These  are the movem ent s wi thin org ani sations 

which could provide greater equal i ty of opportunity for men and 

women in their c areer struc ture within educati on . The re sponse 

from many younger wom en would app ear to  be , greater ambi tion , 

a cl ear plan of  a c areer and increasingly a de sire to b e  

rel eased from �e sex stereo typ ed p astoral image . Unl ess  this 

attitude o f  these  young er women is  encouraged , and they are 

given opportuni ti es to use their l eadership skills  in their 

own parti cular styl e s , the int ere sts of women c anno t be 

furthered . I t  i s  no t enough for women to emul at e mal e 

l eader ship styl e s , but i t  i s  nec es sary to develop their own 

persp ectiv e s  and influenc e educat ional po licy in their own 

particul ar styl e .  

4 : 8  L eadership I d eology in the Case Study Scho ol s 

The res earches o f  Halpin were conc erned with at tempts 

to evaluate the effec tiveness o f  l eaders . He directed hi s 

attention to two typ e s  of l eaders , airc raft commanders at 

about the time of  the Ko rean War and the sup erintendents of  

50  Ohio s econdary school s .  He compared the vi ews of  

superiors and subo rdinates on  the behaviour and effec tiveness 

of  the l e aders and included self-evaluation by the l e ad ers 
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thems elve s .  H e  di s tingui shed between all the parti e s' vi ews 

of the ' id e al l eader '  - l ead ership i d eol ogy - and the real iti e s  

o f  the ac tual situation . In th e case of  the Ohio school s ,  he  

compared the vi ews o f  the appropri ate s chool bo ards wi th thos e  

of the s chool staff . 

Th e metho d h e  us e s  was that of  the que s tionnaire 

which was designed to as s e s s  th e l ead er b ehaviour in each of 

the two spe c ific dimensions whi ch he c al l ed 1Ini ti ating 

Structure "  and ' Consid eration ' . Initiating structure refers 

to the l ead er� b ehaviour " in d elineating the relationship 

b etween himself and memb ers of the work group , and in 

endeavouring to  e stabli sh well d efined patt erns of 

organi sation , channel s of  communi c ation , and methods of 

pro c edure " .  ( Halpin 1 966 p 85 ) Consideration refers to 

behaviour ind i c ativ e of  fri endship , mutual trust , resp e c t  

and warmth in the rel ationship b etwe en the l ead er and the 

members of hi s staff . The s e  two dimensions are conc erned with 

the group o b j ectiv e s  of "go al achi evement" and "group 

maint enanc e "  to which a suc c e ssful l ead er must mak e an 

eff ective contribution . I n  addi tion to att empting to u s e  

this method o f  the 11L ead er B ehaviour Description 

Questionnaire"  to ass e s s  the effectiven e s s  of l ead ers , 

Halpin al so used i t  to compare the b ehaviour - ideal and 

real - of  l eaders in diff erent insti tutional settings . 

C l e arly my r e s earch into the que s tion of l ead ership 

was on a much l e ss  comprehensive s c al e  and with much more 

l imited  o b j e ctive s . However , as Halpin ' s  'Leadership 

Behavi our Descrip tion Que stionnaire '  had proved a 

suc c e s sful means o f  evaluating bo th l ead ership ideol ogy 
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and l ead er b ehaviour effectivene ss , thi s questi onnaire was 

compl eted by the hundred and twenty intervi ewe�to see  

whether there is  evi d enc e o f  differenc e in the p erc eption 

of the i deal qual i t i e s  for l ead ership b e tween men and women . 

That the diff erenc e in  l e adership ideo lo gy between mal e and 

femal e might b e  a fac tor contributing to the smal l er number 

of women being appoint ed to senio r manag ement was a po ssibl e 

area to b e  explored . A copy o f  the que s tionnaire i s  to be 

found on pag e  numbers l58 and 15 9 .  

The int ervi ewe es  were asked to compl et e th e 

questionnaire to indi c ate their perc eption of th e behaviour 

of  an id eal headteacher . There were fifteen qu estions 

relating to each of the two dimensions ( Questions 1-15 , 

initi ating Struc ture and Questions 16-30 , Consideration ) 

and each response was scored on a Scal e  0 to 60 . Questions 

3 , 7 ,  20 , 22 , 23  and 24  were scored negatively . Th e range 

o f  scores from the questionnaires was as follows : 

Initiating Struc ture : Men :  23-46 
Women : 21-46 

Consideration : Men : 17-4 3 
Women : 2 5 -4 9  

A compari son o f  the spread o f  scores of  men and women c an be 

seen from the following frequency chart s ( Tabl e 4 : 3  on pag e  

160 ) wher e three  ad j ac ent scores have b e en grouped together 

and the perc entage of int erviewees obtaining the scores hav e  

been group ed i n  thre e s . 

The mean scores from the questionnaires are as follows : 

Who l e group (men and women combined ) 
Initiating Structure 4f�® 3 5 . 2  

Consideration 3915 
120 32 . 6  
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When separat ed b y  gender : 

Ini tiating struc ture : Men 2 5 3 5  
35 

Woman 1687 
4T 

Leadership B ehaviour Description Questionnaire 

34 . 7  

3 5 . 9  

The following stat ements of way s  in which l ead ers may behave 

have  been u s ed in empiri cal res earch to as sess  styl es of 

leadership . Would you please ti ck in the appropriate box 

the charac t eri stic you woul d consider mo st sui tabl e in a 

head teacher . 

Always ,Often
1
o c c asionall� Seldom N ever 

l ) 

2 )  

3 )  

4 )  

5 )  

6 )  

7 )  

8 )  

9 )  

10 ) 

ll ) 

1 2 ) 

1 3 ) 

j 

To make hi s/her I atti tude s  cl ear 

l to the staff 
To try out hi s/ 

t her new ideas I with the staff 
I To rul e wi th an 
I iron hand 

To criti c i z e  I 
I 

poor work ! 
To speak in a 
manner no t to 
b e  questioned 
To assign staff 
members to 
parti cular tasks 
To wo rk without 
a plan 
To emphasi z e  the 
meeting of dead-
line s 

I 
To maintain I 

definit e  standards! 
of  p erformanc e , 
To encourag e  the 
use of uniform 
pro c edure , 
To make sure that j 
her/hi s part in thf organi sation i s  
understoo d  by all i 
memb ers 
To ask that staff 
memb ers fo llow 
standard rul es & 

regul ations 
To l et staff membe�s 

know what i s  
exp ected of  them 

l 

J 

I 
I 
t t l 

I l I I I i I . \ I I 
J 

I I } l � ! 

I I f 

I I l 

l l 
I 

i i I ' A 

i ! I 
J t 

I I 
l 



14 ) 

15 ) 

16 ) 

17 ) 

18 ) 

19 )  

20 ) 

21 ) 

22 ) 

2 3 ) 

24 ) 

2 5 ) 

26 ) 

2 7 ) 

2 8 )  

29 ) 

30 ) 
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Always Often O ccasio nally Seldom N ever 
To s e e  that staff'�--��--�,r�������������l 
members are 
working up to 
capac i ty 
To s e e  that the 
work of the staff 
members i s  co­
ordinat ed 
To do p ersonal 
favours for staff 
memb ers 
To do small thing s 
to make it pl easan t 
to be  a member of  
staff 
To be easy to 
und er stand 
To find time to 
l i s t en to staff 
members 
To refuse to 
explain hi s/her 
actions 
To  look out fo r 
the p ersonal 
wel fare o f  
individual staff 
members 
To  keep himself/ 
herself inac c e ssible  
To ac t without 
consul ting staff 
I s  slow to acc ept 
new ideas 
To be will ing to 
make changes  
T o  treat all staff 
members as equal s 
T o  be fri endly and 
appro achabl e 
T o  make staff 
m embers f e el at 
ease when talking 
wi th them 
T o  put sugg estions 
mad e by staff into 
operation 
T o  get  staff approval 
on important matters 
b efor e  g o ing ahead 
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31 - 33 

27 - 30 

9Q 24 - 2 

acb iev'-- 21 - 23 

i r� · l7 - 20 

score s 
1 3 - 1 6  

1 0  - 1 2  

7 - 9 

4 - 6 

0 - 3 

31-3'3 

Zl - 30 

24 - 26 

9t) 21 - 23 

achi ev- l7 - 20 

.tng 13 - 16 

score s 10 - 1-2 

7 - 9 

1 6 0  
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Fre�uency Chart s .  
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Score s : Initiating Struc ture . 
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4 - 6 
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17-19 
/ ·  
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Consid eration : M en 2 2 32 
73" 

Woman 1683 
4f 

30 . 6  

35 . 8  

The diff erenc es  b e tween l eadership ideologi es  o f  men 

and women may be analysed acco rding to the numb er and p erc entage 

o f  cases in e ach sampl e that fall into each of 4 quadrants :  

1 )  above the mean on ' Consideration ' and above the mean on 

' Ini tiating Structure ' 

2 )  Below the mean on ' Consideration ' and b elow the mean on 

' Initiating Structure ' 

3 )  above the mean on ' Consideration' but b.elow the mean on 

' Initiating Struc ture ' 

4 )  above the mean on ' Initiating structure ' but below the 

mean in ' Consideration ' 

T abl e 4 : 4  Consideration 
Below Mean Above Mean 

;-

Above  Men : 20  
I 

( 27 . 4% )  Men : 11 ( 1 5 . 1% ) 

Me� � 

Initiating Women : 7 ( 1 4 . 9% ) Women : l 9 ( 40 . 4% )  I 
[Mean 32 . 6  

struc ture Below Men : 27  ( 37 . 0% )  Men :  1 5  ( 20 . 5% ) 
I 

Mean Women : 7 ( 1 4 . 9% ) 1 Women : l4 ( 2 9 . 8% ) 
I 

Mean 35 . 2  

From the se figures c ertain indications emerge . In their 

perception o f  the behavi our of go o d  l eadership , the women 

scored much more strongly over all .  Whereas it  might have 

been exp e c ted that women ' s  responses  would have been stronger 

in the human relations dimension , consideration , as against 

men ' s  strength in the organi sational , Ini tiating Struc ture 

dimension , women emerge mo re strongly in both . In the 

Ini tiating struc ture dimension women scored in a po sitive 

manner , producing a rel atively high percentage in the highest 



scor e s . I n  the ' Consideration ' dimension , women 

dominat ed  the high score s .  Whil st women figured prominently 
in the doubl e dimension ' above mean '  quadrant ( 40 . 4% as 

opp o s ed to m en ' s  1 5 . 1% )  the reverse  i s  true in the " doubl e 

dimension '  ·' bel ow mean '  quadrant ( 14 . 9% as oppo sed to men ' s  

3 7 . 0% ) . Whi l st m en are stronger in the quadrant where 

' Initiating Structure'  i s  stronger than "Consideration' , 

the reverse i s  true where ' Consideration' i s  stronger than 

' Initiating Structure ' .  

As some o f  my earli er findings appeared to indi cate 

a differenc e in attitude b etween older and young er women , 

the figures in tabl e 4 : 4  were bro ken down again to 

distingui sh b etween tho se over and under 35 . The ag e o f  35  

was tak en as  the dividing mark as  rec ent figures publ i shed 

by the D . E . S .  indi c at e  that fewer women b elow thi s age are 

l eaving the profes sion . 

The overall to tal o f  tho s e  int ervi ewed , broken down 

in thi s way , are 

Tabl e 4 : 5  M en aged over 35  49  ( 6 7 . 1% )  

under 35  24 ( 32 . 9% )  

Wom en aged over 35  22  ( 46 . 8% )  

under 3 5  25  ( 5 3 . 2% )  



Tabl e 4 : 5  

I nitiating 
structure 

Abov e  

M e an  

Below 
M e an 

1 6 3 

Consid eration 
B el o w  M e an  Abov e  Mean 

Women 
over 3 5  

und er 3 5  
M en 
o ver 35 

und er 35  

Women 
over 35 

und er 3 5  

'Women 
3 ( 6 . 4% )  over 35  11 ( 23 . 4% )  
4 ( 8 . 5% ) -under 35  8 (  . 1 7% ) 

Men 
l2 � 16 . 4% �over 35 

8 l l . O% und er35 
9 ( 12 . 3% )  
2 ( 2 .  7%) 

, Women 
4 ( 8 . 5% )  l over 35 4 (  8 . 5% ) 
3 ( 6 . 4% ) nder 35 1 0 ( 21 . 3% )  

M en Men 
over 3 5  1 7 ( 2 3 . 3% over 35 11 ( 1 5 . 1% ) 

1 und er 3 5  1 0 ( 1 3 . 7% und er35 4 (  5 . 5% ) 

Mean : 3 5 . 2  

Mean :  
32 . 6  

I n  thre e o f  the quadrants the ag e divi sion sho ws l i t tl e 

difference b e tween the und er 35  and over 35  ageg+oup , al though 

five of th e women in the do ubl e dimension abo ve mean quadrant 

are in fact in the 36-40 age bracket . Where there do e s  

appear to b e  a signi ficant di fferenc e i s  in the women 

o c cupying the segment ind i c ating ' above mean for consideration'  

but below the mean for ' initi ating struc ture ' ,  where young er 

women predominate . Thi s might be expl ained by the fact that 

thi s group contained some very young women heads of department s 

and pastoral y ear head s .  Comment s from th e s e  t e achers 

sugg e s ted that ther e were a numb er of older coll eagu e s  in 

their department s .  Perhap s  thi s conc ept of l eadership was 

influenc ed by their own exp eri enc e ,  wh er eby they had to pl an 

carefully to  b e  diplomati c .  Their lack o f  i nsi stenc e on the 

nec e s si ty fo r detai l ed struc ture was p o s sibly exagg erat ed in 

their concern no t to appear too dogmati c .  

In additi on to compl eting the ques tionnaire , during 

the course o f  th e int ervi ew the teachers , all o f  whom held 



164 

posts  of  r e sponsibility wi thin their r e sp e c tive s chool s ,  

wer e asked to as s e s s  their own manag em ent styl e in rel ation 

parti cul arl y  to a ' sy s tems ori entated '  or ' p eopl e ori entated ' 

dimension - a divi sion consid ered p arall el to Halpin ' s  

' initiating struc ture '  and ' consid eration" dimensions . They 

were al so asked whether thi s s el f  as s e s sed sty l e  was connected 

wi th their p er sonal i ty o r  rel ated to whether they were mal e 

or femal e .  The aim was to provi de a check on the l ead ership 

b ehavi our d e scription questionnaire , and to gain quali tative 

data to il luminat e the cat egori e s . On th e whol e  ther e 

app eared int er e s ting correlations between the l ead ership 

behavi our d e scription que stionnaire scores  and the teacher ' s  

own perc eptions o f  thems el v e s . 

Not  al l the answers fal l  into ne at, cl early d efined 

cat egori e s . Only 3 women and 4 men admit t ed to being 

auto cratic , two o f  the men d e s cribing themselves as , 

' benevo l ent autocrati c ' .  One of the s e  men sco red very high 

scores  in bo th , '' consid eration ': and ' initiating struc ture'  , 

but hi s l ead er ship beliefs  were roo t ed in hi s own ability 

to be in contro l , " I  am a benevol ent auto crat , that i s ,  I 

do not suff er fo ol s gl adly . I am prepared to give an 

explanation in relation to what I expe c t , but my appro ach 

i s  infl exibl e .  The probl em i s  that I carry the can ,  so I 

have to make the d e ci sions , and anyway peopl e prefer to be 

direct ed " . Hi s scores ho wever , were extr emely high on both 

dimensions ,  and ' ini tiating s truc ture ' was only one point 

ab ov e ' consid eration ' .  The o ther mal e ' b enevol ent autocrat ' 

scored signi fi c antly in relation in hi s own as s e s sment , but 

hi s score was very unbal anced wi th very high on ' ini tiating 



struc ture ' ;  and very l o w  on ' consideration • . He  cl aimed 

that " to have an auto cratic  management s tyl e i s  the only way 

to b e  in c ontrol of the si tuation" .  Another mal e , who 

considered hims elf to be  auto cratic in hi s appro ach fel t ,  

" that i t  i s  the only way to ensure high standards of 

p erfo rmanc e ,  and as I am responsibl e for c ertain standards , 

so I must s e e  that the s e  are ob tained " .  The approach of 

the se  men was mainly in relation to requi red standard s ,  " I 

know how thing s should b e  done and I expect them to be  done 

in that way " , but as I indicated above ,  they were in a very 

small mino rity . 

The number o f  women who put forward strong directive 

styl es  were al so very few , and women were predominately 

conc erned wi th peopl e and wi th goo d  rel ationships and 

communi cations , as were the maj ori ty of  men . Women , who 

considered th emselves to be  autocratic made remarks such 

as - " Peop l e  should work , and it i s  my responsibili ty to 

ensure that they do and reach all the required standards ••  

o r  '' Being auto cratic works for me , and it is the way to get  

things don e effic i ently and qui ckly " .  Another femal e saw 

p astoral rol es  and demo crati c styl es as linked and she said 

' 'I have no pati enc e wi th that type of  l eadership styl e ,  and 

I would therefore  defini tely not want a pasto ral rol e .  My 

id eas are firmly commi ted to struc ture and organi sation , 

be cause I have that type of  p ersonal i ty " ·  

Th e vast maj ori ty - 40 women ( 80% )  and 5 6  men , ( 77% ) 

s aw their styl e as •demo crati c '  or ' p eopl e ori entat ed' . 

The divi sion into demo crati c and auto cratic frequently came 

from the intervi ewees , al though the question was ' p eopl e 
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ori entat e d ' and ' S truc tur e ori entated ' ,  whi ch app eared 

to be mo r e  explanatory than Halpin ' s  dimensions al though 

simil ar in i d e a .  Of the 1 9  women in the doubl e dimension 

above the mean quadrant 15 as s e s s ed their own styl e as 

d emo cratic /p eopl e o ri entated , al tho ugh their l ead ership 

ideology s c o re was often strong er on the ' ini tiating 

structure ' than ' consideration ' dimension . One saw herself 

as authorit ari an and sys t ems ori entated ( al though h er 

l e ad er shi p ideology indi c at ed a weighting to ward s 

consideration ) , one s aw her l e ader ship as ' systems ori entated ' 

and two b el i eved in ad ap ting s tyl e to sui t si tuati onal 

requirement s .  

The maj ori ty o f  women in my survey s cored well in the 

L ead er shi p Behaviour D e s cription Que stionnaire ,  and al though 

it was their opinion of an id eal head teacher ther e i s  the 

di stinc t po s sibility that it i s  a refl ection of their own 

l e adership quali ti es . As one femal e o b s erved , " To achi ev e 

promot ion , women have to b e  good ; they have to s trive and 

wo rk very hard to achi eve suc c e s s "  and ano ther , "Women 

give up a l o t  in s e arch o f  careers , and then gaining 

promotion i s  a tough s c ene al l the time " . Wom en w-ere al so 

thoughtful about the changing imag e o f  wo men wi thin the 

struc ture o f  scho ol s , and th eir difficul ty in assuming 

l ead ership rol e s . " I  cho se  an ac ad emi c route to promo tion 

and I hav e  made a great effort to obtain further qualifi cations . 

There i s  no long er the sp ecific  emphasi s on the women to 

fulfil a p astoral ro l e . The ro tating ro l e s  o f  deputy 

headship s ar e c ertainly an improvement in the as s e s sment 
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o f  wo men s ' abi l i ti e s " . Ano th e r  f emal e s ai d  " I  find the 

ro l e  of l e ad e rship d i ff i c ul t  and I wo uld c er t ainly wel come 

in- s ervi c e  t r aining " .  The oppo rtunity to p arti ci p a t e  in 

such traini ng had al r e ady b e en t ak en by 48% o f  the women 

int ervi ewed a s  t abl e 3 : 1 0 indi c at e s . S c ho o l s ar e incr easingly 

o rgani sing the i r  o wn in- s ervi c e  training c o ur s e s  and the c a s e  

s tudy s cho o l s h ad programm e s  fo r s t aff d evel opment . 

S t andard s w e r e  s t i l l  a very vi t al consid erat i o n  wh e r e  

women p u t  th e i r  emphasi s on p eopl e wi thin t h e  o rgani sat i on , 

and th e f o l l owing r emarks i l l u s trate th e metho d s  s o m e  o f  th e s e  

f emal e s  u s ed . 

" I  ado p t  a p er s onal m e tho d .  I am pr epared to work 

wi th p eopl e r ath e r  than i s su e  d i r e c tive s .  I t  i s  my 

r e sponsib i l i ty to ac c ep t  and expl o r e  i d eas and to di sc u s s  all 

po s si b il i ti e s , ev en i f  the ul t imate d e c i si on has to be mine . 

Only in thi s way c an memb ers o f  a department b e  enc o urag ed 

to gain exp e r t i s e , and be abl e to d ev e l o p  th eir own car e ers 

and l e ad e r sh i p  po t en t i al . I wo uld c al l  mine an o p en l e ad er­

ship " . " A  d emo crati c s tyl e and so di s c u s si o n  i s  important . 

St andard s ar e n e c e s s ary , but training p eopl e c an b e  

d evel opment for them . However , al though p e r suasion i s  much 

b e t t er than co erc i on , it is s t i l l  a very suc c e s sful way o f  

managing p eo pl e .  I t  is imp o rt an t  to b e  awar e o f  thi s 

manipul ative c o nn e c t i on " . " I  l i k e  to think o f  mys el f  as 

d emo crat i c ,  and I b el i ev e  in di s cu s s i o n . My aim i s  to hav e  

c o -op erat i o n  from p e o pl e rath er than dominat e .  However 

d e c i s i o n s  hav e  to be mad e , and from my po s i t i o n  I am abl e 

to hav e  a mo r e  gl o b al vi ew . Th erefo r e  I t end to work out 

s trat eg i e s  and expl ain to peopl e why I think some thing wi l l  

no t wo rk out . I am pr epared t o  d o  anything my s el f  and l e ad 
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by exampl e .  I t  i s  my int ention to alway s be fri endly firm 

and fair in my relationships  and ass e s sment s .  A demo crati c 

approach , but one has to put a l o t  of emphasi s  and fai th 

in structure" . " A  direct and fri endly appro ach , whi ch is  

very individual . I present guidelines and standard s ,  but 

rely on c o -o p eration and c ontributions from all memb ers . I 

have mod ell ed my id eas on how I was first treated by my 

first Head of Department . She taught me how to enj oy 

relationship s and yet  get the j ob done effici ently1 1 • 

The ide as on l eadership were thoughtful and these are just 

some exampl es  from the forty women , who consid ered themselves 

to be  more conc erned wi th p eopl e than wi th organi sati ons . 

Men were only slightly lower ( 77% ) in their estimation 

of their own styl e as ' d emo cratic ' ,  ' consideration ' or 

' peopl e o ri entat ed ' ,  but their remarks often suggested l e s s  

consideratio n  than women , a s  the scores had id entifi ed . 

" I  am demo cratic ,  however my organi sation is  al so good . 

I beli eve in a c entral core of ideas for free interpretation . 

Wi thin a good struc ture , everyone c an contribute and do a 

worthwhil e  j ob . Then I can afford to sit back and be more 

relaxed in my appro ach . To appro ach peopl e in the right 

sort of manner is important " . 

"Perhap s demo c ratic i s  a l i ttl e too strong , but I bel i eve 

in con s ensus . That is  wanting peopl e to go along in the 

direction I want to go . There has t o  be  agreement , so 

possibly ideas I have suggested have to be  mo difi ed slightly , 

becaus e it  i s  essenti al to carry peopl e al ong with you 

through p ersuasion" . 

"Demo crati c ,  but I give members o f  my department cl early 

defined rol e s  - these c an change and need to be adapted . 
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P eopl e fi r s t , sy s t em s  s e c ond . The sy s t em wil l n o t  work 

w i thout th e c o - o p eration o f  th e p eopl e wi thin i t . Different 

m e tho d s  ar e n e c e s s ary for d i fferent p eo pl e .  Si tuational 

l e ad er ship h a s  t o  b e  the i d e al ,  b e c au s e  al though I prefer 

c o nsul tation i t  i s  n o t  alway s po s s i bl e . T h e  l as t  r e s o rt i s  

n o t asking , but t el l i ng " . 

" D emo crati c_., but wi thin th e cont ex t  o f  f i rm po s i t i v e  

l e ad ership . Th e s t aff h av e  t o  b e  awar e o f  the s truc tur e 

o f  the r e f e rr al sy s t em fo r all eventual i ti e s . T h e r e  has to 

b e  s t ab il i ty and an und e r s t anding of who do e s  what . S t aff 

h av e  to t ak e  re sponsibi l i ty fo r th e i r  o wn ac t i o n s , f o r  if 

t h ey ar e g i v e n  r e spon s i b i l i ty they hav e  t o  t ake it and earn 

th eir s t atu s " . 

Al tho ugh i t  has b e en mad e  increas ingly evi d ent that 

l ead e r ship i s  a l e arned ski l l , th ere do e s  app e ar to be a 

d i fferent ap pro ac h  to l e ad er ship from men and wom en . 

Women showed up equal l y  w e l l  on the ' Ini ti ating S truc tur e ' ,  

but the ' Co n s i d er ation ' d imen s i o n  for women was parti cul arly 

pronoun c ed . Thi s ' c o n s i d erat i o n ' for t h e i r  s t aff i s  evi d ent 

in their r emark s .  Ther e  i s  mo r e  sign o f  conc ern fo r s t aff 

d evelopment wi thin their d e partments wi th an ac knowl edgement 

for t he b en e fi t s  of part i c i pation for subordinat e s . ' D emo cracy ' 

for the men app e ar s to r evo lve mo r e  aro und g aining c o n s ensus 

for go al at tainment , rather than fo r the per sonal d ev el o pment 

of p art i c i p ant s ,  o r  for t o o  much m o d i fi c at i o n  of ob j e c t iv e s . 

The mal e d efini t i o n  o f  c o n s ensus as '' want ing p e opl e to go 

along in the dir e c t i on I want to go " ,  wo uld p erhap s 

epi tomi z e  thi s appro ach . 

Th e frequ ent app arent di s c r epancy b e tween l e ad er ship 

-
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i d eology and s el f  ass e s sment probably l i e s  in the 

di stinction drawn between the needs of the school l eadership 

and departmental l ead ershi p . Halpin found , as he expec ted , 

a greater emphasi s on ' consid eration ' among school principal s 

than amongst aircraft command ers . Many of  the intervi ewees 

p erc eived ' c onsid erat ion ' more appropri at e and practicabl e 

at departmental l evel . One mal e o c cupant of a dual ro l e  of  

head of  department/ senior mast er fel t that he had to  employ 

two typ es  of l eadership . As  a head of department he  could 

afford to be more demo c rati c and present info rmation and 

id eas fo r d i s cu ssion . In thi s way he fel t that consultation 

was exerci s ed and thi s was appropriat e for thi s ro l e .  

However as S enior  Master h e  had diff erent and sometimes more 

unpl easant tasks to p erfo rm and so he need ed to be 

authori tarian in order , " to get things done " ·  

The conclusion that can b e  drawn from thi s 

investigation i s  that women are as strong as men in their 

ov er-all  l eadership ideo logy , and in the dimension of  

' consid eration ' are consid erably stronger . I t  has been 

claimed that " the perc eived effec tiveness  of  women as l ead ers 

is certainly as high as the perc eived effectivene ss  of their 

mal e count erparts , if  no t higher" . ( Estl er 1975 p 36 3 )  

As suming that the group of  mal e intervi ewe es contains a 

proportion o f  tho se  who , during their c areers will achi eve 

senior po sitions of  l eadership in the education servi c e , then 

on thi s as s e s sment of l eadership ideology the group of femal e 

intervi ewe es  contains at l east an equal proportion of  women 

with the abi l i ty and po tenti al to achi eve equal suc c e ss . 

Bo th men and women , who have achi eved senio r manag ement 

status are included in thi s sampl e .  
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The  dimensions in whi ch women heavily out score 

men is ' c onsid eration ' - the p eo pl e ori entat ed dimension . 

The emphasi s in this  vi ew o f  l eadership is  bas ed more on 

human rel ati onships than on institutiona� organi sation ­

more conc erned with ' finding time t o  l i sten to staff memb ers ' 

and ' getting staff approval on important matters b efore 

going ah e ad ' than with ' as signing staff members to particul ar 

tasks ' and ' encouraging the use o f  uniform pro c edures ' .  

Halpin ( 1966 ) found that there was a " tend ency for sup eriors 

and subordinat es to evaluate oppo si tely the contribution of 

the l eader b ehaviour dimensions to the eff ectiveness of 

l eadership . Sup ervi sors are mo re conc erned wi th Ini ti ating 

Structure aspects  o f  th e l ead er ' s  behaviour , whereas 

subordinat es  are more conc erned wi th the consid eration the 

leader ext end s them as group memb ers 11 . ( p  98 ) 

I n  the pres ent educ ational system , l ead ers i . e . , 

headteachers are appo inted from above , not el ec ted from 

below . D o e s  the fac t that women ' s  l eadership ideo logy i s  

weighted more toward s ' c onsideration ' plac e  them at a dis­

advantag e when appointing commi ttees are mo re conc erned with 

' initiating struc ture ' ?  Thi s sampl e is ind eed very small , 

but i t  do es  fit in wi th o ther res earch findings that women 

are more l ikely than their mal e counterpart s to involve 

themsel v e s  in ins truc tional sup ervi sion to exhibi t 

d emo crati c l eadership styl es , to be  conc erned wi th students 

and to s e ek communi ty invo lvement . ( Fi shel & Pottker 19 77 ) 

Chart ers & Jovi ck ( 1 981 ) al so found di fferenc es  in the 

admini strative b ehaviour between men and women in the rol e 

o f  principal ship . Women princ ipal s  had more ext ensive 
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p erson-to-p erson int erac tion with the faculty and involved 

themselves more in the scho o l s  that did mal e principal s .  The 

more prominent and p ersonal involvement of femal e principal s  

had an impact o n  staff sati sfaction . Bo th mal e and femal e 

t eacher s in scho o l s  with f emal e principal s  reported small , 

but signifi c antly higher l evel s o f  sati sfaction wi th both 

their c areers and their work situation . Thi s work took 

plac e  in th e primary area of education , but i t  do es  

demonstrate the ' consideration ' asp ect o f  the admini strative 

ideal h e adt eacher to whi ch women in my surv ey gave 

exc eptionally high emphasis . 

From the Halpin que sti onnaire women sco red strongly 

in their p erception of the qual i ti es o f  an ideal l eader fo r 

an· educ ati onal establi shment . Although their score on the 

ini tiating dim ension was slightly higher than that of the 

men , i t  is pos sibl e that at an intervi ew for promo tion their 

extended  consideration dimension might di scredi t them . Thi s 

do e s  ind eed pre sent a p robl em . 

I f  ind e ed thi s  i s  a typical revelation , women should 

b e  al erted to the fact that al though they may ac tually b e  

as abl e as men to ' ini tiat e  structure ' ,  thi s ability i s  

pos sibly submerged by their ' c aring ' attitud es . The 

assertiveness  courses  mentioned in thi s  s e ction do probably 

contain int erv i ew practi c e ,  but as sertiv eness  training is 

not about the creation of dominant p er sonaliti e s .  

Assertiveness  has b e en defined in thi s section , but i t  i s  

the se c ombined atti tud es  o f  consid eration and indep end enc e ,  

understanding and confidenc e ,  whi ch women must strive to 

conso lidat e  in order first to achi eve promotion , and l ater 
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to  fulfil th e rol e  suc c e s sfully . Any l eadership training 

in school s should not b e  aimed at making women more like 

men , but at exploring asp e cts of  l ead ership b enefi cial to 

both s exe s .  

One probl em for women in educational management is 

the l ack of a suffi ci ent numb er o f  rol e  mo del s  on whi ch to 

base, and wi th which to compare their own performanc e .  The 

mov ement away from the paternalisti c and auto crati c l eader­

ship styl e s  has b e en discussed in thi s chapter.  However in 

vi ew of  the resul t s  o f  th e Halpin , ' L eader Behavi our 

Description Questionnaire ' ,  it would s e em appro priat e t o  

emphasi s e  how much nearer to the more mod ern idea of  an 

ideal l ead er for an educational establi shment , women appear 

to be . High on ' consideration ' ,  wi th a movement toward s ,  

' open l ead ership ' with a conc ern for training subordinates , 

more consul tation , a mo re approachabl e styl e c anno t be 

fo rfei ted to l e ss  ac c eptabl e model s .  Re searchers and writers 

are aware o f  the impli c ations of greater parti cipation and 

consensus , but perhap s there i s  a need for a wi der awareness 

of changing p atterns in educ ational l eadership and hop efully 

in so ci ety . 
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C on c l u s i o n  

Mar i o n  Davi e s , who was th e h e admi stre s s  of s t r e atham 

S e c ondary s c ho o l  wro t e  in 1937  that , " t o be r e sponsibl e fo r 

a big s cho o l  i s  one o f  th e mo s t  ab sorbing and int e r e st ing 

things a woman c an  do " .  Scho o l s  in the s e condary s e c t o r  hav e  

c e rt ainl y  grown l arger s i n c e  1937 , and mo r e  o f  them have 

b e come c o - edu c ati o nal and c omprehen s iv e . It i s  po s s ibl e that 

th e s e  ar e maj o r  f ac t o r s  whi ch hav e  co ntribut ed to the d e c l i n e  

i n  t h e  numb e r  o f  women in s en i o r  manag em ent i n  s cho ol s ,  

p arti cul arly as h ead t each e r s , in th e l as t  twenty y e ars . The 

management s c en e  has chang ed c o n s i d er ably during d i fferent 

p eri o d s  o f  the hi s to ry of educ at i o n , wi th wo men h e ad t e ach e r s  

b e ing mo r e  prominent a t  c ertain p eri o d s  than o th er s , but today 

the si tuat i o n  has r e ached a new l o w , whi c h  shoul d b e  vi ewed as 

of nati onal c on c e rn .  C o - educ at i o n  has l ed to a contrac t i on in 

the numb e r  of s cho o l s , and th e gro wth o f  the l arge 

compreh en s i v e  s cho o l  has al s o  contribu t ed to a r educ tion in 

the numb e r  o f  s cho o l s .  M o r e  r e c ently , fall ing ro l l s  hav e  

added t o  t h e  d imini shing o pportuni ti e s  f o r  promo t i o n  for al l 

t e acher s . C o - educ ati on has , in thi s s tudy , al so b e en examined 

i n  rel ation to the chang e in th e exp e c t ations and s el f  e s t e em 

o f  f emal e s  wh en their early s o c i al i s at i on i s  dominat ed by 

pr e s en c e  o f  bo y s . 

The hi s t ori c al anal y si s has shown that educ ational 

o rgani sation has changed dramati c ally s in c e  th e b eginning o f  

the c en tury . Educ at i o n  f o r  b o y s  p arti cul ary at s e c o ndary 

l evel was well e st abl i sh ed b e fo r e  t h e adv ent o f  s e c o ndary 

educ ati o n  for girl s .  Obviously s eni or p o s t s  in th e s e  boys 

s cho o l s w e r e  f i ll ed by m en .  Befo r e  s i ngl e s ex girl s scho o l s 

were abl e to provi d e  c omp arabl e oppo rtuni ti e s  for wo men in 

.......... 
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seni o r  po sitions , th e spread o f  co- educ ation gave greater 

opportuniti e s  to men . So c i etal expec tation and l egi sl ation 

excl uded marri ed women from b eing employed , so therefore the 

numb er of women availabl e was limited . Pari ty of opportuni ty 

was never th erefore es tabli shed , and secondary headships  were 

as s o c i ated wi th men rather than women . 

The roo t s  o f  the probl em o f  the si tuation today can 

mo s t  probably be  attribut ed to the past , because i t  i s  

frequently the hi storical framework whi ch influenc es a state 

of equality or di scrimination . There were femal e pioneers 

of women ' s  edu c ation , who demand ed equal status and o pportuni ty 

wi th men ,  and Ernily Davi es and Franc es Buss contributed 

immensely to thi s philo sophy . Howev er their aspirati ons have 

no t been fulfi l l ed , because women today are conc entrated in 

the lower status areas within secondary school s .  Th e l abour 

si tuation during two wo rl d  wars illustrated women ' s  int er­

changeability wi th men in the education pro fession , but 

increasingly the admini strative rol es , whi ch are as sociated 

wi th decision making , status and high remuneration are fill ed 

by men .  Teaching was consid ered to be  low in status , because 

it was a femal e oc cupati on : it  rel i ed mainly on women to do 

the ac tual teaching , and thi s  asso ciation still app ears to 

prevail . 

However as popular education has moved from its  early 

o rigin of the '' co ttag e indus try'  dame scho ol to the conc ept 

o f , ' secondary education fo r all '  in the compl ex institution 

o f  comprehen sive schoo l s , so the need has been perc eived for 

skill ed manag ement in these school s .  Manag ement i s  

s t ereo typed as a masculine area and therefore the mal e  is 
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identifi ed wi th the manageri al model . The development of 

the professional educational admini strator is  now b eing 

fashioned on the ' manageri al revolution' in industry . Wi th 

th e growth of  the l arge scho o l s  there has been an awareness 

that greater organi sati onal and management skill s  are 

nec es sary . The same image of  the profes sional manager has 

b ecome increasingly rel event to school s , because the l arg e 

school has o rganisational probl ems to solve , financial 

deci sions to make , and a l arge staff to direc t .  Th ese are 

diff erent from the ' feminine ' conc erns of nurturing , imparting 

knowl edge and instructing children , and can b e  defined as 

nearer the ' masculine ' image . 

The r e s e arch area appertaining to women in management 

and l eadership rol es i s  rec eiving incre asing att enti on , and 

thi s study has attempt ed to di scover why there are so few 

women in these  po si tions in educational management . The 

evolution of women ' s  education has been explored to illustrat e 

that two ideol ogi es exi sted ; one was the idea of educ ating 

women for a domestic ro l e ,  and the other f o r an independent 

life  styl e .  Thi s has caused controversy since the early days 

of  femal e educ ation , and fo r many girl s it  has dic tated the 

quali ty of  the curriculum availabl e to them , b ecaus e thi s 

provision o f  educ ational opportuni ty has al so b e en influenc ed 

by c l ass di stinction as well as gender . Sex st ereo typing and 

so c i al i sation pro c esses  ar e connec ted wi th dome sti c ideology , 

and m any wri ters suggest that these  are the main contributory 

fac tors for the l ack o f  women in educational management , but 

my study has reveal ed o ther factors which app ear to b e  

equally signifi cant . 
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The mod el I would like  to suggest has three 
dimen sions and a number of components wi thin each dimension . 
The identifi ed components are no t just a li st o f  fac tors 
expl aining the l ack  of women in educ ational management , but 
are an interac ting network o f  caus es , which affect individual 
women in d i ff erent ways  in different si tuations . However , 
cumul atively they c an b e  i d entifi ed as the reasons why women 
are finding i t  diffi cul t to acquire l ead ership rol es  in spi t e  
o f  evidenc e that so c i al change i s  sympathetic t o  the 

developm ent o f  women in thi s are a .  ( See  T abl e 5 : 1 )  Pag e l78 . 

The f irst dimension i s  the individual where the 

expl anation looks to the background of the femal e ,  who , due 

to early exp eri enc e s  of social i s ation and limit ed cl as sroom 

int erac tion in the presenc e o f  boys , has low aspirations . 

These mani fe st themselves in some women in thei r ini tial 

c areer cho i c e s  re sul ting in limi ted qual i fi c ations , whi ch ar e 

no t as so c i at ed wi th po sitive c areer map s and promo tion 

indications . In my survey , even though re stri cted to 

" suc c e ssful " teachers , women were l e ss well qualified than 

men . Women wi thout good qual ifi c ations and c areer aspirations 

are easily ac commodated into the teaching/pastoral rol e ,  

rather than the admini strativ e/ac ademi c rol e ,  and so  run the 

ri sk of retaining an impoveri shed imag e o f  their abiliti es 

and are cont ent to remain in th e low status of the p rofession . 

Their early exp eri enc es o f  so cialisation continuing wi thin 

school and col l ege during their own education have t aught 

them that thi s is where they belong . Due to the ini ti al lack 

of p ersonal development , directly asso ciated with low esteem ,  

they are disqualifi ed from oppo rtuni ti es wi thin the profession . 
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Tabl e 5 : 1  

Mod el containing three dimensions wi th components of  
each dimen sion 

The I ndividual 
1ow aspirations . 
early so cial i sati on; c l assroom experi ence  
so cial i sation in the profes sion 

Organi sations 
Co- educ ation 
Nature of 

Coll ege  training -
career map 

Organi s ations 
pastoral/ac ad emi c 
ins titutional 
expec tations o f  
sup erordinat e/ subordinat e 
No tions of l eadership 

and Management mo del s 

Rel ational 
Balance of Power 

( insi de and outside home ) 
• two gre edy institutions '  

Minority 
Gender , Identity 
Tokeni sm - Cons equence  

for p erformance  
Fear of  vi sibility 
Marginality 
Di scrimination 
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The s ec o nd dimension i s  the nature of the school 

organi s ation , with the i d entifi ed divi sion of p astoral /  

acad emic .  Many women t e achers have previously acc ept ed 

their subordinat e rol e ,  and th e struc ture of the org ani sation 

re-inforc es their p o s i tion . Wi thin the mixed secondary scho ol 

there are few rol e mo del s o f  women in educational management , 

and within co- educational scho o l s , girl s have al so been 

deprived of thi s imag e ; femal es as girl s wi thin co- educational 

schoo l s ,  and as teachers in s econdary school s are frequently 

rel egat ed to s econdary ro l es . One school in my survey had 

only one women in the hi erarchy . Women did no t achi eve pari ty 

in any o f  the 4 c ase  study scho ol s .  

The third dimension is  ' rel ational ' ,  and thi s includes 

the b alanc e of power . Women , because of th eir minori ty at 

top l evel are a token group in educ ational management . In 

thi s way , women are c ontinually evaluated as  ' representative '  

rather than individual s in a rol e ,  so fear of exposed 

vi sibility i s  added to their pressures . Marginal i ty , a 

conc ept rel at ed to to keni sm , al so has i t s  o wn destruc tive 

conno tations , and thi s added to the fear of vi sibility , some 

wri t ers sugg est , make some women in manag ement po sitions even 

fear suc c es s . So manageri al women are at thi s time , few in 

number , i so l ated , exc e s sively vi sibl e and therefore particul arly 

vulnerabl e .  The s e  fac tors perhap s do no t make women in 

manag ement today an attrac tive rol e  model ! The answerwoul d 

app ear to l i e  firs tly in the creation o f  more women in 

educ ational manag ement , so that the token repr esentation i s  

eliminated , and thus women would be  fre ed from the o ther 

unattrac tive asp ects  of their p o s i tion . In attemp ting to 
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shi f t  numbers i t  follows that there will b e  an al teration 

in th e distribution of power . What has to foll ow is the fac t 

that m en wil l  have to relinqui sh a portion o f  their exc ess  

power , �o that a b etter state of  equilibrium can be obtained , 

" fo r  the redre s sing o f  gri evenc es creates  ever wid ening 

c on c entric ring s o f  change , which affect soci ety as a whol e" . 

(Bikl en 1980 p 1 9 )  

The methods o f  improving the situation are numerous 

and th e position o f  women in schools  c anno t be  resolved 

unl e s s  th ese dimensions are tackl ed simul taneously , po ssibly 

wi th p o sitive and interv entioni st strat egi es so that the 

interacting sequenc e of  ev ents are di sconnected at some point 

in th e cycl e .  I f  changes are pro duc ed for women , then in 

con s equenc e there have to be chang es mad e for men . The 

si tuation i s  depend ent on so c i al changes and a commi tment of  

m en as  well as  women to  the necessi ty to  adapt to the 

evolutionary proc ess . The thr ee dimensions of  the mo del 

wil l  b e  examined s ep arat ely , but the propo sed soluti ons will  

hav e  implic ations for the whol e  si tuation ,  because of the 

interac ting nature of the pro bl em . 

The individual low aspiration/low esteem dimension can 

be based on the so cial i sation , and on the experi ence  of girl s 

during their y ears o f  schooling . A c as e  can th erefo re be  made 

for  a greater conc ern for girl s ' educ ational exp eri enc e both 

in  s ingl e s ex and co-educational schoo l s . I n  both typ es of 

schoo l s ,  the sel e ction o f  knowl edge is  an area for conc ern , 

and a greater adherenc e to the common core curri culum might 

pro v e  advantag eous to girl s by providing equal ac c e s s  to 

sub j e c ts . The organi sation and ass e s sment o f  knowl edge are 
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al so imp o rt an t  ar eas f o r  c o n c ern . I t  i s  v ery n e c e s s ary no w ,  

owing p ar t i c ul arl y to the add i t i onal c ompl exi ty o f  so ci ety , 

that e d u c a t i o n  prepar e s  y o ung p eopl e for d e c i s i o n  making , 

evaluat e s  s o c i al and p er sonal d ev e l o pm ent , and giv e s  ad equat e 

care e r s  advi c e . I f  the s e  t o o  are bui l t -in f e atur e s  o f  the 

common c o r e , th en i t  i s  p o s si b l e that th e m e s s ag e s  of th e 

hidden c urri culum w i l l  b e  und e� mined . Wi th thi s typ e o f  

reorgani s ation , some o f  t h e  di s advant ag e s  o f  c o - edu c ation 

coul d b e  el iminat ed whil e r e t aining the advantag e s . C er t ainl y , 

from c o n c lu s i o n s  drawn from my s tudy , i t  shoul d no t b e  

ackno wl edg ed that s i ngl e s ex education i s  preferabl e .  I n  

co- edu c at i o nal s cho o l s th ere ar e frequently great er re s o urc e s  

and mo r e  sub j e c t  cho i c e s  avai l abl e .  Th e vi tal c onc ern i n  

thi s d i r e c tion i s  t o  en sure that r e so urc e s  and th e cho i c e  o f  

sub j ec t s  ar e equal l y  avai l abl e t o  g i rl s and bo y s . I t  i s  al so 

imp o r t an t  that r e s e ar c h  c ontinu e s  in r egard to singl e s e x 

group s fo r mathemat i c s  and s c i enc e ,  sui tabl e non- s exi st 

teaching mat eri al s and m e tho d s  o f  o b t aining equal c l a s sroom 

interac t i o n  fo r b o th g en d e r s  b e twe en th e t e acher and stud ent s .  

I n  t e rm s o f  int erac t i o n , singl e s ex s c ho o l s do no t 

usual l y  convey the m e s s ag e  to gi rl s that th ey o c cupy s e cond 

plac e , but th e c ont ent of the curri c ul um is s t i l l  an ar ea 

fo r c onc ern . I t  i s  thi s probl em and o th er asp e c t s  of the 

hidd en curri culum , whi ch app e ar to l o wer th e s elf e s t e em o f  

girl s .  Th e probl em o f  th e m e s sag e s  o f  the hi d d en curri culum 

app e ar to b e  more appl i c abl e to c o - educ at ional s cho o l s  than 

to s ingl e s ex schoo l s .  Thi s m e s s age that they ar e ' s eco nd 

cl as s c i ti z ens ' s e em s  to hav e  b e en r e c eived by some femal e 

teac h e r s  in my surv ey .  Thi s was evi d ent in my int ervi ews , 
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wh en o n l y  a mino r i t y  o f  th e wom en exhi b i t e d  the confi d enc e 

and d e t e rminati o n  wi th whi ch th e maj o r i ty o f  men pursu ed 

the i r  d e s i r e  for promo t i o n . Mo s t  m en were v ery c on c ern ed 

about t h e i r  promo t i o n  pro sp e c t s  and th e i r  n ext move up . I n  

contra st ,  t h e  wom en sho w e d  mo r e  conc ern fo r th eir p erfo rmanc e 

within t h e i r  pre s ent po s t  than fo r o b t aining further promo tion ; 

they f e l t  a r eal n e ed to j u s t i fy th e i r  l as t  promo t i o n  rath er 

than ant i c ip at e  t h e next - th ey had to ensure that there was 

"no c hl nk in t h e i r  armo ur " . Thi s atti tud e not only i l l u strat e s  

th e v i e w s  o f  o n e  h e ad that , wh er eas men ar e o f ten p r epared 

to mud d l e thro ugh , wo men ar e mo re perf e c t i oni s t  in what ev er 

rol e t h ey ar e p e rforming , but p erhap s i t  i s  evi d enc e o f  the 

pre s sur e o n  women t o  d emon s trat e th at th ey hav e  c o m e  to t erm s 

wi th th e d i l emma o f  ' two gre edy i n s t i tutions ' .  I t  al so 

supp o r t s  th e hypo th e s i s of H enni g & J ardim ( 1 9 79 ) that wom en 

in mi ddl e manag ement ar e o f t en as so c i at ed w i th such an 

extr.em el y go o d  p e rfo rman c e  that th ey ar e no t thought of in 

any d i ff e rent c ap ac i ty .  Th e r e  i s  al so their d e ep invo lve-

ment and d ed i c ation , whi c h  p r even t s  them from c o n s i d ering 

promo t i o n , or th ey all o w th e opportuni ti e s  to ap ply for 

p romo t i o n  to j u s t  pass t h em by . In s chool s thi s c an  apply 

to a f emal e h e ad of d epartment b e ing c on s i d ered exc el l ent 

at h er j o b , wh er eas a man will ful fil the h e ad of d epartm ent 

ro l e  w i th equal exc ell en c e ,  and will hav e  b e en c o n s i d ered as 

an admini s t rator and a p o t ential c andi dat e fo r promo ti o n . 

P erhap s thi s l ac k  o f  c onfi d enc e and the ac c ep t an c e  

o f  promo t i on i s  such a chal l eng e that exc e s sive j us ti fi c at i o n  

of p erfo rmanc e h a s  to b e  maintained whi ch i n  t erm creat e s  

i t s  o wn debi l i t ating anxi e ty i n  some c a s e s .  Ther e i s  th e 
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po ssibil i ty al so that the s e  probl ems ar e more exagg erat ed 

for women t each ers in co- educ ational s econdary school s .  

Dal e ( 1 974 ) , wh en comparing the acad emic suc c ess  of  boys and 

girl s in singl e sex and co- educ ational school s ,  ac knowl edge d 

that boys did b e tt er in co- educational school s ,  but girl s ' 

perfo rmance d e clined in co-educational settings . Al though 

he conclud ed thi s to be  a fact , he  did no t see  it  as a 

probl em , b e c aus e he argued that the so cial advantages of  

co- educ ational school s ar e so considerabl e and so  great that 

they far outweigh th e depressed acad emi c performanc e of girl s . 

Thi s appears to b e  the hidden mes sage transmi tted to 

girl s in co-educ ational schoo l s ,  that the int ere sts and 

performance of  boys i s  far more important than their own 

interests .  How ind eed can th eir l owered ac ademi c p erfo rmanc e 

be equat ed wi th so cial advantage for them? Daily , it would 

app ear , girl s have to submi t to pl ay a l e ss dominant rol e  in 

the cl assrooms . I t  can b e  argued that thi s has now become 

a self-p erp etuating vi cious circl e ,  because it  lowers the 

self- estee m  and aspirations o f  girl s .  Thi s prevents th em 

from ful fill ing th eir true potenti al and curb s their 

ambi tions . Eventually thi s turns its full circl e ,  and with 

the l ack  of  women in management ro l e s  in school s ,  femal e 

pupil s have few ro l e  mo del s on which to base their future 

dev el opment s into sui tabl e careers . Therefore the submi ss ion 

of girl s to the enhanc ed performance of boys in the cl as sroom , 

re sulting in their own limi ted cl as sroom int eraction and 

depressed  academi c p erformanc e in some subj ects , i s  

exagg erat ed by the real i ty o f  se eing women i n  secondary rol es 

in s choo l s .  In thi s way , it  would app ear ,  the sy stem has 

been perp etuated . 
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Thi s t end ency for women to play s econdary rol es in 

school s again has the di stinct disadvantage  that women are 

in a minority to further polici e s ,  whi ch could benefit 

femal es . W e  b egin to see the l inkag e wi th the rel ational 

dimension in t erms of  power in decision making . The question 

of the b enefi t s  of co- educ ation over singl e- sex educ ation 

serv e s  as a classi c  exampl e of the way educational decisions 

are d erived from a mal e p ersp ective . Wi th thi s lack of women 

in pol i cy making po sitions the pol i ci es are decided by an 

unrepre sentative group , b e c ause the deci sions and manag ement 

are c ontro l l ed by a homo g eneous group . Educational 

insti tutions are themselv es  deprived of l ead ership skills 

and comp et enc e o f  women , and equity for femal es in th eir 

provi sion wi thin education is  no t po ssibl e .  So , onc e again , 

discrimination is  not overt , but qui etly and unconsc iously 

admini s t ered . The femal e p erspectiv es are no t di scussed or 

considered , simply be cause  women are represent ed as such a 

small minority . 

Thi s study has shown that men base their standard s on 

their own exp eri ences , whi ch can be different from tho se of 

women . Some o f  the wom en in senior management in my survey 

were aware o f  thi s serious pro bl em . One senior mi stress/ 

deputy head in my surv ey said that i t  was nec essary for 

her to , "put the femal e point of  vi ew in order to represent 

the girl s in the school  and to safeguard their int eres ts" . 

Thi s c omment illustrates  that th e l ack of  bal anc e in the 

numb er of  men to women in educ ational manag ement i s  perhap s 

more d etrimental to the aspirations and scho ol exp eri enc e 

of f em al e  pupil s than a superfi cial study would expo se . 
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I t  c ertainly app ears to hav e links wi th policy making and 

d e c i sions about o rgani sation and curri culum cont ent . The 

exp eri enc e and standards o f  men c an only consti tut e half o f  

human experi enc e ,  an d  a s  thi s study has indicated , the 

s el e c tion o f  knowl edge c an  be said to convey mas cul ine 

defini tions of the worl d ,  whi ch c an only therefore resul t 

in a skewed and di storted vi ew . I t  has to b e  in th e 

interests  o f  girl s that women are given great er representation 

in educational manag ement b ecause it would appear that 

educational p o l i cy is b eing impl ement ed wi thout due 

c onsideration to the needs of femal e s .  

The s econd o rgani s ational dimension requires 

examination of th e context in whi ch men and women t e achers 

o perat e . I f  a school  i s  to b e  abl e to use its  re sourc es in 

t erms of human abil i ty mo st effec tively for improving i t s  

p erformanc e ,  the rel ationship betwe en sex- stereo typing , 

l eadership rol e s and struc tural organi sation will have to 

b e  analysed . Career devel opment wi thin the profession 

ne ed s to be  considered as an equal o b j ec tive for men and 

women . The suggestion in Chap ter 4 that the pastoral/ 

academi c organi sational split coul d be abolished for the 

welfare o f  pupil s would al so be benefi ci al to teachers , 

becau s e  it  would provi de a more equi tabl e means of  career 

devel opment fo r men and women . 

Cl early the organi sational struc ture whi ch channel s 

the femal e into a narrow pastoral ro l e  c an  be seen as a 

severe  imp ediment to wom en ' s  career opportunities . Given 

the equal impo rtanc e of ' ini tiating ' func tions , the apparently 

restri cted rol e of pastoral care and the caring functions 

canno t be  considered to be  an ad equate preparation for a 
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headship .  Wi thin scho ol s  there has b e en in the past , the 

probl em o f  pol ari z ation o f  rol e :  mal e into admini stration 

and femal e into pastoral . Thi s traditional ' s enior mi stress ' 

image could  ind e ed hav e  been detrimental to th e career chanc es  

of many women , who might have b ecome headt eachers i f  they had 

been giv en great er opportuni ti es to practi s e  anticipatory 

so cial i sation for a manag erial rol e .  My study provided 

evidenc e that women o c cupying the po si tion of senior mi stress/ 

femal e d eputy head had developed a very wide range of skil l s  

in the admini strative as well as th e pastoral spheres . 

Despi t e  thi s ,  their rol e  was still s e en as mainly pastoral 

by som e  memb ers of  staff , and some women , ev en though 

present ed with thi s bro ader interpretation of the senior 

mistre s s/ f emal e deputy head rol e ,  sought a mainly pastoral 

area when thinking of  promo tion for themselves . Al though , 

not unpro fi tabl e in i t sel f , p erhap s thi s  i s  an anchor to 

whi ch m any women ti e them s elves , and thi s  fac tor al so di storts 

the vi ew of tho se  re sponsibl e for ro l e  allocation and 

ul timately o f  tho se responsibl e fo r making senior appo intments .  

However in contrast to thi s 32% who desired to be  senior 

mi stress/deputy head , 32% of the wom en in my sampl e wi shed 

to become headteachers . Thi s was approximately a third of 

my sampl e ,  whi ch is a higher proportion than in any other 

survey considered in my study . Thi s i s  the evi denc e on whi ch 

I bas e my conclusion that women are becoming more c areer 

orisnt ated , and that many wi sh to take the re sponsibil i ty of 

a head ship . These women appear to be concentrated in the 

under thirty five ag'e group , and thi s do es  sugg est that there 

are now many women ready to be groomed for the ul timate tol e .  
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However £rom my study , many women still exhibi t residual 

probl ems £rom their e arly social i sation . Research indicat e s  

that these  need no t a£fect their per£o rmanc e in a l eadership 

rol e i£ they are given suffi c i ent anticipatory so c i ali sation 

£or the next s tage in their c areer struc ture . It i s  

incumbent upon tho se  who hav e  the responsibility for their 

development both inside  and out side school s ,  to ensure that 

provi sion i s  made . A det ai l ed study has reveal ed to me that , 

as a minority group in  educational pol i cy making , women are 

not in a p o si tion to do i t  entirely for th ems elves . 

Po si tive discrimination is  a po ssibility , but thi s 

perhaps i s  no solution at all for women . Meri t has to b e  

the cri t erion upon whi ch ro l e s  are obtained , and po sitive 

di scrimination woul d  d eprive women of credibili ty .  Their 

token repre s en t ation woul d be decreased , but their vi sibility 

in educational manag ement would be as great , if no t great er , 

b ecause sel ec tion pro c edures would be  lacking in impartial i ty . 

However , the b e s t  candidat e f o r  the j ob , which is  the 

pre sent system , should no t pro duc e the exc e ssive imbalance 

£ound in  our secondary school s today . My study has reveal ed 

to me that women do no t want any form of  pref erenc e ,  but some 

are anxious that their skill s  and abili ti es are recogni sed 

in areas o ther than the pastoral . Women , in my survey , had 

no t made as many appl ications for j o bs as men had . Women 

do not app ear to apply rep eat edly for j obs after the ini tial 

rej ec tion , or a numb er of  r e j ec tions as men do . 

Thi s could b e  considered to be a nec essary preliminary 

to promo tion , and there were men in my survey , who had made 

as many as sev ent� 'applications for j obs before suc c e s s  was 
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achi eved . One man mad e fi fty appli c ations befo r e  he  

decid ed that he  had l eft s eeking promo tion too l at e . The s e  

men were howev er e quipp ed with th e nec es sary skill s fo r 

promo tion . R e c ent criti ci sm o f  o rgani sati onal th eory would 

d eny that organi sational features  such as bure aucracy hav e  

equal impli c ations fo r m en and women . Analysi s o f  g end er 

diff erenc es  reveal s  that it i s  p eo pl e ' s  p er c eptions of the 

struc tures that condi tions how the o rgani sation o p erates , 

and parti cul arly i t s  e ff e c t  on car e ers . Where women see  that 

the structure of organi sations l imi ts their mobil i ty upwards 

through the c ar e er pro c e ss , and in thi s way restri c t s  th eir 

self d evel opment , there  i s  a t endency to l imi t their 

aspirations and subl imat e their ambi tions . They th en s e e k  

sati sfac tion from int erp ersonal relationship s rath er than 

task p erformanc e .  Thi s d eni e s  them ' vi sibili ty ' as po tenti al 

l e ad ers , and onc e thi s d e c i sion i s  consci ously o r  unc onsciously 

made , th e opportuni ty for prio r  s o c i al i s ation into the n ex t  

rol e  is  re stri c t ed . Thi s  d eci sion do es no t fo cus the 

att�ntion o f  sup eriors upon th eir individual abi l i ti e s  in 

the admini strative are a .  The p l at e au of a car e er is therefo re  

reached at an early time  and c ar e er opportuniti e s  are 

surrendered . 

The nature o f  organi sations do e s  app ear to b e  an area 

fo r conc ern .  Po sitive di s crimination al though unac c ep tabl e ,  

should no t b e  nec e s sary i f  i t  i s  inde e d  recognis ed that 

women c an  ful fil the se managerial ro l e s  in comprehensive 

scho ol s . The philo sophy that the s e  scho o l s n e ed to have  

m en and women as  l eaders i s  impli c i t  in  the  t erm , ' equal i ty 

o f  oppo rtunity ' . Girl s  c anno t b e  provided with the i r  
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educ ati onal n e ed s  wi tho ut women b e ing in manag eri al po s i t i o n s  

t o  a s s e s s  th eir n e ed s  an d  t o  pro v i d e  ro l e  mod el s .  The 

struc tur e o f  the organi sation and th e curri culum n e e d s  to 

b e  manag e d  and as s e s s ed by men and women . 

I t  i s  ther e fo r e  time to r ec o gni s e  that wo m en hav e  

proved that they c an b e  eff e c t iv e l ead ers , and that many 

wi sh to play a task i n s trum ental rol e in e duc atio nal 

manag ement . Only in thi s way c an the c i r c l e o f  d eprivation 

in relation t o  young er women in t h e  pro f es s i o n  b e  brok en . 

From my surv ey i t  can b e  i l l u s trat e d  that for some o f  the 

young er women there i s  a n ew a ppro ach to c ar e er d evelopment , 

and many hav e  the suppo rt o f  the i r  hu sban d s  to h elp th em to 

achi e v e  th eir amb i ti on s . Th ere ar e w ell qual i f i e d , amb i t i o u s  

wom en , who n e ed fur th er encour ag em ent and training , but 

al r eady � a s s e s s  th e p o t ential f o r  manag eri al r o l e s . Th ey hav e  

al ready exhi bi t ed c o mp e t en c e  and c o mmitment . A s  my surv ey and 

the N . U . T .  ( 1 980 )  surv ey hav e  sho wn mor e  women ar e c o n s c i ously 

pur suing a c ar e er . Thi s idea is r e- info rc ed by the d e c r eas e 

i n  the femal e ' was tag e ' from s cho o l s .  All th e young er wo men 

in my surv ey had taken mat erni ty l eav e .  

Th e above r emarks and sugg e s tions f o c u s  on th e 

o p p o r tuni t i e s  for th e c ar e er d ev el opment and p er sonal 

d ev el opm ent o f  women te ach ers th em s elv e s . Th e thi rd , 

rel at ional dimen s i o n  i s  th e fac t that g ender probl em s c anno t 

b e  c o n s i d ered in i so l ation , and that th e atti tud e s  o f  bo th 

men and wom en hav e  to chang e , and ad j ustm ent s hav e  to b e  mad e  

by b o th s ex e s .  I n  c o n s i d ering the b al anc e  o f  power an d  th e 

r e c o n s i d eration o f  th e c on c ep t s  o f  'manag em en t '  and "' l e ad er­

shi p '  i t  i s  c l e arly imp erative that men t o o , ar e invo lved 
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in th e s e  ex erc i s e s . I t  i s  al so c l e arly imp erat i v e  that m en 

to o , ar e invol v e d  i n  th e r e c o n s i d erati on o f  the s t ruc tur e s  

and emphas e s  in s cho o l  admini s tration i n  o rd e r  to inc lud e 

women in top manag ement ro l e s . 

To ac commo d at e  wom en , b o th phy s i c al l y  and 

int ell e c tual l y , men will hav e  t o  ac c ep t  th i s  s i tuatio n as 

pref erabl e to th e exi s ting di s p ro p o rt i onat e all o c atio n o f  

mal e/ femal e r o l e s  in p o s i t i o n s  o f  d e c i sion making i n  scho o l s .  

I t  i s  no t enough for wom en to b e  t r ai n e d  t o  fi l l  th e ro l e s 

ad equ at ely ; men need to b e  , train e d ' to ac c ep t  wom en ' s  

equal i ty and d e c i s ion making ab il i ti e s ,  o th erwi s e  the s ame 

pro c e dur e s  o f  th e re-inforc em ent o f  f emal e ' m arginal i ty ' at 

m e e ting s will con tinu e . I n- s ervi c e  training shoul d b e  

appro priat e fo r bo th s ex e s , and rather than s impl y  provi ding 

' e qual oppo rtuni ti e s 1 , in l e ad er ship training , ac tual l y  fo cus 

on g ender d i sp ari ti e s  as a to o l  fo r di s cu s sion and d ev el o pm ent . 

To summari s e , th e s e  o b s ervations hav e  r e v e al ed that 

al though th ere i s  evi d enc e o f  ini ti al s ex s t e r eo typ ing and 

p r o bl em s asso c i at ed wi th r e s tr i c t ing s o c i al i sation th e 

n ature o f  o rg ani s ations p e rp e tuat e the in equal i t i e s . Earl y 

so c i al i sation exp eri enc e s  c an  b e  r ev e r s ed wi th c o rr e c tive 

pro c e dur e s , so that c ap abl e wo men , onc e in po s i t ions of 

manag em ent ar e abl e to ful fil rol e exp e c t ati o n s . Thi s i s  

e sp e c i ally rel evant i f  anti c i p at o ry so c i al i sation i s  

exp eri enc e d , and only sup eri o r s  c an fac i l i tat e thi s 

opportuni ty . Wh ere i t  i s  r eque s t e d for women and d eni ed 

to them it mu st c o n s t i tut e d i s c rimination . I t  i s  

unfortunately ' a  chi cken and egg ' s i tuation , a s  th e int er­

active no ti on o f  my mo d el d emon s trat e s  th at a so lution 
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requires  a mul ti-dimensional pol i cy impinging simul taneously 

upon the school sys t em ,  the c areer  opportuni ti e s  and the 

so c i al and cul tural environment  in ord er to m ak e  equal cho i c e  

an d  equal opportuni ty a real i ty i n  the pursui t o f  equal i ty 

o f  oppo rtuni ty for b o th girl s in education and women in 

educational career struc ture s .  

One o f  the f irst priori t i e s  i s  to asse s s  the provi sion 

of educ ation fo r girl s .  Equal opportuni ty for girl s  and bo ys 

d ep ends on equal ac c e ssibi l i ty to all typ e s  of training 

exp eri enc e s  including t echni c al and voc ational asp e c t s  o f  

the curri culum . There i s  al so a n e ed for qual i ty ,  vari e ty 

and r el evance to the social and economi c n e e d s  o f  all young 

p eopl e ,  so that girl s too are prepared  fo r po s i tions o f  

r e sponsibili ty at all l ev el s  o f  so c i e ty .  Here  the mes sag e  

o f  the hidden curriculum is  never ab s ent , and gi rl s  n e e d  to 

s e e  the real i ty of women in p ol i cy making rol e s  in scho o l s  

with an ev en distribution of mal e an d  femal e t each ers a t  all 

l ev e l s  and in all typ e s  o f  educ ation . T eachers n e ed to b e  

mad e aware o f  their own inherent pr e j udi c e s  and how the s e  

c an aff ect  girl s bo th in acad emic und erachi ev ement and by 

no t ext ending their car e er hori zons . I t  i s  the s e  impli ci t  

s t andards and exp ectations , whi ch would app e ar t o  act as 

a s el f  ful filling prophe cy o f  f emal e und erachi evement . 

We  have  s e en that change i s  po s sibl e in the near 

future in relation to the l ack o f  women in educational 

managem ent . The att i tud es  and exp ec tations o f  many women 

under thirty five app ear t o  b e  more po sitively c areer 

ori entat ed . I f  my sampl e i s  typ i c al , many of the s e  women 

hav e  reached middl e manag ement without any bre ak o ther t han 
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mat ernity l eave . National figure s  sub stanti at e  my findings , 

b e c au s e  ' wastage ' of  women from the pro f e s sion has d ecreased 

signifi cantly in th e last t en y e ar s , as th e figure s in 

Tabl e 4 : 1  sho w .  Training i n  the form o f  anticipatory 

so ciali sation i s  obviously nec e s sary for tho s e  who asp i re 

to  l eadership ro l e s . Thi s training has to  b e  the r e spon sibi l i ty 

of  superio rs , who p erhap s , are not suffi c i ently aware o f  all 

the implications that thi s  involv e s . I t  wo ul d  app ear that 

h e adteachers need to be mad e more aware o f  the p o t ential 

l e ad ership qualiti e s  of wom en , whi ch are no t b eing d evel o p e d .  

The situation do es  therefor e  n e ed to be  considered at 

many educ ational l ev el s .  Thi s should provoke d ebat e  and l ead 

to  an o p en examination of the natur e o f  the pro f e s sion , and 

ac c e ss  to i t  and promo tion wi thin i t . As the fo cus i s  

conc entrated upon the pool from which the l eaders are drawn , 

que st ions about the teaching pro fe s sion will b e  asked , and 

the quality of edu c ation fo r boys and girl s will b e  examined . 

The educational o rgani sation i ts el f  will b e  o p en to criticism .  

When thi s is  done , the nature o f  organi sations should provide 

evid enc e that women apart from their ini ti al so cial i sation 

and s ex-stereotyping , have o th er barri ers wi thin the 

internal struc ture s  of scho o l s whi ch make  their promo t i on 

pro sp e c t s  l e ss  favourabl e for them than fo r tho s e  of  m en .  

I t  i s  hop ed that the future hol d s  b e t t er c ar e ers pro sp e c t s  

fo r women within educ ation , b e c au s e  the decreasing numb ers 

in s enior p o s t s  wi thin the pro f e s sion dimini shes  the image 

of women and l ead s to the impoveri shment of the whol e 

framework of  education . The probl em has to b e  solv ed , 

b e c au s e  the sys t em now allows the d i s crepancy o f  the l ack 
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o f  f emal es  in educational management to b e  s el f  

p erp etuating . 

As a first po sitive step l o c al authoriti e s  c ould 

foll ow the l ead o f  I .L . E . A .  and Brent and appoint  co­

o rdinators t o  advi s e  th em on such matt ers as recrui tment 

and intervi ewing prac ti ce s , rel evant in-s ervi c e  training , 

and even the implications o f  curri cul ar chang e s  wi thin 

scho ol s .  Thi s would no t only d emonstrate that tho s e  

re sponsibl e fo r the education s ervi c e  recogni s e  th e probl em 

and are prepared to s ee k  way s  o f  solving i t . I t  would  

provide the means o f  encourag em en t  t o  the s e  abl e  women who , 

my r e s earch has shown , are l o o king for opp ortuni ti es  to 

ent er senior management . 
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