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While women comprise a majority of the teachers in American pub]ic
schools, they occupy only a fractlon of the administrative positions (n
those schools, 'Two-thirds of all teachers in the United States arxe women;
however, only 19.6% of all elementary school priuncipnls, L.4% of all
secondary principals, and .1% of all superintendents are women (I'ischel
and Pottker, 1974). Despilte socilal change, the enactment of Tltle IX
of the Educational Amendments of 1972, and an increasce in the number of
women preparing for administrative positions, women remiin underrepresented
in the population of public school administrators. Even documented
offorts to hire womon have failed to impact signifieantly the percentage
of women in line positlons (Carlton, 1978).

There is a clear need to develop model dntervention strategies to
Increase womnen's participation in cducatiopal administration, ICES:

A Project of Intermships, Certifiecation, Equity-Leadership and Support
provides such a model. The model links the major educational agencies
{1 a state to selcet, train, and place a group of women with proven
administrarive ability. Currently, this sgrategy is being field tested
in the State of Kansas under a grant from the Women's Rducational Equity

Act Program,

]

This paper discusses the need for individual and gystenic change
which the model addresses, describes the model, and reports on its
implementation in one state. The validity of the model cannot be assessed
vatil the end of the two-year implementation period.

Individual and Systemic Change

Reform strategies may focus either on changing individuals or on

changing the social system in which they function. Recent interest in

.
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Nwomen's fusues' hazs foutered an extensbve body of 1iterature exhorting
{ndividual women to learn new behavior patterns to gain success and
advancement in the corporate world. Women are told how to dress (Mo 1loy,
1977), how to "get yours" (Pogrebin, 1975), and hov to "play the puame"

(acrigan, 1977) to win in a man's world. Tor examnple, the best selling

Woman (Hewndg and Jardim, 1977) tells women Lirst to know

En

Ihe Manaperd:

themselves and deelde whegher they truly want a carcer that entails
competing in a male-dominated system.  The woman who does should learn

to manape "the interaction between who she is and the environment in which
ghe muat work." (p. 159). This approach to change assumes that those
women who want to chauge their lives can, il only they have the will

and dntelligence Lo do oo,

Educational prograns traditionally have tanded to focus on changing
individuals. A profeszional's training tends to stress cognitlve change.
The individual also may select from a wide variety of activitics directed at
af feetive and/or behavioral change. llowever, other perspectives on social
change conslder strategies directed at the individual to be weak tools for
reforming institutions., Arguing that Individual bebavior and organizational
structurc are interrelated, they consider systemic change to be the more
powerful approach to changing organizations (e.g. Katz and Kahn, 1966,
pp. 390-451). This theory suggests that those who would change women's

role in education should intcrvene by manipulating organizational variables.

Kanter's (1977) theory of organizational behavior explains women's
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roles in corporations in teems of structural rather than personalley
variables, Tn a hievovehical organization, the structure of opportunity, the
structure of power, and the soclal composition of pecr groups determndra women' s
aspirvatlons for advancement and thelr performance in adwinistrative pesitions.
Where men or women sco Little elimee for future mobility and growth, they
exhibit hehaviots stesvotyped s "femaled"  These stercotyple behaviors
include Llmlting anspfrations, :v;nxc‘]t;.f.ns; antlafaction outside of worl,
{dentifying with pecr group norms rather than maagement's production
poals and dlascouraging cowerlkuers from sceking advancement.

Individuals. who are low in power (L.co. cannot mobilize resourcoes

because of job characteristics and posltion dn the informal organization)
tend to exhlbit bohaviers stercotypileally ussigned to women in manngement
positlons such as attempting to retain contvol in dircetive and authoritarian
ways, and restricting subordinates' growth nnﬁ opportunitics. The
coercive rather than persuasive style of leadership frequently leads
subordinates to dislike their powerless manager.

Finally, individoals in ""token" positions, i.e. represcnted in a
very smal.l proportion in a group, tend to be more visible and thus fecel
more pressure to conform and to become "socially invisible." They may
find it difficult to gain "eredibility,'" be disolated from informal net-
works, have few opportunitics to be sponsored, be stereotyped and face
considerable personal stress,

These variables and their effects are inextricably tangled. Kanter

explains that the relationships between structure and behavior are

cyclical. "To some cxtent, low opportunity, powerlessness, and tokenism
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constitute self perpetuating, self-gseallng systems, with linkn that can

be broken only from cutslde' (p. 249). Thus attempts to change Inddviduals
will not result in organizatlonal chanpge.  Changes which addrenss the
varinbles of opportunity, power, and tokendsm are ncedoed,

"Systemle change' often {6 concelved In tevms of structural changea
in ovganizations suel as altering the suthoricy relatlonships or the
technology of productfon.  Konter vecommends organlzatfonal roefor
ranging [rom decentralization to hiving members of minority categories
Ln "barches" rather than singly and developing a women's network. The
variables of organizatlonal size and hierarchical structurcs also may
be manipulated. lHowever, Kanter recommends cven broader soclal changes
to improve work for men and women,

Systemle Chango

in_lduacation

Systemic change is an appealing stvategy for ilmproving women 's
participation in cducational administration. However, 1t is difflcult

to identify the "systew'" to be chinged. A state's cducational system
consists of many locally governed districts and state level agencles with
gome regulatory authority. They constitute a "loosely gaupléd system'
(Weick, 1976) of autonomous, geographically dispersed units. Local
school districts may be joiuned to a larger system by the participation

of individual members in professional assoclations, teacher unions,
school board associations citizens groups and advisory councils. A

plan to intervene in a state's educational system must recognize the
characteristics of that system. No central authority can impose change

or manipulate organizational variables casily. Communication is difficult.
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A change 4n one part of the gystem may have Hittle effect on other parta.
Thus deulgning an fntervention stratepy to Incerease women' s parcielpation
in educational administration in a state 1s difflcult.

One approach to systende change In o loosely coupled syatem s
to treat the process not as change In a single organization, but as the
diffuslon of fmvovaltion across systems,  The specilic "Innovation” In this
artlclu\ls defined as hilelng women L Line adminlatrative pogltlons,

Research about the Jiffusdon and adoption of dmmovations conslstently
shows that adoption of an innovation is a social process, Personal, face
to face contact in exluting social systems determines adoptlon (Carlson,
1965). In hicrarchical organizatlons such as school systems, external
contacts are wade primarily by the highest level administrotors (llouse,
1974). Carlson (1265) found that adoption of new math in a Pommuylvania
county was determined by the friendship group of superintendents. Earliex
adopters were thoose of higher status. The farther a superintendent was
from the ecenter of the friendship group, the later the district adopted
new math., If adoption of innovation is a soclal process, and if school
superintendents are the most likely members of the organization to
have extensive contacts outside the district, the existing social systeams
and communications channcls among administrators are the logical nctworks
to use to inform them about an innovation.

However, the decisions of a few superintendents to attempt to hire
women in administrative positions may not be sufficient to alter the

proportions of women in school administration. Other decision makers are
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involved in tvadinlng, certifylng, and supporting women who wish to entet
adminlstration, An effective change of fort must touch many points of
the cducational systen,

A change stratepy must also address the proccusesn discouraglng
large numbers of women from scoking adminlstrative positions.  Home
adminlstrators couplaln that women will not apply for posftions in thely
distrlets or note that they canvot find "qualiliced" women to [l
viacane les, T admfnistrators continue to believe that women are elther
unavallable or unquallifjed, any of fort to hirce wowen vill fail. Presently,
the stercotype Lhat women do not even want to become adminlstrators
persists and Ls occasionally supported by rescareh cvidence (cog.

Cottrell, 1978). lowever, at Least one study has shown that in a

large urban school system the pool of teachers asplring to admlnistrative
positlons wias cqual ly divided between men and women (Lawrence and
Adkison, 1976) .

The fact that the Female aspirants are less likely than thelr. male
counterparts to become administrators may be explained by the social
composition of peer groups. Kanter (1977) explainced that wvomen in
corporate positions traditionally dominated by women are discouraged
by their peers if they seck mobility. The group's "anti success' norms
lead women to deny ambitions. To maintaln their friendships, women
forego opportunities to prepare for other positions. When the admin-
istrative group ls predominantly male, the women have no soclal support
to replace lost friends if they become administrators.

Clearly if the pool of qualified women is to be increased, women



who desive mobillty must recelve reinforgement dn at least two areau,
fLrst they need evidence that mobflity fs possible for women dn pencral.
Sccond, thelr own specifle ambitfons must be encouraged Ln new peer
groups. The new peer groupdg may conodst of a women's network in the
commundty or state or of men and sometines women with whom they will work as
adminlstrators.

In summary, a strategy to fnervease vomen's vepresentation in cdueatlonal
admindstration must Intervene at several levels of the educationnl system,
Tt must impact declsion makers In many school distvicets., It must alao affect
the pool of qualified candldates. Beeause the system is decentralized and
fragmented, a single declolon maker cannot manipulate organizational variables
at will, Instead, Lt must cowvince decislon makers to promote change within their
districts while developing a qualificed pool of women to bae hired.

ttion

One agency cammot accomplish rapid systewic change in a decentral-
ized and Fragmented systen.  The probability that change wlll occur
is inercased if scveral orpanizations direct thelr efforts at different
levels of the system, Formal administrators' organizatious provide
both a formal framework aud an informal system through which innovatilon
may spread. They maintain many channels for the face to face communication
essential to diffusion. State department of education persomnel also
occupy positions in formal and informal channels of communication. They
are in a position to affect the adoption of an innovation, If the pool
of qualifed women is to be expanded, universities with administrator

training programs must be involved. Finally, if support systems for

o ¢
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woment are to develop in the employiug school distriets, those systems
must participate tu a chonpge effort. A coorvdinated effort among
admlnlatrators' organlzatlons, the state department of education,
universitics, md school distrlets con facilitate rapld change.

If cach orpanization’s cfforts to Incredse wonen's particlpation
in adminlstreation ave coalipned, the cooperatlve effore can lupact each
level of the state's educatlonal wystem.  Superintendents aod othey
Koy dectaion makers will adopt pollcles to hire wore women adwinfatrators
and to provide thom some social sopport.  Tu turng the superintendents arce
assured that there will be qualified women candidates for those positions.
Women aspiring to adminfstrvative pondtions will sce visible cevidonce
of elllort to cmploy them.

The cooperation of adninistrators’ professional assoclations, the

Ltics, md school districts inereases

state department. of education, univer

the 1lklihood of ehange, Certainly the cyele of low opportunity, power=
lessness, and tokenism whileh Limits owmne's participation in educatlonal

adnlnlstration ig more 1likely to be brolen 4if this cooperation occurs.

The TCES Model

The TCES Model is a strategy to Inecrveasc women's participation
in educational administroation. Tt is a Lwo-year project which trains
a well qualified group of women and pliaces then in adminilstrative positions.

The ICES model contning two major celements: structure and program.
The structure addresses systemic change by involving the key agencics in

a state's educational system in the project's decision making structure.

The programmatic element promotes both individual and social change. A
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specialfved tratning propram {3 desipned to fnsure copgnltive and affective
changes fn participants which will malke them cleavly competent administrators,
By tralning and placlup particlipants as a proup, the project negates

the ef fecty of "tokentam' on indilviduals,

The ICES Strucrure

The structure lnks the state education apgoney, tlmi state umbrelln
orpanlzation of administrators associationy and o state unlversity Inoan
crecutive committee.  Cooperating school districts are loosely tied to the
eecutive comnlbtee.  This stiucture Is essentlal to dmplementing state—
wlde {mnovation. -1t was shaped by the followlug premises:

1) Sex role sectallzation and sex=role stercotyplng fn admlnfstration
have persisted because theve has been little coordination among
varfous apencles tovolved in changing schools;

2)  Statewdde chanpge requires Yeaderaship of all major ceducational

Institutlonss

3) Inmovative districts which begin to change polleles and practices
to promote women's participation serve as models for other
districts who will follow.

Tn the field test, the ICES Execcutive Committee Includes an Assistant
Commissioner in the Kansas State Department of Educatien (8EA), the
Exccutive Diveetor of the United School Administrators of Kansas
(the state professlonal administrator association umbrella orpanization),

a faculty member from the Department of Administration, Foundations,
and Higher Education at the University of Kansas and a Coordinator, a full-

time project staff member. Local Education Agency Administrators participate

El{lC 11
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o the dece bslong shaping a najor portion of the program=—-the internship

experlencea,  VPigure | provides an orpanizational chart for the Project.

Tigure 1
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The roles and responsibilities of each compornent are as follovs;

1. ;&;.dmriifxis,t}:gt:::r‘fs Professional Organizations. TIn evely

state there are members of several key matiomal professiomal
organdzations. Prominent among these organizatioms are the
American Association of School Alministrators (AASA), the
Natiomal Association of ElLementary School Principals (NAESP),
the National Assocdation of Secondary School Principals (FASSP),
the Association fox Supervision and Curriculum Devel.opmeéni
(ASCD), the Association of School Business Officials (ASBQ),
and the Natiomal School Public Relatdons Associatdiors (NSPRA).
Most states have affiliates of each of these national organiza-—
tions . In mawy states, all ol some of these discxete branches
are coordinated by a ststa—*widé' “ymbrella®™ organization which
gives ditection to, and cnhances communication among, the
memberships of the various associations. It iéﬁhig umbrella
or gandization which is the compoment of Lhe model for the
project. The umbrella organization
a, develops and adnministexs the internship progran with
the assistance of the other component agencies,
b, assists in the delivery of the other three prograns
(certification, equity-leiadership, support) within the project,
¢, serves as the primry llalson between superintendents
and principals and the project,
d, provides the facility for housing the project coordin=—

ator ard secretary,

1]

[



e. supervises the coordinator or: matters concernimg the
Internship program,

£. contributes to the overall lead ership of the project -

2. Institution of Higher Educacdon, Undversities and colleges

traditionally have mairitained the role of recommending t.o the

state educatlon agency inﬂ.ividuails vhe have completed co urse

work and who are deemed competent potentzdal _s::hcu:li admin is£ratoors,

This course vork generally includes such areas as educat iopal

finance, educatiopal lav, personmel, supervision, curricaulun

planning, and philosoplrical foundations of educatiomn. By

state law, these courses must be completed before the avarding

of adninistrative cerxrtification,

The university €{or universities) in the model
a. provides the overall Jeadership and coordimatiom of
the project and serves as dts fiscal agent 4

b. assumes the leadership for the developnent of the
Advisoxry Coumedl,

t. deldvery the coursevork needed for certification either
tiiht:;jugh canpus—based dnstructdorr or fdeld-based
inddvidual or group practicums,

d. develops the workshops for the equity—lealership
program in cooperation with the other two Xeadersship
agericles,

e. evaluates the model--both process and produee, and,

f. assumes leadership for validation of the nodel with
12
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the assistamce of the other two component agencies.

3. 'State Education Agency. Due to the growing complexity

throughout public education the participation of the State

- Education Agency has become increasingly more important. The SEA

efforts at aiding the local distficts’éépe with the multi-

faceted problems of providing education places them in a stra-

tegic leadership zole (Knezevich, 1975, p. 262). With federal

"pass-through' monies channeled to state agencies for dis-

tribution, the state role becomes even more vitally important.

Current legislation such as P.L. 94-142 (the "special education

mandate") and P.L. 94-482 (the education amendments of

1976 that include the vocational education title dealing with

sex role bias) has clarified the role of the state agency in

educational equity.

The state education agency

=

fi

shares in the decislon-making model for the project,
facilitates the certification process of the participants,
provides national visibility and credibility to the
project;

serves as the key communication and dissemination agent
for the project, and,

contributes to the overall lecadership of the project,

coordinates internships within the agency.

4. Local Fducation Agencies. The cooperation of individual

public school systems is crucial to the change strategy. Local

13
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administrators make the decisions to hire or promote

administrators. The districts provide the settings where

administrators learn and practice. The cooperating districts

play a crucial role at every stage of the Praject;

Each partieipating local education agency

a. provides a nine month administrative internship for
project participants,

b. selects the intern(s) to fill those positions,
office space, and assistance needed to perform duties,

d. assists in the developuent and supervision of the
intern(s)' individual program.

The cooperating districts may also provide extra supports for

the interns such as financial support for additicnai salary and

to attend special workshops, meetings, and conventions.

The Director and the Associlate Directors each Sélgct three individuals
to serve on the project's Advisory Council. Council members are asked to
be familiar with equity issues, educational administration, and the
processes of recruitment and employment of administrators. The Council
helps to assure the face validity of the model as it monitors prdject
activities and recommends changes that ensure success in the state.

The structure allows the project to tap the major educational net—
works in the state and to work with select school districts. This nodel
can be implemented in any state whose state education agency, professional

administrators' associations, and universities commit themselves to the task.
14
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The ICES Program

The programmatic elements of the model focus on the preparation of
women to become sciiool administrators. Four sub-programs (Internships,
Gergifigatian, Equity-Leadership, and Support)-ensure that participants
will complete the program with the formal degrees and courses needed
for cartifi:atian, specialized training in educational equity, a year's
experience as admindistrative interns, and with a support system within
their school district and across the state.

The Project participants, chosen by cooperating school systems, spend
three semesters and two summers in the program. These participants spend
the first semester as part time students and both summers as full time
students. For the remaining two semesters they work as administrative
interns in their districts. During that period they may also be enrolled
in university claésas and in field experience or independent study courses.

The four sub-programs are: |

1. The certification program. Every state maintains a set of re-

quirements which must be met prior to a person becoming certified as a
school administrator. Women, as a result of sex role socialization or
sex role stereotyping or overt denial, have been excluded in large numbers
from the available pools of position applicants (AASA, 1971). The model
assures Ehg; at the completion of the project the participants will be
certified.

Upon entry into the program, the pafticipanté confer with the
director to determine an appropriate program of study. They enter a

graduate program leading to a Masters or Education Specialist degree. In
15
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addition, their program assures that they will have all formal courses
required far»admi&istrative certification at the end of the program. Most
participants will enroll as part time students at the sponsoring
university (or in some cases at other state universities withij commuting
distance) during the first semester in the program as they complete

their teaching year. They enroll as full time students in the sponsoring
university for two summers.

During their internship year, most participants will earn academic
credit for their work in the district. As necessary, interns will also
enroll in formal elasses. This intensive program insures that all partie-
ipants are formally qualified.

2. The internship program. During the past decade the profession

increasingly has come to believe in the value of internship programs.
The terms ""accountability', "competency-based'" and "field-based" are
inextricably intermingled into the vocabulary of the educator and all
are zgnsistent with an internship approach. Internships are best
organized and managed when they are led by practitiomers in cooperation
with professors. The mcdel assures that participants completing this
project will have held at least two semester=length internships in
significant administrative positions. These will be set up by super-
intendents, principals, and the project leadership. ’

3. The equity-leadership program. Six intensive workshops are

scheduled into the project to provide the participants a considerable

16
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advantage over conventionally trained administrators. These workshops
provide substantiva programmatic Information (e.g., confliet management,
power and policy) as well as an educational equity focus (e.g., recognizing
and remediatding stereotypic curricular material, the law and equal
opportunity). This program is generally not available in the conventional
educational administration curriculum.

4. The support program. The support program utilizes the resources

of all participating organizations to provide the interns with technical
expertise, counseling, informal relationships, encouragement and
advice.

The project supports a full time coordinator responsible for
helping the interns identify and secure such assistance. It provides
funds for consultants with specialized skills related to interns’
projects. The coordinator and intern identify a "support team' of
adninistrators in the district who can offer advice and feedback to
participants during the course of their internship., Additionally, the
participants as a group may offer ecach other emotional support, provide

advise and expertise, and serve as sounding boards for each other,

The ICES model is a change strategy which attempts to intervene
in a system and to change individuals. The model links the major
educational agencies in a state to improve women's participation in
educational administration. It provides women in the project access to
the major fermal and informal communications networks in the state. It

also trains a group of women to produce an exceptionally well qualified
17

o 1Y
ERIC

Aruitoxt provided by Eic:




O

ERIC

Aruitoxt provided by Eic:

cadre of administrators.

Declining enrollments and an oversupply of certified prospective
administrators make iﬁ unlikely that any individual district will be
able ta hire simultaneously the women necessary to impact tékenismg
However, at the state level it is possihle that a large group of woren
can move into admiristration in one year. The model posits that a
group of women trained together will be able to:offer metual
support to offset problems relating to tokenism in a district. If
put into operation, the model program will increase drématically the
number of women holding administrative positions in a state.

The Field Test )

Currently, the ICES model is being field tested in the state of
Kansas. The Women's Educational Equity Act Program funded the program
from October 1, 1977 to September 30, 1979. At the half way point,
several conclusions can be stated.

The Kansas experience shows that the model can be operationalized.
Leaders in the major educational agencies in a state are willing to
sponsor, cooperate and participate in a program designed to increase
women's representation in administration. Many individuals have devoted
significant amounts of time, effort, and resources to the program. Their
enthusiasm is high. This enthusiasm seems contagious. Many administrators
have requested that their districts be considered if the program continues.
The structure allows individuals with diverse goals and perspectives
to work together on a common project with a minimum of conflict. The

program can operate smoothly.
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The project is conducting its agfivities as scheduled. The
thirteen interns are completing their programs of study as planned. Their
performance as students and as administrative interns has been outstanding.
The interns are perceived as highly competent individuals, Eéth in their
districts and outside, They provide visible proof that stereotypes about
wvomen in administration are inaccurate. Even as interns, they appear to
be successful administrators. Of course, the final test of the model is
its success in the placement of women in administrative positions. This
evidence will not be available for several months.

Evidence from the field test suggests that several elements of the
model promote its success. The following have been identified:

1. The active cooperation of influentials in the state educatiomal

system is essential to gaining initial district cooperation. In the
Kansas field test, the Executive Director of the United School Administrators
played a leading role in publicizing the project and in securing the
participation of superintendents. In other states, other individuals or
organizations may be the most influential leaders. The Kansas experience
suggests that a university stands to be far 1;55 successful if it chooses
to implement such a program without involvement of other agencies.

2. External funding appears to be a crucial factor. Virtually
none of the participants in the program would have been able to spend

a year as a full time administrative intern without financial support.

Few districts are able to offer salaries to administrative interns.
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Administrators, whether they are men or women, traditionally tend to
take their training as parte~time and summer school students. Usually
their training is undertaken in mid-career, when they have family

and financial obligations that preclude full time study. Consequently,

few potential admindstrators are prepared to spend a year as unpaid

Jdnterns. Some financial support for interns is required.

3. There aré advantages to an internship in the employing school
district. Administrators select participants they are willing to
support. In the field test many administrators have exceeded all
expectations in the support they have given interns. They are more
likely to offer this support to an individual they know (and hLope to
retain in theif system) than to a transient. If they have no appropriate
vacancies, administrators may be more likely to spomsor a candidate they
have selected and assisted than a relative outsider.

The ICES model can be implemented. In Kansas, it has brought women
into the field of educational administration who would not have Eﬂtéred
otherwise. It has demonstrated that women can be outstanding administrators.
Finally, it has linked several organizations with responsibilities to promote

educational equity for all groups in a successful program.
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