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Abstract |

This paper ;sydirecteé at‘describing the‘informél pro@otion process
ﬁtilized in 1arge-urban.seﬁoo1 districts and the gffect in-house selection
has on ethnic/racial individuais and women. Beyond e1§boration of fhé
sponsor-protege process, the informal promotion process of large urban
school districts, diséuésion‘is presented on socialization, the psychological
dimension of promotion. Ethnographyewés the methodology used to uncover
both the socialization aspect and the promotion process. The analytical
framework used to analyze Ege\qualitative data was the substantive theory
- approach. Results of the study g?nerate inférmation in three areas: (1)

a descriptive model of the spons réprotege process used in promotion, (2) a

detailed explanation of thg”socialization outcome, replicatiop of.thé

protege in the image of e sponsor, and (3) the postulation of niné_ﬁypo—
- : ‘ .

- theses and corresponding corollarieg which explain she exclu%ion of

@inofities and women from advancemene-into public school adméqistrative

roles. 1In géneral, the‘research.prov;des'findings to reﬁect;Qhé concept of

| promotion baséd on open qdmpetition aﬁé:individual meriﬁ. >Ra§her; the study
) - ! o

supports the premise that equal opportunity of promotion ﬁﬁg Sééh replaced

with restrié&ive access to opportunity faxgring white males; ,Conseqqe:tlyl

the major proposition set forth is that institutiona?l practjces exclude

culturally different peopie and women from professional advancement and
LS L] . i e

rejecfi the popularly held misbelief that women and minorities are inadequate

in number;.ability, and aspiration when seeking promotion. '
' £y .
- [Y . LY
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PROMOTION SOCIALIZATION: THE INFORMAL PROCESS
IN LARGE URBAN DISTRICTS AND ITS“ADVERSE EFFECTS .
ON NON-WHITES, AND WOMEN

. . , §
™~ " ! % '
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-

The study reported herein was undertakg5§kﬁ order to expﬁg;e a biiﬁ‘

'assumpgion held by the researcher, not to test the assumption, rather to.

. - o

explore and uncover as much as possible about the belief. The assumpt

. simply stated was: By what ;eans are non-white persons ané women excludeé ’ (f?‘=
. f "?kom promotion into the administrative ‘sector of a large‘urbaﬁ'schogl Vo R
district? I rejected the idea of proving/disproving the assumption beqaqse‘ ‘\i
of the followiﬁg logic. 1In essenqﬁg,'the assumptign denies the argqument
‘ that women aﬁd ethﬁic/racial minorities have an equal opportunity when_ ¢

competing for promotion. Individuals who:dispute my.assumption state that | -y
women and minorities do have an equal chance in being promoted but argue

that their success rate is hindered by two factoré, (1) there are so few in

number to compete that statistically their chahces are numerically reduced,

and (2) those womeﬁ and minorities that do quaiif ~(poséess proper creden-

« tials) are not .as Qualified as white males in experience and othé: desirable-

characteristicg. According to this logic, these two groups are under- \

5 4

represented due to their own conditions. However, reported employpent

figures on women administrators dispells the stAtistical argument. That
. : : 4

is, since the end of World War II, the number of women administrators has

been declining. Surveys by the National Association of Elemehtary Sshool
Principals demonstrates that the percentage of women elementary principals

»

' decreased by 16% in the 10 year period of 1958-68  (Johy@om, 1972).

Additionally the American Association of School Adminisfrators- stated that
’ 'S
women administrators have continued to decline at a ra

of 2% per year. .

{Taylor, 1973). Concomitantly, the two largest non-white populations in

the. United §tate§; Hispanics and blacks, have been disproportionately

*
¢

4
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under~represented in the administrative sector of public schools. This lack

of upwérd advancement exist in spite of a_dispropor§&§?311y large pool of
. ’ _ ) . /

Y

ethnic minority teacherqgfNCES, 1978).
The second argument is qualitati&e.}h nature, .that is, the merits of

candidates are revie&ed by evaluators, evaluators who are subject to
\ . .
¥ personal preference aﬁd cultural and sexual biases. This second arqument

exposes the promotional pfocess for what it is: A human activit «zéerE'pne
individual juddes another individual's ability to PerfSEm at‘!‘%giFaﬁh level
. and in a partlcularg although usually ill-defined, role. Consequently, this

half of the argument is bqsed on human interpretation, open to diverent

-

. explanatlon, and thys 1nconclu51ve. Thus because of the cantradlctory_t*’

G§ .

statistics and my own understanding of promotlon‘ I acce the exclusxon

|
assumption as reasonable, and proceeded to investigate the question in
order to identify and describe how personal preferences, racial, and sexual
3

. variables manifested theﬁéelves in the promot}on process of large urban :

-

. ’schooI‘distr'cts, resuLtihgiih'adverse treatment for women and minorities.
Since promotion is deflned as a human 1nteract1//,process. the theoret-”
o ical constructs used to guide inquiry were socialization and Van gennep S

IS /'"‘ .
. rités of éissa§e. Hence, this paper will elaborate on the practice of

~promotion by means of the sponsor-protege model, and the consequences for
women and non-white persons in their career advancement. Discussion of
these elements will attempt to provide a counter explanation (to the

. S
prevailing assumption) as to why there is a paucity of women and minorities

. e ‘ : ‘
(‘\s~ .Ain administrative ,positions. In essence, the paper will help to davelolgi
i the proposition that institutional practices exclude women and culturally

different peo?le from profg?sional)advancement and in turn reject the
popularly held misbelief that women and mipdiities are inqdeqhate in
: . .

)

At care
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*

number, abili$;>and aspiration when seeking administrative promotiowg _

T \\\dz‘/f* Method o | y o
_ By Bl |

. ap
-
-

A sociological‘énd anthropological investigative method, ethnography,

was uti;ized fofithe following three reasons. (1) The research intent was

L]

more to discover and descrihe rathe; than to prove; (2) it was assumed that

the partxcxpants (sponsors) we!é not knowl le of the concept of socxal—

-

"ization and not fully cognlzant of the consequences of their actions; and

[
e

{(3) qualitative data were to be collected.r ‘ -

The substantive theoryaapprogph.was found to be the_best'suitedlfof

e .

S - ~ s . . :
armalysis (Glaser and Strauss, 1965). Grounded with an analytical framework,

the researcher scrutinizes thE quéiitaﬁive data’ for the purpose of
generatlnq an explanatory and descfiptlve model or a set of proﬁgsxtlonal

! ‘ -t
statements amii:?gle to proof in other settings ‘and by other methodologies.

. . f
. 'I'he analy&’c

ework con51sted pflmarlly of two theoretlcar constructs:

#/) SQO@Qljﬁﬁtlcqlang th Gennep s'“rxtes of Passage" (1960), both constructs
. d;;& : ,aro related to referénce group theory. -
éubjetts

“ y _ .
The research was conducted in the* Los Angeles Unified School District,

specifiqoily in two administr;;?&e areds located on the district's eastern

boundary. The review of the diterature on the topic of inclusion/exclusion

,'iﬁto referent groups revealed that sponsorship was a likely means of upward

mobility, particularly in professional organizations. Thus, the targeted

group. to consider as subjects for the study was potential sponsors, which s

I3

-

after preliminary diseussion.S:th'knowledgeable school administrators -

seemed to be principals.. It s concluded by the researcher that experi-

enced principals would be hesitant to acknowledge the extensivene§s of /

-
c £
-
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sponsorship and would be unwilling to discuss its mechanics. What was.

' being uncovered, if not ché;lenged; was the district's fairness and
. “

objectivity. Secondly, it was thought that addressing the topic directly
! would not yield major insights or information since the topic to be
explored, su;&éSSion socializatidnz, the'psyéhological aspects of sspon

. f e
ship was not consciously known by the sponsors.

Since the re#earch was to ekplore the'igformal promotion proceés of
the.d}striét,_identification of sponsors based on peer reputation was
thought’ appropriate. éram a developed. list of sponsors, as‘idehtified by
¥4 theif'peefg, six séonéors were selectedizo participate in the‘stuay} A.

description of the subjects is provided in Table 1.

. ‘ ‘  Insert Table 1 about here ¢

I Procedures ' . .
Data colléction was conducted by opeh ended ‘interviews as described

by Lutz and Iannaccone (1969). Recording was done by note faking, audio-

taping, and transcribing each interview session. ‘The open ended interview

. -
-~ " -

technique permits obtaining systematic data about the range of perceptioéns

a particular group (sponsors) have'reéarding{persons {proteges) and events

(training). The interview is given direction by the_ interviewer, and the-

interviewee is permitted the freedom to expand the pteametqr& of the

Sk

‘question to whatever radius believed appropriate. The imterviewer, during'
. ~ | .
" the interview, formulates the questions from both the gesponses. given-and

-

the predetermined overall focus in order to extract the information

believed to Ee related to the inirestigat_ion. Spe’Cificaily, with this
] & -

study; three major a priori topics were developed for investigation by the

rese@rcher 55 a result of reviewiné’!he related literature: (1) background

-

R 4




A ) N .
) R
\‘ 14
| , Table 1
Sponsors Interviewed
Sponsor . / Sex iathnicity Years as Number of
A Adminis-~ - Persons a
- ' ' trator. Advanced
»
A M - Chicano . le Unknown
B M Anglo 12 14
c - M Co Anglo ‘ 17 15
D ‘ M ' Angld 22 21
E - F Anglo “17 21
F M - Anglo 17 30
.,_b — - T . ~
a _ . ' . ! '
, From acher to Vice-Principal
\
) -
. 8 A
‘ &



- ' ‘ Page 5
. ' . “f (‘ - .
~ -of the sponsor's career, (2) detail about the sponsor-protege process, and

4 Y ,
(3) identification and discussion'of inclusive/exclusive variables.

% Analysis Approach | ' ' ) \
_/ Thg method of analysis addpted, substantive theory approacﬁ, in operd-
-‘ . ' . LY
~ tional terms means categoriging ™™g classifying events, units, wler .

groups, and relationships. Bchontinually reading the transcripts,

examining the literature, and associating‘the constructs, the data were
. . . ae
.brought into definition. As'a result of analysis by successive refinement,-
. - ) ' - - o -
‘hypotheges were formulated which gave meaning to the eXclusion phenomenon.

Results - _ il

' ghe findings are of two types: Description of the informal promotion;
socialization process of a large urban school district and the adverse
7nn5éﬂﬁeﬂces thighgrocess has on minorities and women. The‘iatter typerf}-

findings will be pregsifed in the farm og‘hypothesgs and corollaries.

Sponsorship - e

The ifamOtion of individuals in large school districts is ﬁainly the
- ' »

result of the inforq;iﬂgé}cess coﬁmonly referred to as spohsar§hip.

L]

Sponsorship is more prevalent in large districts because of the size factor.
-~ . ‘ .

That is, big school districts have an inherent factqr of possessin? a large, *
pool of teachers to draw’from for advapcement‘ 'An internalnpooi of candi-
dates creates a "closed shop". A close shop usually d;céates having insiders
control most of the Qractices, including promotion. Insiders who control

the promotion process the masé are.principals. he principalship‘;s the

-

key organizational position within the disttht and of the épbnsorship'

%
model. The'principal's sition provides two vital resources necessary for
po p

. \ ¢ ‘ .
sponsors to operate: (1) it places at the sponsor's disposal official




. interaction with the askéd person. The fesponse a sponsor

Page 6

" .
s * -
. .

power to §rant training experiences to persons within the schodl, and (2)

2

. . .'. . . - M S ‘.
it gives the principal access to central office personnel and information

as well as other external contacts. In short, the principal is centered

between the pool of teachers seeking advancement and‘siéggfiéant others
who determin; entrance.

?pus} e@ery”aéministrator‘holding a prineipalship has ihe necessary
ingfedient% to be a sponsor but not ali are. Sponsorship can be explained =~ .
as a significaﬁt other, herein an adminisgrator, providing ;e;vices to 3'.

“ -

few favorites. It is a network based on social relationships and personal

commitments. A sponsor's request is fulfilled by another based on past

qFelici'cs is

v

usually determined by his professional and social reputation which in turn

are the ‘results of seniority and previous contacts. .~

. -

A sponsor's~functions are divided hetween in-school support and

. q

district-wide assistance, both are interconnected and overlaébing, but sopme

are separate. There are four basic functions that the sponsor prevides to

proteges-~-exposure, advice, protggtion and sanction., Visibility is

acqyired by placement in Jleadership roles (committees, projects), and
. < .

while the protege is- in these roles or experiences, the sponsor is cdounsel-

o

ing the person. 'Protection_is mostly preventive, that is, not allowing the

protege to do or say anything‘thétvmay harm the individual's chancesAof .

{advancinq into administration. In short, protection is centered on not

antagonizing any superiors. By sanction, it is meant the sponsor must

ratify the protege through the district's formal promotion procedures.
Sanction by theAsponsor takes the fgrm of providing wxittéﬁ ratindgs and
refe;ences required by the distfict. Since éponsqrship is founded on’

) 4
favoritism not‘coméetition,’and selecFion for favoritism is based on . \;i'

- 1) A}
-~

ST e

1n



. -
-~ ™ -

’ Page 7

s ' ) - ~ )
likeness not on professional capabilities, so too, advancement is based on. -
. H .
: . TR

~ acceptance not merit nor previous achievement. Thus, advice and .protection

are vital functions the sponsor must provide.
: ) ] . BN |
By developing the flow of the sponsor-protege model, additional insight

to the sponsor's functions will be made apparent along with a fuller under- -

standing of the sequence involved.. The best way of constructing the

A

sponsorship mode is to follow the necessary steps taken by the spénéor to

incorporate a protege into the administrative quarter. Essenﬁially,.the

. ) , - - “_‘_
order of sequence is identification, announcement, adoption, training and .

*

advancement. (See Figure 1)

, , Insert Figure 1 Here - .
. :

-

Identification refers to the sponsor's initial spotting of a potential

“ .

candidate for adoption as a protege. Basically identification entrails two ‘

efforts by the sponsor, one is subconscious; the other conscious. A ) .

sponsorfédentifies a possible candidate for adoption on;thé fBundatién of

supconscious criteria. Unknowingly attention to éossible candidates is

attracted by qualities candidates have which are similar if naé tbe saﬁe ‘

as the sponsor's quglities. Following this suQconscious identifying, the .
’ \

sponsor proceeds to overtly identify candidates based on professional : ,

.
— . Y
.

criteria, which are the same as the sponsor’s administrative strengths.®

-

This second tonscious identificatiqn act sérugg the purpose of' rationalig-. )
tlan act Bt : 3
ing the subconscious spotting. The identification stage is«the first step 7 -

of the socialization process, ultimately resulting in replication. By

replicétion it is meant that a sponsor b}'meané of the éponsersﬁip mode .

produces administrators in one's own likeness. Consequently, sponsorshiﬁ.

N o1 .

ey .
the informal meaps of succession, is the operational avenue for sociakization.

~ . . - f Lol

- .

. | | 11 ) . ' w . ‘ J

.
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. l __ Identification ° : — : v .
) ' ' Stage One - - _ Announdement ¥ Stage |Three .
. ‘ ) : " - Stage Two - ‘
PO :
. . ‘ - .
- : . .  *~ ir : o ‘if not .
Compliarce (& Training assimilated with o
* proper perspective « Side
. . . ‘ . - 7 Tracked
) - Stage Four :
, Plage Four
L 1 - A
Ve S Advancement Stage Five
3 N , ’ ! ‘ . " 3 : . R
¥
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Training ‘ Superviser Ancl\:-her ' - !
', School v School e
‘ - \ | / -7 | ~
4 ’ ¢ N . * . ' ’ s
” Assistant Principalship
P ' Y ‘
. ‘ - - m *
. 1 -
* Figure 1: Sponsorship Mode
’ i
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There is an .intermediate and overlapping stage between identificatian
and adoption which I have labeled announcement.- Announcement refers to the

action taken by the teacher to declare ihterest in becoming an adminfstrator.

1

At this time, the teacher becomes a candidate but not yet a protege of any- -
6an Candidacy is declar;d in one of two ways: .Expreséiﬁg'onés intentian '
to the principal®or undértaking voluntarily:extra—curricular activities.

The latter way appears to be the most effective and aléo ha§ been idenéifiedv

occurring in the New York pubiig school system under the term of GASing as
. . . ' L - N ‘ -
labeled by Daniel Griffiths and &olleagues (1963). GAS§ing is the process

« z
of Getting the Attention of one's Superior in the hopes of securing a

sponsor. Moreover, GASing is imﬁortant_'fox; a sponsor, since it allows the
potential protege to prove willingness and acéeptability. Willin@ness, ' .
equated to commitment, provides the sponsor ‘to gauge the protege's recepé

tiveness to the sponsor’'s control. Acceptability is the degree a candidate

is received by peers.’ Identificatjon and announcement culmirfate in adoption

L ad
~

of a limited number of.candidatgs, usuaily‘one or two, as protegsgs. Unspon=-

" sored candidates are sidetracked, discouraged or allowed to proceed without

¥,
]

sSupport, : . | *{

[

wifévthe adoption of a candidate as a protege, the training phase
"begins. Activities assigned to6 the protege by the principal are not

measured in terms of knowledge or sk}lls'learned, but:rather the value of

)

the activities is assessed by the amount of exposure the protege receives
* L
Al ) 4

with‘éignificant others, The importance of the training is the amount of

access the protege will have with adqinistrators. Praining attivities are

directed at acquiring acceptance ﬁ}gst, and skill second. In regards to
socialization, excessive contact with significant othersffor-the objective

of acceptance dictates that the protege's behavior be pleasing, agreeing

*
“ .

1
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S the.possibility of Sﬁccessfully passinq the promotion examination. The N

. o o . pdge 9

- e ; | T
.. . . . ' |
and conforming. Consequently, the protege's apprenticeship results’ in

- B ’ - ¥ “ .

codified-behavior that mirrors the administrative reference group he/she is"

-

g f

attempting to enter..
C

o . * As for succession, the more activities a protege accumulates the better

.
oy

dlstrxct examlnatxon revolves around t a;ning experxences and ratings. 'rhe.o

[

protege will be assured of recelving excellent ratings by significant admln—
istrators provided compliance to their norms is demonstrated.
. . .
The final stage of the informal promotion stteap is advanceménﬁﬁ -

Because lengthy service within the district and numerOus. varied experiences

' *

are honbred for g;omotlon, the sponsor's clég;ng functlon is to move the
protege into one of three post;igpél a teacher in a training school, a

! : ‘ ' : '
teacHeF4n another school, or “4n instructional supervisor assigned to several

" schools. In the past, the most valuable assignment was to a training school.
‘% l . ] . . »
Teachers in a-training school would demonstrate the latest teaching tech- °

]

niques for observation by prinoipals. oonsequenplf,'providing invaluable
exposure. Wiﬁh the infusion of federal funds int& big urban school districts,

a large number of positions with administrative duties have come ag;géxog

¢

These quasi-administrative roles have lessened the importance of thé training
v : .
. L .

school assignment. The instructibnal supervisor's roles provides equally

the same type of resources to the protege as the training school and quaSi—

adminigtrative federal project position.. The third option, transfer to
another school, is the least desirable because it' takes longer for the
protege to enter administration. Selectlon of another.school is groundgg\ ‘)f

- =

on two indices. One, the school must provide a diffetent setting s0 the
%
candidate appears to have the quality of adaptability. Two, the receiving

principal must be willing‘to continue the protege through training.

14

»
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Summarizing, promotion in big scC stricts is via s\yccession.

e Succession is operationalized by means of sponsorship. The sponsor—progggé

process fosters socialization of proteges. N
_ - _ ‘ SR

Socialization T = )

°

A Replication'of the profeqe into the mbid Sgdthé sponsér’;s the product h
of éuccesgion sqq}éiizﬁfion.‘ Speéificafly; succession éécialigatipn produces
replication ;y.four means: Identifying.a'cahdidatg in one's qwn image,
~duplicating the sponsor's tré&ning experiénce.on the protege, shaping a.

4 . T

protege’s administrative perspective to resemble the‘sponsqf's, and control-

ling by.cgmpliance.
Identifiéqtion of.a_caﬁdidate qnd training have alreéﬂy been discussed
in the preceedingkgection on sponsorship, therefore, elaboration in thisl
~ section will&bé onl§ to stress important elements. A'sponsér initially
'identifies a person as a potential protege on the basis of traits ﬁhe indi-
vidual'may,display thch are closely related to the qunqgffs.own traits.
This early identification is subconséious. Td.sﬁbstantiaté subconscious

attraction, Wilbert E. Modre (1969) writes that much of the selectivity

. ) A ‘ )
practiced within the educational system is informal and unconscious. The

.
PR

implication, he hypothesi;e;. is that normative internalization takes place
only' in situations marked by strong affecti#ity in relationships. Thus the
closé; the protege: matches the sponsor, the stronéer the relationsh;p to be
developed. Becker and Stéauss (1956) also lend support for the subconscious
;dentificgﬁion. Théy state that recruitment is begun in advance bf selec~

tion. Their sfate of recruitment can be équated with the first stage of

identification. They furtherrstate‘that organizations establish ways of

-
-

systematically restricting the pool of candidates for advancement. ' One

qstahlished way is- based on the use of-pgrsonaliﬁy)assessmants. Their

¥

P
n
4




as it is for identification on the basis of personal qualities.

t : .

b N LA

The conscious identification by a sponsor of a candidate is based upon

the professional criteria that are reflective of the sponsor'e'adhinistrative”
skills. The identification on the basis of mirrored etrengtbs is rational- -

-

ized in two ways: First, the criteria is what onsor perceives as making
PO

him successful and secondly, the qualltLes ‘are essential if an administrator

-

-

is-to functlon adequately.

- ' c#

The relationship bétween the idené@ficatién process with the socializa-
S
tion process is best madelapparentﬁaﬁen reading Edgar Schein's definition

*

of socialization: ) . )

[Eocializatioég is the process by which a new member learns the
value system, the norms, and the required behavior patterns of .
the society, organizatlon, or group which he is enterlng.
(p. GOGP ' .

-

L

"Since the protege will be learning most of the'values. norms, and behavior
' ¢ ’ ’ ) - ’ .
patterns of the administrative group from the sponsor, it becomes vital

that a close relationship be established. The practice of identifying a - L3

protege in theuimége of the sponso@’helps the protege internalize the norms

s
andtgehavior patterns of the sponsor. The implication of selection based -
‘on duplication is, that p;eteges will ﬁe very receptive to suggestions and
information given by the sponsor.
~ During training the epensoz provides to the'protege Eanitive'RnfofmaE ‘
: r %
tion and superyision. It is these‘two elements that develép\ggﬂrgae protege .
as admxnxstratxve perspectxve which guides the protege s practxce ieﬂns
administrator. It is in théitrainlng phase that the protege loses the
oo teacher point of view and acquires ‘an administrative understanding. The

training stage is probably the most powerful agent in transformindg the

protege inﬁe the likeness of his administrative reference group. Shaping
: | | y ‘
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_which is similar to the sponsor s_perspective and consistent with the

¥ .

—_— . . A -
.
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a person‘s thoughts and behavior in the likeness of ruling administrators, .

partlculary the sponsor, 15 accomplished by hav1ng the protege undergo a

Q

routine of exper;entes that are sxmllar to the experiences the sponsor

*

underwent when vying for -administration. Successfulness, familiarity, and

purpose are possible reasons whyfa’sponsor trains the protege in the manner

that he unéerwent. If the sponsor's training was successful in getting him - -

into admlnlstratlon, then it only follows that suqh_tralning should be

' worthwhlle for the protege. Sponsors are most familiar with the training

" routine they underwent as proteges, and most people operate from what thay

B
know. Sane the purpose of training has been found to be the acqulsltlon

of acceptance rather then skill, dup11Cate training experxences are directed

.-

! +
/4

' to shaping the proper administretive perspective. T

Becker, Geer. Hughes and Strauss (1961) deflne perspectlve as a coordi-

nated set of ideas whxch a _person uses to deal with various situations. 1In

‘R
thls study, adminlstratlve perspective came to mean the norms, values and

-

attitudes lnculce\Ed into the protege by the sponsor through cognltlve .

information and.activ1ties during training in order that'the'protege behave

- N

-~ in a certain fashion as an administrator. From an organizational viewpoint,

aspirants acqulrlng a certaxﬁgédmlnzstratxve perspective provides a useful

-

et .4 ‘-
function. Every organlzationshas means of integrating 1nd1v1duals into
-y v
positions for the purpesﬁ:ofsrelnforcing established patterns, thus causing
L ‘
ninxmal driftn au&y froﬁ‘hmgectatlon and norms.. Since the sponsor is
‘\

_coachlng to form an admlnlstrative perspective to be adopted by the protege

q

*

‘ ‘- ‘f .
organ;zation's, unepceptahle behag and inappropriate attitudes by the
PR , ‘ .
aspiring administrative candidetepis diminished greatly.

The protege acquiring the proper administrativefpgrspective is foremost

.
* i .

| T
~Z
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since it determines agcreptance by the administrative reference group.
. _‘ ‘ - . 3 ...‘ : ) : ‘ .

Readiness forgfiggncement is singled by the protege when behavior and

€

pronouncements_reflect the sponsor's viewpoint.

" The question now ariseés, why should a protege allow his values, atti-

tudes,” norms, or way of behevior to be changed? Or stating it from the

»

- . X . .
sponsor's side, what is at the sponsor's dispoSal'that permits major‘control
‘over the protege s belxef and behavxor? From the candidate's angle, it

becomes apparent that contlnuatron of administrative tralnlng is determlned

[ 3

on the correctness of responses\(both in words and actions) to. certain

situations. The sponsor evaluates the protege‘s performance based on the

- -
o

lnformatxon recelved from teachers and othersg and the relayed Lnformatxon

is interpreted under the sponsor s administrative perspectlve. Moreover,

-

‘the protege Tealizes that ultlmately entrance into administratjon will be

dependent upon the ratlngs and references written by the sponsor. From the

sponsor's vantage point, proteges’are selected based on their willingness

to cooperate and receptiveness to squestions. The principal has discre- -

tionary right to grant opportunities which.are necessary for the candidate's .
4 ' - -
treining and experiencé. Also, the sponsor as principal‘is.in a position'
to formally evaluate the protege as a candidate seeking‘promotion through g
. . , ' »
district procedures. Therefore, the sponsorship mode has access to lnfor—‘
’ _

mal and formal cémpliénce. .

Exclusion'of Minorities and Women

In reporting succession socialization, the discussion to this point.

has been foclsed on one outcome, inclusion. Remaining to be presented are

- the consequences that in-house and informal promotion have for asering

~

culturally different personsfand women. To state that certain ethnic/

e

racial groups and women have not been promoted based on lack of sponsorship

r

. 18
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is*inadequate; -Hence, h§p0theses and‘coroilaries have been formulated to

help explain why eulturally different petrsons and wamen have not been spon-~

)
“

sored. Since the hypotheses and corollaries are self-explanetqry, no
discussion will be provided.

Hypothesis 1: If a persoe does«not have personal qualiﬁiee;t;et are .
| reflective of ; sponsor, then the teacher will not be

j: o ‘subconsciouslyeﬁdentlf1ed for sponsorshlp.

Corollary 1A: ' Since ethnig 91;or1t1es and women *are perceived by white

-

‘males (sponsors)” to have some defective personal qualities,

they are not subsconsciously identified.

Hypothesis 2: If a person does. not‘diéplay professional abjilities that
b mirfor the sponsor's, then the sponsor will not identify

o . : '
. ; . k S e
~

the person for support. ' - €

Corollary 2A: Since the identification, phase is linear and minorities are
. § .

rarely subconsciously noticed, abilities of mihorities and
. L S

women are,not noticed:
A ."

Hypothesis 3: 1If the district is not seeklng a particular type of

administrator, then there will be no CQﬂSClOUS effort made

. , : ! g
~ to identify said type. . .

K-

Corollary 3A: When the district is committed to promoting minorities and

foy women for a particular position, then recruitment and

selection of such persons is successful. . )
3

Hypothesis 4: If a person is not sponsored, then treatment recktived will

be less favorable than that given to a protege.

“Cprollary 4A: Since minorities and women are usually unsponsored, their

treatment is léss favorable tﬁah others.

Hypothesis 5;"The degree of-acculturatian by an ethnic/racial individue}

d .

- ,' | e - ‘Fmelé.
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- ’ prior to oréaniaational socializaﬁ?on is proéortional to the
) pfobability of .gaining spdnscrsﬁiP- | ' )
. - . Hypéﬁhesis 6: If a-person*&%es not ovégtly expres§.a desire ta hecame an

administrator, then the chances. of being selected are greatly
. ‘ K
diminished.

-
-

(; Co?oilafy GA:' Minorities and women Selteve.that-éérforming their aééigﬁed
: ‘ role very well is sufficient evidence for being %dentified;'
Eherefcre, they do ﬁQt express their interest in becom;ng
@5;-¢ an administrator. - -, .o -
Hypéthesis 7: If a person dées not receive peer gpproval while GASing,
then the sponsor will. not ihitiate(adcption.
.(q\ Cérolla#y 7A: Since peer recognition fcr_minoritieS'ahd women in
leadership roles is difficult‘to acquire, sponsors will not’

*s\\ affirmatively seek out minorities for. adoption. .

Hypothesis 8: If a protege's administrative perspective does mot conform
~

-
r

 to the sPQnsor's, then the aspirant-will not be given
*  further support.
Corollary 8A: Culturally different persons and.women élready having to

, . ‘ modify their identity because of societal prejudices : ) .
A | . . generally resist further identity change; therefore,

4

continued sponsorship will be terminated. .
IS

’ v

Hypothesis 9: If a person has not completely internalized the reference

LY
group's'norms, but the perspective. is compatible, then

‘ advancement into an administrative position will be delayed.
§ Corally 9A: Since the culturally diverse candidate and woman begin withe

.

. norms that are different, apprenticeship will last longer /‘

. X /

. /
. : / N
* . causing some mi ities and women candidates to side—track/

] . ¢

2N
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persons and women to be

Pl
]

themselves into other non-administrative but related areas,

such as, .supervision.

The hypothe
t;fied and se}ected for sponsorship are lopsided

in favor of exclusion.

. —

us, if adop ed, there are. multxple key exit
points which mino;ities‘ g%wﬁb

% women ara likely to pass'from favor. Sponsor-

ship is structured‘tc admit only .a few homogeneoue types. of major

. importance is that mlnorltxes and women are excluded from- advancing. not

on the basis of competencies, but on the basis ofrtheirvdeviation.from

yQ}te male norms. Since most sponsors are white males, there is a lack of

| . e ' . : - . .
understanding and app:eciatxon for‘non—WQ1te persons and women. Further-

Y
. .

more, the few minorities and women who are sponsored are fairly well
acculturated and thessuec2551ve socxalizatlon process melts down: any

deviant qualities or grxngs ahout conformity.

*
.

o -
b 1 . ' ;{
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and cgrallaries reveal that the prohahility of non-whiteA



) Footnotes \
N I Y

’
- ™

1. This paper is an abbreviated report of a study written by the

-

author, Succession Socialization: Its Influence on School Administrative .

Candidates and Its Implzcatlan to the Exclu51on of Hinorxt;gp From

Admnxstratzon, ERIC E4. oqg qs‘;b The. rasearch was suppcr.t.ed by a_gra.nt

fram the Naticnal Instltute-of Educatxon.

. *

2. 'Succession socialization is a term created by the résearcher in
. : _— . oo,

‘order to distinguish it from the other aIready“idgﬁfified socialization

concepts of antlicipatory, occﬁpational, professional and organizational.

-

Succession socialization is only concerned with a candidate whose inoveient

-

within an organization is a promotion and with the necessary learning the

person is-subject to prior to‘forma1 acceptance into a referent groﬁp.

.-
.
Y.

N v
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