Fifth Annual Educationally Speaking Conference 15th – 18th May 2004, Birchwood Hotel, Boksburg. Gauteng.

 THE PERCEPTIONS OF STAKEHOLDERS TOWARDS WOMEN IN EDUCATIONAL MANAGEMENT
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INTRODUCTION

Although teaching has traditionally been viewed as the ideal profession for women, it is usually in the position of a class or subject educator and not in management. Much has been written about the role of women in education and educational management during the past few decades. Most of the Educators in South Africa are Women (De Witt1991: 530; van Deventer 2000:235; Ngcoba 1996:1). When looking at this, one makes the presumption that women in promotion posts should have increased, but van Deventer (2000:235) states that there is an undeniable under-representation of female educators in promotion posts. The Gender Equity Task Team’s report stated that: “Education management in South Africa has traditionally been and remains male dominated at the most senior levels of decision-making” (Wolpe, Quinlan, & Martinez, 1997:10). Van Deventer felt that it would, therefore, be fair to say that women manage teaching while men manage education. The question can thus be asked: Although there are more women than men in education in South Africa, why are women still so few in promotion posts? Is it due to perceptions that stakeholders have towards women in educational management or not? 

The Constitution of the Republic of South Africa (1996) and more specifically the second chapter of the Bill of Rights underpins the value of non-discrimination and human rights. The Employment of Educators Act 76 of 1998 (Juta, 1999:s7) states: “In the making of any appointment or the filling of any post of any educator establishment under the Act, due regards shall be had to equality, equity and other democratic values and principles which are contemplated in section 195(article 1) of the Constitution of the Republic of South Africa, 1996 (Act 108 of 1996) and which included the following factors, namely:

· the ability of the candidate; and

· the need to redress the imbalances of the past in order to achieve broad representation.

Although the percentage of women in management posts did increase in most of the Provinces since 1994 (Chisholm, 2001:389) it seems that the women in management are still experiencing extrinsic as well as intrinsic barriers of which some are based on preconceived perceptions of the stakeholders of schools on women in management.

This research seeks to investigate the perceptions of the stakeholders towards educational management. In her M.Ed thesis, van Deventer (1998) researched the female educator’s perception of intrinsic promotion barriers. In the South African Journal of Education, 2000, 20(3) she wrote about “A shift in the way female educators perceive intrinsic barriers to promotion” showing that the perceptions of female educators have changed over the last years, but these are only the perceptions of the female educators themselves. This study, however, also researches the perception of the other stakeholders towards women in educational management once they had been appointed and the barriers/perceptions, preventing them from achieving their full potential as manager or even forcing them to resign.  Chisholm (2001:388-393) stated that the Education Department of Gauteng tried in 1994 to achieve greater gender equity by appointing women in senior posts, but within 6 years all these women had left the Department. Through interviews with these women she tried to find out what the problems were that these women experienced. They all agreed that acceptance of their authority was a problem. Why do other people not accept the authority of women? Is it due to biased perceptions caused by factors such as traditional belief? Other writers (Greyvenstein, 1989:364; De Witt 1991:515-529) also identified  these biased perceptions as extrinsic factors for women to advance into and achieve in managerial positions.

Research shows that these preconceived perceptions have effects on women managers (Chisholm, 2001:392-394; de Witt, 199; 530-537). It seems that cultural, social and traditional beliefs still influence the beliefs and behaviour of women managers. They still believe that they must perform to be seen, that they must be what the ‘world’ wants them to be (Dowling, 1988:39-64; Baron, 2000:239; 244). They feel there is still gender and race discrimination against them (Chisholm, 2000:389; Van Deventer, 2000:235). Problems that they are still experiencing are: their authority is not accepted; they are not ‘visible’ and recognised; they have no or little support from their spouses and their departments; there is a lack of mentors for them and they have a double role to play as mother as well as manager (Chisholm 200:389). Some researchers, on the other hand, feel that changes appear to have occurred in the way many women perceived themselves,  their opportunities and the intrinsic barriers to promotion (Whitebread, 2001:67; Van Deventer 2000:239).

Women managers also have an effect on educators. The educators feel patronised by these women (Chisholm 2001:390). They do not have confidence in the women and believe they are not competent. The men feel that these women still use male advisors to help them to cope, so why bother to appoint them while these men could have been appointed. Men feel that since the Equity Act has been implemented there is a conflict between ‘ ‘representivity ‘ (race and gender) and ‘delivery’ (competence) (Chisholm2001: 391). Some men also feel that women have technical proficiency, and some still have the traditional feeling that women must stay in the “kitchen” and leave management to them and even if women are appointed in management they may still do the flower arrangements in the hall or they must wipe the learners’ running noses. Since the Equity Act some men are discouraged to apply for promotion posts especially when you are ‘white’ and ‘male’ because women will be appointed (Cole, 2002:212). They also see women in management as women without children or grown children because their dual duties as mother and manager will interfere with her work as manager (Shakeshaft 1989:112). Women educators see sex role stereotyping and socialisation as problematic and some feel uncomfortable with women in management (Shakeshaft, 1992:14). The perception of management as masculine prevents women from applying for promotion positions, because they believe they do not have the qualities to be managers (Morris,1993;347). Some even feel that communities are not ready for women managers, but in his research Whitaker (1990:13) found that these assumptions were more present in the educational institutions than in the communities. Are these perceptions a problem to women in educational management and are the perceptions influencing the performances of women managers?    

RESEARCH OBJECTIVES

The objectives for this research problem are to:

· Determine from literature what kind of perceptions educators and other stakeholders have on women managers

· Analyse, evaluate and compare existing perceptions of educators on women manager’s

· Determine the factors (intrinsic and extrinsic) causing these perceptions.  

LITERATURE OVERVIEW

Many researchers have tackled this problem over the years. In the USA, Boyan (1988:347) compared procedures used in measuring the bureaucratic structures of schools. Shakeshaft (1989:347) found that superintendents and school board members held unfavourable attitudes towards women in administration. She pointed out that women had traditionally no support, encouragement or counselling from family, peers, subordinates, or representatives of educational institutions to pursue or maintain careers in administration. Morris (1993:341) did research in Trindad and Tobago and found that women, who became managers, were faced with challenges to their authority from colleagues who are uncomfortable with women in leadership. In the UK, Cole (200:208) reported in further education that the percentage of women principals is increasing. She observed that ”…when a female principal left, the governing body was more likely to appoint a women…” this shows that once the perceptions of these bodies were changed by competent women their attitude towards women in management changed. In Australia, Smith (2000:160) did a study of how students experienced women managers. Her research shows that female students are afraid to speak out in class because they fear academic and social penalties. Most of these studies were done on discrimination against women when they applied for promotional post, but what are the perceptions of the stakeholders towards these managers, once they had been appointed. Thus this research is a study on what perceptions stakeholders have towards women managers and the factors (intrinsic and extrinsic) causing this perception and the influence these perceptions might have on the managers.

Previous studies done in this field in South Africa include Ngcobo (1996) and Dimaza (2000). These two studies were limited to principals in Secondary Schools. Ngcobo also indicated that the limitations of the research done was that it was conducted mainly on black educators who worked with women managers, as well as educators who had never worked with women managers. She found that those educators, both male and female, who had worked with female managers, had positive perceptions of women proving that preconceived perceptions coming from prejudice do exist. Other researchers (Chisholm, 2001; De Witt, 1991; Greyvenstein 1989; Lemmer, 1987; Monau 1995; Van Deventer1998; Van Deventer, 2000) also referred to discrimination against women in education and preconceived perceptions. Ngcobo, Dimaza, Van Deventer and  Monau did their research on secondary educators while Chisholm interviewed managers in district offices and higher posts, but not at school level.  This research is being done but is not yet completed in the North West Province. This is done at primary and secondary level to analyse and compare the perceptions of black and white educators on women in management in the North West Province.  Although these racial classifications of the’ apartheid order ‘ no longer carry legal force, they still carry social and political weight and are thus specified in this study: What are these perceptions and are there differences between the perceptions of black and white educators and other stakeholders towards women in management in the North West Province.

This paper examines research that has been done on women in management (especially in education) in an attempt to determine what the perceptions towards women in management are. It also takes into consideration that perceptions can lead to prejudices. According to Baron (2000:211) “…prejudice is an attitude (usually negative) towards the members of some group, based solely on their membership in that group…and these members are usually evaluated in a specific manner.” The question can thus be asked: What are these perceptions? Can research prove that these perceptions and prejudices have a negative influence on the performance of women in management? Can these perceptions and prejudices lead to discrimination against women in education?

EXISTING PERCEPTIONS ON WOMEN MANAGERS IN GENERAL WITH EMPHASIS ON WOMEN MANAGERS IN EDUCATION

PERCEPTIONS CAUSED BY TRADITIONAL BELIEFS

The children of working women are neglected

Traditionally teaching has been seen as complementary to a women’s role as wife and mother. Management on the other hand is seen as contradictory to this role (Greyvenstein 1989:19). Thus, is it acceptable to teach and be a mother, but the moment you become a manager you are no longer a good mother?  

An interesting fact that appeared during the research showed that higher educational levels attained by women, coupled with falling fertility rates, are contributing to the increase in women’s economic activity rates. Women are spending more of their productive years in the workforce. The time away from the labour force to give birth and care for infants became less in recent years. “In the United States, for example, the proportion of working mothers with children under the age of 3 grew from 34 per cent in 1975 to 57per cent in 1994, while the percentage of working mothers with children less than a year old was 53.6% in 1998” (US Department of Labour 1999:9).

Obtaining affordable childcare may hamper the progress of younger women to management. In Scandinavian countries where childcare facilities are better and more affordable the participation of women with little children (under 3years) is 85% in contrast to the UK where the participation is only 40 %(Coleman, 1996: 327).

The constraints arise from the socially defined expectations that women will be responsible for domestic matters including childcare. The interviewees of Coleman (1996:326) seem to indicate that their perceptions and those of their partners do not stereotype them in this way and that it is possible that the ‘women’s place model’ is beginning to give way, but the overall perception is that women must stay at home and care for their home and their children.  It also appears that women will rather wait till they have reached their career objectives before starting a family, or they will wait till their children are grown up before applying for promotion posts, thus making their climbing up the promotion ladder shorter.

One of the interviewees had a room at her school where the children of the educators stayed. The parents had to provide their own nannies and there were strict rules concerning class visits to the parents. This interviewee believes that a mother at peace is a competent teacher. This solution did not cost the school much, the educators had in any case paid for childcare but now it was near the mother. If good control is not maintained it can be chaotic.

The marriages of women managers are neglected

One of the women interviewed by Chisholm (2001:395) felt that the fact that her husband did not want to understand the changes in their lives once she became a manager and did not want to take responsibility for domestic work, put stress on their relationship. She also felt that with better planning by the Department, the tension at home could be less.” When things are planned they can be managed.” Of the other women, also interviewed by Chisholm, felt that with extra domestic help and good planning their marriages or their children did not suffer.

For women with children it is always a problem to work outside the home. With help from the spouse and better planning of this problem life can be made easier for every working mother. 

The fact that educators have four holidays give the manager in education an advantage over managers in the private sector, and women managers must manage their time during holidays to give quality time to their marriages and children. Furthermore, the educational students must be aware of the fact that teaching is a life calling and they must also make their future husbands aware of this. An educator must be available twenty-four hours a day.

Women without children or those with grown-up children are more competent than those with children

Women tend to modify their career aspirations due to domestic responsibilities. Later in their lives after they have raised their children, they become ambitious and seek promotion posts. (Morris, 1993:343)  This is not done because they are incompetent but because it puts less stress on themselves and their families. 

Women lose their femininity when they are appointed as managers 

King (1981:166) has the opinion that girls experience the concept ‘femininity’ in terms of their relationship with men, and thus accept that their primary task is to embrace and care for men. King further feels that one of the most important reasons why women do not apply for promotional posts is that they and men believe that women lose their femininity the moment they become a manager. On the one side of the spectrum are people who consider women as poor leadership material if they act ‘feminine’, while on the other side, if they act masculine they are seen as deviants and condemned as ‘unfeminine’ (Ngcobo, 1996:21; Burton: 1993:278).  Sharpe (2000:19) has a refreshing view on this; she agrees that twenty five years ago when women first started to pour into the labour force, they tried to be more like men by wearing power suits and picking up golf clubs. According to Sharpe this has changed, people realise if one wants a great manager one must hire a women. She feels that men must start imitating women and not vice versa.

There is also the feeling that women managers bring a feminine touch into their job environment, but that the environment may not be ready to embrace them for who they are (Dept of Education).

Women do not have to lose their femininity, to become a good leader. If women realise this, they can become real role models for future women managers in education once they had been accepted for what they are.  

Women and men were created differently, they think, argue and see things differently. Physically women are usually weaker than men. Women must use these differences as tools to their advancement. They must admit that they cannot do certain things and gain the trust of the educators to help them with this by delegating tasks to the educators and then trust them to do them. The interviewees also stress the fact that a woman manager must lead by example. If she is not good with the computer she must take a course to empower herself. The dress code of these women managers is also very important, she must always be presentable and dressed to go to a meeting or to see parents at a moments notice. 

Women must stay at home

In Africa many of the adjustments the people in areas like Northern Nigeria, Uganda and the Western Cameroon had to make in the past, were to adjust to Western ways of doing things, rather than adjusting to differences between one African culture and another (Burns 1964:2-4). In these distant countries of Africa the parents raised the same objections against girls going to school:

· It made the girls discontented and immoral.

· The girls who went to school were less willing to undertake heavy labour in the fields.

· There were no women teachers in the schools.

· There was a real danger to adolescent girls in mixed schools with male teachers wanting to have sexual relationships with them. 

· The custom of bride-wealth was strong and the parents preferred marriage rather than schooling for their daughters (Burns, 1964: 2-3).

Here the tradition of staying at home was not only for the women, but even the girls were prevented from participating in education. At least the absence of women was identified and seen as a problem for girls attending schools.

Although the belief that women must stay at home and care for the children still exists in a number of countries a survey done in Japan in the early 1990’s showed increasing disagreement by both men and women with the traditional belief that men should hold jobs and women should stay at home and do the housework. (Japan Institute of Labour, 1991:34). In 1987, 50% of men and 38% of women thought that women should stay at home. By 1990 these figures were 36 % and 24% respectively.

Male dominance theory 

Lynch (1990:2) felt that in spite of more than thirty years of data to the contrary, the perception still remains that the ideal manager must be masculine, self-reliant, forceful, ambitious, and a strong leader. This male stereotype continues to be the dominant ideas of what a principal should be in both schools and communities. During the interviews these ideas (criteria) in many times outweigh more specific criteria such as credentials and instructional leadership skills. Due to this perception women, once appointed, feel that they must adopt male behaviour to please the school and community.

This perception does exist and due to the fact that women adopt male behaviours the male stereotype of the ideal manager is reinforced, and the dominance of the male stereotype continues. So as long as women managers remain in the minority, the male stereotype of management will endure, and the women in management positions will feel pressured to behave like men (Lynch 1990:3).

Here the job description of the woman manager must be specific. Research professes that women can do more than one thing at a time while men prefer to specialise. Because of these abilities, women get ‘all rounder’ posts. During their studies emphasis must be on the fact that they are also managers in their classrooms.  

Every Education Department must have an Equity plan in place. Officials must make sure that this plan is implemented during advertising, interviewing and filling of posts.

PERCEPTIONS CAUSED BY PROFESSIONAL BEHAVIOUR OF WOMEN IN EDUCATION WHEN APPLYING FOR PROMOTION POSTS

Women are not prepared to accept responsibilities

Women are accused of a lack of commitment. This has it roots in the fact that commitment is synonymous with continuity of career.  When these concepts dominate the interruptions of a woman’s career for her domestic role and for childbearing, they are interpreted as lack of commitment. Morris, (1993:344) defines commitment as “competence or as doing the job well” and not as continuity of a career. Woman can thus be competent, have children, and be competent in their work again. Women tend to defer and modify their career aspirations due to domestic responsibilities. Later in their lives they do become ambitious and actively search for promotional posts (Morris, 1993:343).

If a woman is totally honest with her staff and tells them that she cannot do something and delegates these things she’ll gain their respect. She must not try to be a ‘super woman’.  She must set her own standard according to her abilities and not in accordance to what she thinks others expect from her.

Maybe accouchement leave can be adjusted, giving women the choice whether she wants three months paid leave or another three month on half pay. When women are forced to come back shortly after childbirth they often do not cope and resign.

The mobility of women is in balance

(Whitetaker, 1990:14; de Witt in v.d. Westhuizen ,2002:532; Boyan 1988:132-133) referred to ‘mobility’” that can cause this perception of woman in management. When looking at these researchers it becomes clear that they are talking about different concepts of the word ‘mobility’ and it is therefore necessary to define the word.  The adjective ‘mobile’ has two meanings that can be used in the educational situation; 

· That can move or be moved easily and quickly from place to place.

· (Of people) able to change class, occupation or place of residence easily.” Oxford (2000:748)

It is thus obvious that mobility in the school situation can mean that the educator can have problems to move (by foot, train, motor) from where she is staying to a new school when she applies for a promotional post. She might also have to move to another town when appointed. 

Whitaker (1990; 13) is referring to upwards mobility in the institution. He felt that women must be allowed upwards mobility without making them assume masculine behaviour (perception). This will only happen if there are more women in educational leadership positions who can serve ‘as mentors, for women aspiring to move upwards’. Lack of mentors is thus the problem here and not the mobility of women.

Boyan (132) has done research on career mobility in organisations. He specifies availability of movement in three directions: vertical, lateral and radical. Vertical includes hierarchical movement including title change and salary increase – here women in education have a problem. Lateral movement includes task change – here women are used extensively due to their ability to attend to more things at once. Radical movement means drawing closer to those whom matter in an organisation. Most movement is vertical and lateral but ascension to the top needs radical movement as well. This however is not a woman’ nature. 

Visibility is very important for mobility. Women preferred to do their work in the background due to their upbringing and these characteristics can cause a problem to their mobility. 

Not only women, but everybody will have transport problems if the post applied for is further from home or in a different district. When referring to mobility, as vertical and drawing nearer to the ’top’ or the centre of the school, causes the problems for women in education. The absence of mentors for women seems to be a real barrier for women when applying for a promotional post and once a woman has been appointed. 

It seems as if the glass ceiling and even the glass walls with their invisible barriers where women can see the top and know that they are competent to be there, are de-motivating to women and it also causes the slowing down of women’s promotional paths.

Here the post description needs attention. The job description must be specific. Women must be empowered to know that subjects they are going to teach are not the subjects that are going to help them when applying for promotion posts.

The success, motivation and career achievement of women are very low

Women educators tend not to have specific, well-defined career plans once they start teaching. For them to teaching is their career plan.  Most of them prefer the professional technical aspect of teaching to the administrative managerial aspect. Women tend to modify their career aspirations due to domestic responsibilities. Later in their lives, after they have raised their children, they do become ambitious and look for promotional posts (Morris, 1993: 343).  All the women interviewed by Morris had been committed to teaching since their early years. This was their ambition; to teach not to be promoted. Did they achieve their educational goals? Are they unsuccessful and not motivated because they are not managers?

Women are conditioned to regard their posts as temporary

“No woman principal, woman head of department, or woman member of the teaching or supervising staff shall marry while in service.” In 1903 the New York Board of Education, barring married women from teaching, adopted this bylaw (Shakeshaft, 1987:40). School boards claimed that they did not want to invest money in women who are anyway going to leave teaching to get married.  Men do not stay in teaching much longer, but if men leave for better positions, pay or status, they are seen as professionals. Women on the other hand when leaving to get married were branded unprofessional (Shakeshaft, 1987:40). When men got married they could continue to teach. These policies had a large influence on the sex structuring of education, and in 1936 Helen Davis observed that education, “will be occupied on the whole by two kinds of women, those who have refused marriage except on their own terms and those who have not been able to find husbands, while the general run of able and so-called ‘normal’ women will be excluded because they prefer marriage” (Hansot & Tyack, 1981:23-24 as quoted by Shakeshaft, 1987:43).

The battle for equal pay for service rendered also affects the number of women in education. San Francisco passed the first law for equal pay in 1894, and by 1930 10 states of USA had equal pay laws, which were greatly ignored (Shakeshaft, 1987:44). Another belief was that men financially had more obligations than women did. In South Africa the situation was more or less the same and as recently as 1994 (Departmental circular 35/1991) women were not paid any salary when going on accouchement leave while recent laws (Government Gazette, 2001:) allow men to take leave when their babies are born. They, as well as their wives, can also take adoption leave (Government Gazette, 2001:17).

It seems that law forced the perception that women do not see their work as permanent, onto them. If they still see it as such it is due to the fact that they became used to this kind of discrimination for such a long time.

The interviewees felt strongly that government must implement a quota system. Policy must be in place that a certain percentage of management must be women. Each Province must have an

Equity Plan in place and the officials must make sure that it is followed.

PERCEPTIONS CAUSED BY THE PROFESSIONAL BEHAVIOUR OF WOMEN ONCE THEY HAD BEEN APPOINTED AS MANAGERS

Women cannot maintain a role of authority in education

In her research Chisholm (2001:387-390) finds that every women that she interviewed had problems having her authority accepted once she had been appointed. It also seems that “black women“ experienced more problems than “white women”. They felt pitied by the men, because they were black and women. Mainly the white teachers perceived them “...in terms of the fact that you did not receive a proper schooling and in terms of intelligence”. Even the men interviewed in this study felt that the perception of  0 “…good leadership as being white, male, middle class and heterosexual” still exists in the minds of most educators. The interviewees did not use the term ‘the colour of competence’ but it was evident that it still bears a signified social and cultural discursive pattern, which still structured behaviour. The ‘white” interviewees felt the lack of authority, in relation to black men and women.  It seems that this perception is more gender and race orientated than it is gender alone. Here the perception that females cannot maintain authority is actually based on sex and race and not how the women manage problems like tensions and relationships.  De Witt (in v d Westhuizen 2002:534) feels that a woman who has been appointed on merits…” will not allow herself to be influenced by worn-out, anachronistic attitudes from anyone.” De Witt (in v d Westhuizen 2002:520) also emphasised that a women manager will use a different management style when dealing with authority and delegation. It seems that women do experience problems with authority but not because of their sex alone, but because there are so many bias perceptions, prejudices and stereotyping of women in management positions. They are not given a chance to prove themselves before they are stereotyped as was done in the Gauteng Province (Chisholm: 2001 387-399). De Witt (in v d Westhuizen 2002:520) came to the conclusion “… that a female educational manager, for instance, will deal with authority and delegation in a unique way. When she is appointed to a top management post her management style may differ markedly from that of her counterparts but will still bear the stamp of efficiency and excellence.”  Becker (2002:17) felt that it seemed that educators male and especially female “…need “Dad’ in his/her authoritative role, so that they can continue to be the obedient or rebellious daughters.  

Once again honesty is very important. If a manager delegates without interfering, the educators will accept her and help her because they will realise that the manager sees them in their totality and realises their abilities. Sexual harassments usually do not happen because in education the women are only appointed late in their career and are older than the men. Men in management can have this problem. A professional attitude is also very important here. Keep a distance between the manager and staff; use a professional way to address the educators; be friendly but not familiar. 

Men and women are not inclined to work under women

Shakeshaft (1992:14-18) and Novell found in their research that men had discomfort in communicating with a member of the other sex. Men also have the tendency to exhibit hostility in dealing with female managers and that these managers had to work harder for men to “hear” them. Men are also afraid of the “tears” of women when confronting them. This fear of tears keeps men from giving corrective feedback to women to enable them to be better leaders.  Some men are even afraid to work too close together with an ‘attractive’ woman. Men feel that they are in a no-win position: If he treats a woman as he treats a man he may be accused of being harsh. If he gives her too much attention he can be accused of sexual interest. 

 When looking at Chisholm’s findings, it is obvious that men and women had difficulties working with a women manager. She also proved that it was not only the sex of the manager but also the race of the manager that was a problem to men as well as women. (Chisholm 2001:388 & 390)  Men and women are generally not prepared to work under a woman because they feel that the moment a woman becomes a manager she has lost all her femininity. (King 1981:166) King based this assumption on the belief that a woman’s personality and the role she fills are identical. People cannot believe that a woman can be a manager and also be feminine. They believe that a woman’s personality is determined by what she is doing.  This perception does exist ignoring the fact that one of the outstanding characteristics of successful businesswomen is actually their femininity (King 1981:167).

In research done for the Department of Education in South Africa it was also found that although the teaching environment is made up of both men and women, men in management are acceptable, but women in management experience problems not only from male employees, but from female employees as well. 

“ Only a nation heading for a madhouse would force upon men – many married with families – such a position as service under a spinster headmistress” The President of the National Association of Schoolmasters in England, Partington (1976:37) as quoted by Coleman (1996:319) claimed this in 1939 but it seems that this perception still exists today.

Women are unstable workers and experience mental problems

King stated that one of the perceptions that exists about women in management is that they are unstable workers (De Witt in v d westhuizen2002: 530) Dowling (1989: 84) feels that due to the pressure society puts on these managers they are forced to obtain success at any cost. She referred to Karen Valenstein “…a woman who’s reached a level few women reach, and she’s doing it by combining the arm-twisting tactics of the male tycoon with the manipulative wiles of the traditional female. Women sometimes have to be aggressive, they have to “… trade locker room vulgarities” to be able to survive in the “muscular” world of management. To some people this can cause them to form the perception that women are unstable workers.

Sharpe (2000:20) quoted   Anu Shukla, who sold her Internet marketing –software company Rubric Inc. for 390 million dollars who said” I would rather hire a woman. I know I’m going to get a certain quality of work, I know I’m going to get a certain dedication.” Sharpe also quoted Brent Clark, CEO of Grand Rapids-based Pell Inc. who said that he would choose a woman over a man, because they are more stable, less turf-conscious, and better at “all sorts of intangibles that can help the organisation.’ Her other referents felt that women” think through decisions better than men, are more collaborative, and seeks less personal glory, “….’ women are driven by what they can do for the Company “.

Oplatka (2002:211) in his study on the concept of burn out found that job burn out exists in both the world of the educational female and male manager. Both men and women experienced emotional exhaustion and fatigue, but the women managers had the constant tendencies to improve their school, to lead the staff so that activities can still happen in their schools, although they are in the midst of a burn out. He also found that in general burnouts highlight the deterioration of social relationships. The women principals that he interviewed were able to construct a reality in which burn out and positive social relationships co-exist.

This literature research proved that there are many perceptions towards women in education management. Although more studies were done overseas it is obvious from studies done in South Africa that most of the perceptions towards women in educational management are global and not restricted to one group, nation, ethnic group or specific school or institution. The perceptions towards women in education are of different origins. The different   leadership/ management styles of men and women are definitely causing perceptions. The differences between men and women are also an origin for perceptions. The traditional, personal and social views of a person can also cause perceptions. 

Women managers must realise that they are not ‘super women’ and that they have limitations. Thorough time planning is very important and she must plan time for herself for going to the Gymnasium or an art class or just being alone in the garden.  A Gymnasium at the school where she and the other educators can go for a workout can do wonders for their relationships and their moral.  

FACTORS CAUSING THESE PERCEPTIONS TOWARD WOMEN MANAGERS IN EDUCATION

De Witt (1991:571) writes that external barriers refer to environmental variables that exercise an influence on the advancement of women educators into management positions. ( Greyvenstein 1991:308; Van Deventer 2000:235) agree that it is difficult to determine if the problems of women managers in education are due to internal or external factors or both. This paper is only concentrating on the external barriers or factors that are causing the perceptions that were discussed previously in this paper. How these factors that can be changed in the school as institution, will also be discussed.

The subsequent paragraphs will be devoted to an examination and discussion of the role of extrinsic factors playing a role in the forming of perceptions of stakeholders towards women in education.

Filtering techniques

According to Manau (1995:29) the “old boys” system underlines the secret barrier refers to as the filtering which comes into play when the hiring authorities in education examine the applications available for each job opening. Shakeshaft (1987:98) referred to the lack of applicable criteria with regard to the hiring of educational managers. She advises that subjective committees must be hired and they must have applicable criteria to make subjective decisions. But it is not only with the short listing and during the interviews that filtering is causing troubles for women Monau (1995:30-34) classifies the filtering process under:

· Recruitment: Men’s domination of the decision-making process enables them to recruit men to fill management positions long before the post is even advertised. (Greyvenstein, 1991:309) Here verbal communication recruits, trains, and fills vacant posts. Maybe formal recruitment will succeed if policy is implemented that in the top management of a school, men and women must be represented. Research has shown that women are more behaviour orientated and men are more task orientated. Men and women thus will compliment one another in top management and this can cause excellent co-operation. When both genders are represented it will help the woman to cope and achieve because she is not in competition with the men but they are working as a team doing what they are best at.  

· Application filters: According to Davies (1986:670) one of the favourite justifications given by selection committees for not appointing women, is that women do not apply. This was also identified as a perception. One of the reasons why they do not apply is that they do not know about vacancies because the vacancies are advertised in newspapers that are not read by women. (Shakeshaft 1987:99) It is thus very important that the papers in which the posts are advertised are distributed by the Department to all schools and made available to all. Women are also discouraged to apply by the kind of questions asked during interviews: When I went for an interview I was asked if I planned to fall pregnant again.  The offering of lower salaries also discourages women to apply for promotion posts.

· Selection filters: Coleman (1996:325) stated that in the area of selection for senior positions the barriers to women’s progress may be the most apparent. The reduction of the influence of departmental officials (Coleman, 1996:325; South African School Act) and the growth of the power of the Governing bodies of schools is too resent to establish the influence on the selection process. The interviewees in Coleman’s research felt that the interviews were initially friendly congenial that higher quality was expected from them and that there was very much prejudice. There were also only a few, if any, women in the interview panels. (Coleman 1996:325) Furthermore the selection committees use vague criteria (Monau, 1996:32). The criteria are unstructured and invalid. When applications are sorted according to gender it enables the committees to disadvantage women educators and only a few are interviewed. This aspect of interviewing women for selection and appointment warrants serious attention from the Department of Education. Well-researched questionnaires must be designed which exclude discrimination.

· Interview filters: The above-mentioned problems also apply here. 

· Selection decision filters: Empirically it has been found that educational organisations do not use fixed methods or procedures of identifying and selecting a manager (v.d.Westhuizen, 1988:379). Women clearly face a challenge if they are to aspire to move up the promotion ladder and once they move up, to stay there. Men are the gatekeepers and women are not gaining field. Women are not seen or evaluated as individuals, they are seen as a weak and non-achieving group even if they are appointed they find themselves in token and in marginal positions.

Tokenism and marginality

Once women have been appointed their survival and accomplishment are minimal in scope because they experience further barriers due to being in token and marginal positions. By referring to their presence in management positions usually by the men, they are frequently reminded that they are outsiders, exceptions, only representing their gender. They are not seen as part of the management group. According to Greyvenstein (1991:309) tokenism places further pressure on women educators in the following ways: isolation, representativeness, visibility.  

· Isolation: Women managers are always at fault – if they are strong they are regarded as aggressive, tough not feminine, if they are jovial they are permissive, if they cry they are emotional, if they make a mistake, remarks like” That you can expect from a women “ are heard all over ( Manau, 1995:35: Parot 1985:300). The results are that women managers feel isolated, lonely and unaccepted. This causes, them to withdraw, just to be labelled that they think a lot of themselves.   The most important factors contributing to accomplishment and success seem to be interaction and exchanging of ideas and views with other colleagues. Exclusion means less performance and production. Men must accept and include women in management. According to the Bill of Rights women have equal rights and they must be represented. People must accept them in management. Give them a change to prove themselves. 

· Representativeness - Women managers’ work is evaluated as being representative of the way all women work, especially when their actions are negative. Their positive actions are viewed as normal and undeserving of any praise (De Witt, 1991:553; Greyvenstein, 1989:105). The perception that women require more sick leave due to menstruation and pregnancy, is an indication that women are seen as being representative of their gender and not as individuals (Manau, 1995:35). 

·  High visibility- De Witt (1991:553) reports that when women hold positions in management, all eyes are on them and comments are made about the smallest error. They are under constant public scrutiny due to the perception that women are less able to cope with crises, and are not capable of leading. Women, therefore, play down their visibility by being quiet at a meeting and not demanding recognition for their work because if they are visible they are seen as a threat by the men in management (Manau, 1995:36).

Androgyny refers to men and women who are high on both male and female dimension. If women understand the concept of androgyny (high in masculine and being able to express emotion) and are able to practise it, they will function more effectively, have more confidence, and thus enable themselves to succeed at more difficult tasks. Women educators need managerial and professional development so that they see themselves as capable of taking on and achieving in promotion posts.  Managerial and professional development of women in management can be realised through mentoring and role modelling.  

Mentors and role models

Mentoring is an intense relationship in which an older, more experienced person sponsors a younger, promising candidate to promote both the professional and the personal development of this young person (Manau, 1995:37). When a young male educator is appointed it seems that male managers interact more with them and give them more opportunity to serve on committees and, therefore, begin to exhibit those very qualities that will recommend them for further promotion. (Coleman 1996:323; Coleman 1994:185; Schmuck, 1986:176) Men also benefit more from an informal level of mentoring because male principals and senior staff tend to sponsor their male protégés (Erich, 1994:11)   

This young person sees what he or she wants to become as embodied in the mentor, therefore the role modelling is crucial to the concept of mentoring. The lack of opportunity for women to see other women in a variety of management positions, to hear their experiences, to compare themselves to these managers has been cited as a reason why women have not moved into administrative positions in larger numbers (Shakesharft, 1985:128). According to Erasmus (1993:102) mentoring occurs in two phases of one’s career, namely during the preparation of the aspirant school managers and the induction of newly appointed managers. Manau (1995:38) differentiates between formal and informal mentoring. Due to the lack of women mentors, mentoring has to come from men and then the possibility of sexual attraction can enter into these relations. (Manau, 1995:40) Psychologists maintain that people only identify with persons that they see as similar to themselves. Men mentoring women is not the ideal situation and the lack of women mentors is a problem to women in management positions.

The Education Department has an excellent course (Women in and into management and leadership positions) to empower women, but this course was not developed by women in education. In the North West Province this course was given to a mixed audience and the women in the groups had first to convince the men in their groups and in the end they were not empowered, but had to defend themselves. If women, present this course to women, it will empower them. Once they are empowered they can then try to change the perceptions of the men.        
Networking

Closely related to the barrier of mentoring is the need to have access to a network, which provides support, information, visibility and credibility (Greyvenstein, 1989:109). Networking can be formal or informal. Formal networking dispenses information through such media as newspapers, newsletters, circulars, staff meetings, radio and television advertisements and lately the Internet. Because of sex discrimination, however, information reaches women very late. (Manau,1995 :42). Informal networking is a means of passing on information, unofficially or off the record. Networking has worked for men in the past and it is time that women start their own network. I have started a network with a librarian at our university as well as with a lady at the Department of Education of North West and it is working. According to Schmuck (1986:60) this will not be enough because men still hold the positions of power in educational management. The exclusion of women from informal and formal networks in education constitutes a major barrier to women’s advancement in educational management positions (Greyvenstein1991: 311).
Sponsors 

Sponsors are people who serve as public relations officers for an aspirant manager. Sponsors say positive things about these aspirants to others. The principal as the direct sponsor of the staff members can have a direct influence on the staff members as well as on the governing body’s members during the appointment process of a new educator or manager. Sex-discriminating sponsorship has contributed to the perpetuation of school-based professions divided by gender into separate instructional and management camps. (Manau, 1995:45). Women in management must get into sponsoring other women.

Family constraints

Van der Westhuizen and Hildebrand (1990:viii) suggest that the modern married women is obliged by economic necessity to seek employment outside the home, thus assuming a dual role, that of employee and homemaker. Family and home responsibilities form a major barrier to women’s achievement in educational management (Greyvenstein, 1991:311) The following constraints will be discussed: age, commitment to family and re-entering  into teaching after absence.

· Age - If a woman applies for a promotion post while having little children it is to her disadvantage, if she waits till her children are out of the house, she is too old to apply for a management post. The discontinuity of service due to childbirth also placed women at a disadvantage when compared with men who have experienced an uninterrupted career. (Manau, 1995:46). Cooper (1989:110)  agrees that due to these intervals women do have less experience than men, but Cooper also question s the validity of this against the question why single or married women who had not taken a career -break are still discriminated against when seeking promotion? He comes to the conclusion that gender and not length of service, is the factor that determines who is to be promoted. Women tend to modify their career aspirations due to domestic responsibilities. Later in their lives after they have raised their children, they become ambitious and seek promotion posts. (Morris, 1993:343)

· Commitment to the family – family and home responsibility form a mayor barrier to women’s achievement in educational management (Greyvenstein, 1991:311; De Witt, 1991:556; van der Westhuizen, 2001). Married women are responsible for more than half of the domestic tasks in their households. Home has become a refuge for men and pressure and hard work for women.  Obtaining affordable childcare may hamper the progress of younger women to management. In Scandinavian countries where childcare facilities are better and more affordable the participation of women with little children (under 3years) is 85% in contrast to the UK where the participation is only 40 %(Coleman, 1996: 327)

· Re-entry – how do career-breaks affect women on their return to the education field?  The lack of childcare can be a problem. If they were out of education for a long time they might find it difficult to adjust to the changes in education and they might question their own ability. When a woman is absent from work for a time due to family responsibilities she must keep abreast with the changes taking place in education and her sponsor or network can help a lot by informing her about it.
Lack of qualification
According to Coleman (1996:322) it is not the lack of qualifications, but specialising in the ‘wrong’ subject that causes a barrier when applying for promotion post. She also stated that there are more men with Master’s degree in management than women (35% to 21%). With the off-campus or long distance programmes available at most universities women can improve their qualifications and they can also major in educational management, while they are teaching or bringing up children.

Glass walls and ceilings

Women also do not apply for promotional posts due to the existence of the so called “glass ceilings” and the 

International Labour organisation also refers to “glass walls”. “Glass ceiling is a term used to describe the invisible artificial barriers created by attitudinal and organisational prejudices, which prevent women from applying and from obtaining promotion posts. Glass walls on the other hand mean that women managers tend to be concentrated in certain sectors of the working force (Hammond, 1994:227). For example education where most of the workforce is women, but the management post are mostly occupied by men. At junior management level the women are usually placed in non-strategic positions, like human resources and administration rather than inline and management jobs that lead to the top.

The term glass ceiling illustrates  the point well that when there are no objective reasons for women not to rise to the very top, then there must be the existence of inherent discrimination in the structures and processes of both organisations and society in general. “Qualified and competent women look up through the glass ceiling, can see what they are capable of achieving, but invisible barriers prevent them from breaking through”. (International Labour organisation: 5).In different organisations, companies and countries, the level where the glass ceiling exists will differ.  
CONCLUSION

It is clear that gender discrimination is the major factor preventing women from applying for promotion posts in Education. Not only married female educators who had experienced career-breaks are discriminated against, but also well-qualified unmarried women who have never experienced a career-break are seldom considered for promotion due to existing perceptions. If the attitudes of stakeholders do not change this phenomena will prevail although the Constitution provides for equality in race, gender and opportunities. A management development programme developed by women in educational management, presented by women to women in educational management must be developed. 
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