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Abstract

Resbonses by 622 people were received for a mailed
questionnaire sent to random sample generated by the
Pernsylvénia Department of Education. For each
administrative position (superintendent, assistant
superintendent, elementary principal, and secondary
principal) the respondents wa2re divided by whether job
incumbants or aspirants and by sex resulting in 16 sub
populations. Women report having mentors as frequently as
men do with men generally serving as mentors tc Loth men and
women. Women rate each of the mentoring functions as mure
helpful than men do. The psychosocial rather than the
career functions are deemed more helpful by both men and
women. Since women, both incumbents and aspiranis, report
mentoring support, it is difficult to reconcile this with

the lack of women in school administrutive positions.
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Mentors and Mentoring Functions Perceivea As Helpful to
Certified Aspiring and Incumbent Female and Male Public

School Administrators

One reason cited for the small numbers of women in
educational leadership positions is that they lack mentors
and sponsors. It has generally been assumed that these are
available to men. By surveying certified men and women who
hold and do not hold positions as echool administrators:

this research documents the mentors and mentoriang functions

experienced by women and men seeking positions as elementary

or secondary principals and assistant or superintendent
jobs. Comparisons are made between those who achieve

positions and thoee who don't as a total group and by sex.

Perspective
A considerable body of literature is available which
reperts on the lack of women school administrators. Jones.
and Montenegro (1982) give recent national statistics and
Pavan (1985) presents data on the availability of a
qualified female administrative job pool which shows that
women hold a greater percentage of the certificates issued

than of the administrative positions in Pennsylvania.
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Most research on women seeking sdministrative positions
includes comments by these women on the lack of mentors,
sponsors;or support. Little documentation is available in
the field of education as compared to business management
studies,‘documenting the experience men have who seek
mentors, sponsors, or support in obtaining school
administrative jobs. During the late 1970's the Oregon
Network was developed to assist women and minorities
(Schmuck, Charters, and Carlson, 1981). Clement was
instrumental in the development of NECEL in New England to
assis® women and in Pennsylvania, a Women's Caucus within
PASA has grown under the leadership of the Secretary of
Lducation. This is modeied on the AASA Women's Caucus noted
by Jones and Montenegro (1982, 1983). Since men have been
the overwhelming majority in administrative organizations,
they have been using these as support groups for many Yyearse.

Since it was not known if the support available to men
and women differs significanitly (although that would appear
to be the case), it was instructive to document support
available to both mer and women and if that support is of
the game of different gender from the aspirant. Since the
number of women is so limited in administrative positions,
it woul be necessary for males to mentor both men and

women. Present administrators may be unaware of their

menioring behaviors or selection process for proteges.
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Literature reviews (Atkinson, 1981, ~-nd Shakeshaft,

1979) surveys of women (Dias, 1976; Edson, 1980; Jones a-:d

Montenegro, 1983; ortiz, 1982; Schuuck, 1981; and Rometo,
1962) trying to ascertain why more women aren't school

administrators, will mention lack of mentors or sponsorship

as a possible factor. Surveys generally inacluaed one

question asking the women who supported or encouraged them

in order to determine the roles of mentovrs, if any.
Valverde (1980) studied the sponsor~protege process by

interviewing six sponsors and found {our basic functions are

provided: exposure, advice, protection, and sanction. The

sponsor helps move the aspirant from the classroom by

providing administrative experience, access to other

district administrators, and career guidance.

In order to delinate what a mentor does for a protege
in benavorial terms, the business management literature must
be consulted. A liet of !4 mentoring behaviors was complied
by Misseriac (1982) from her survey of women managers as
proteges. Collins (1983) developed a similar list of 16
mentoring behaviors from responses by 400 women to an
open—ended questionnaire. Kram (1983) divided mentoring
behaviors into two categories, career and psychosocial
functions, based on the male and female responser of 18
mentor-pretege pairs. Career functions include sponsorship,

exposure—-and-~visibility, coaching and protection, and
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challenging assignments. The psychosucial functions wtich
enchance competence and identity include role mnodeling,
acceptance~and~confirmation, counseling, and friendship.

Shapiro (1985) developed a list of 16 mentouring
functions from the sources noted above and asked 140 middle
and top level business managers both male and female to note
these functions on a 7-point Likert scale as tc the degree
of help received from each of 4 individuals and how valuable
it was. Women reported receiving more help than the men
reported for each of the 16 with significant differences on
the following 8 mentoring functions: Set challenging tasks,
support & encouragement, growth in knouvledge & self
confidence, teach "tricks of the trade”, opportunity to
learn by observation and association, provide feedback on
progress, develop leadezship abilities, and 2ncourage
risk-taking-.

A 1list of 2] mentoring functiocs for this study was
adopted from tne litarature and divided intc the categories
of career functions and psychosocial functions. Survey
respondents could rate as many as three people as to degree
of helpfulness to their administrative career development or

advancement on each function.




Methods

Sample

The appropriate certificate is required for employment
as a school administrator in Pennsylvania. Records of names

and certificates received is public informati ag 1s cie

present employment position of all those in * .8ylvania |
school districts. The certification records contain names
and certificates issued. This data source was bumped 1into
the base of individuals currently employed in the public
schools which includes individual names, current

assignmerts, and work location addresses. Lxcept in

instances where employment in position by sex is less than

|
|
|
|
|
|
|
\

100, random samples were drawn from populations with !

certificates issued since January, 1970 of 100 men in

position, 100 men with certificates, 100 women in position,

and 100 women with certificates for each cf the follcwing

administrative jobs: elementary principal, secondary

principal. assistant superintendent, and superintendent.,

The survey questionnaire was developed and sent on
October 1, 1985 to this random sample generated by
Pannsylvania Department of Education of 1,324 people holding

administrative certificates and currently employed in

Pennsylvania. Usable completed questicnnaires were received

from 622 people for a return rate of 47%Z, FEach of the

following reasons accounted for the non responses:




Mentors
...8_

retirements, job changes, incorrect addresses, district
offices not forwarding to the school where individual was
assigned, errors in employment position data base, cor~uter
assignment errors, ana unwillingness of individual to spend
30 minutes to respond to questionnaire. Follow-up telephone
calls to a small number of non respondents indicated that a
number of surveys did not reach their destinations.

For each posi*tion (superintendent, assistant
superintendent, secondary principal, and elementary
principal) the respondants have been div.ded by whether
incumbent job holders or aspirants and by sex.

Therefore, there are sixteen sub-populations involved:

Certificate Position Sex Code
1. Superintendent Incumbent Female SIF
2. Superintendent Aspirant Female SAF
3. Superintendent Incumbent Male SIM
4, Superintendent Aspirant Male SAM

5. Assistant
Superintendent Incumbent Female ASIF

6. Assistant
Superint:andent Aspirant Female ASAF

7. Assistant
Superirntendent Incumbent Male ASIM

8. Assistant
Superintendent Agpirant Male ASAM

3




9., Elementary
Principal Incumbent Female EPIF

10, Eleméntary
Principal Aspirant Female EPAF

11, Elzmentary
Principal Incumbent Male EPIM

12. Elementary
Principal Aspirant Male EPAM

13, Secondary :
Principal Incumbent Female SPIF

l4, Secondary
Principal Aspirant Female SPAF

15, Secondary
Principal Incumbent Male SPIM

16, Secondary

Principal Aspirant Female SPAM

The code names will te used in this paper in order to
avoid repetition.

Nu oers of completed surveys for each of the 16 rub
groups are given in Table 1. While some numbers apnear 1low,
they reflect the size of the subgroup total population.
Surveys were sent to 100 individuals in each subgroup except
SIF, SAF, ASIF, and SPI¥ which do not have total population
of 100. Response rate for STF was 68% with 13 of the 19
responding; for ASIF was 71% with 11 of the 14 responding;

SAF was 46X with 35 of the 76 respouding; and for SPIF was

10
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‘ 62% with 18 <f the 29 respoanding. The low numbers in the
incumbent categories reveal that women are not being hired
for these positions, The SAF number is low because this
certificate requires administrative experience which is not
possible unless one is hired as a school administrator.
Instrument

The four page survey instrument was desigred for those
in possession of administrative certificates whether or not
currently employed as a school administrator. Appropriate
categories were gleaned frem an extensive literature
review. References given here are those most relevent to
this particular paper. Actual items were obtained from
Collins (1983), Xram (1983), Missecian (1982), Shapiro
(1985), and Valverde (1980) fo: the section of the survey on
mentoricng.

Various parts of the instrument were piioted ou women
during several conference presentations. The complete
instrument was piloted on a small group of men and women
outside of Pennsylvania representative of those who would
receive the final version of the instrument. Minor changes
were made to improve the format and clarity of the
directions.

In addition to personal characteristics the survey

probed five areas: career pathways, job search strategies,

11
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time usage, mentors and their functions, and barriers
experienced with strategies us2d to overcome them.

Thié paper presents only the data on mentors and their
functions, positions of mentors, and sex composition of the
mentor pfotege pairs. See table 2 as to the format of the
question on the survey. The top 12 items are the career

functions followed by 9 psychosocial mentoring functions.

Results

Sample Characteristics

Table 1 summarizes selected sample characteristics for
the total sample and the 16 subgroups. Nearly ail the
respondents were white with only 5.8% of the respondents
noting race as Llack and none in any other category. While
chis perce 'agé-is low it is near the state-wide figure of
8.9%. Average age of total sample is 44,79, Analysis of
variance between the 16 groups yields an F ratio of 5.741
wicth probability of 0.000. As might be expected the
aspirants are younger than the incumbents. Differences in
marital or paired status were by sex with males much more
likely to be coupled. A raw chi square of 61.28591 with 15
degrees of freedom was significaut at the 0.0000 level.
Over 81% of the sample were paired with percentages in
female subgroups from 54 to 72 and in male groups from 80 to

98. Men were more likely tc be paired than women.

12
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The state of Pennsylvania clagssifies school districts
accurding to size. Class 1 is districts with over 350,000
students'and contains only Philadelphia an: Pittsburgh.
There are 70 districts in class 2 with 30,000 or more
students, Class 3 contains 396 districts with student
populations of 5,000 to 29,% and the remaining 33 smaller
districts are in Class 4, Table 1 indicates percentage I
respondeats for each sub-population in varying district

size classes. An ade( sate representation was obtained.

Sex of Mentor-Protege Paire

In rhe columas on Table 3 the sex of mentour is
mentioned first, then that of the protege so M-F means a
male mentor and a female protege. Only 103 or 17% of the
respondents repsrt not having a mentor or just did not
answer this question. A lower percentage of the aspirants
than the inc-imbents of same sex in same position group
report having mentors. There are 124 F~-F and 699 M-M =entor
protege pairs for a total of 823 saxe sex pairs. There are
434 M-F and 128 F=-M pairs for a total of 562 cross sex
pairs, Males are the mentors in 1133 pairs aad females are

mentors in 252 pairs reflective of the dominance of men in

school administrative positons.
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Position of Mentors

The positions or roles of the mentors as indicated by
the protéges are reported in Table 4. The most frequently
reported role for the mentors of the superintendent groups
i5 that of superintend2nt. Incumbent superintendents most
frequently have superintendents as meators. For all other
groups except one, the principal is most frequently
mentioned a. the mentor. Women aspiring toward the
elementary principalship are most likely to perceive
professors as their mentors. Spouses are the next most
frequently mentioned role as mentors with 20% of the

respondents naming their partners as one of three mentors.

Mentoring Functions

In order to -ompare the perceived helpfulness for each
of the 21 mentoring functions, scores were summed for each
function for each individual and then means were ~alculateu
for each subgroup and the total population (See Table 5 and
6). Possibie range for each individual was frowm 9 to 12
with the higher scores indicating the function was more
helpful. Analysis of variance was calculated for each of
the 21 mentoring functions for the 16 subgroups.
Probabilities for the F ratios ran from 0.0000 to 0.0149
indicating significant differences between the subgroups on
each of the 21 amentoring functions. The Student-Newman-

Kevls procedure was used to determine where these

differences were. Between 1 and 22 pairs of groups were

14
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significantly differeant at the 0.05 level on each mentoring
function. In most situations the differences were between
the aspi;ing elementary principal groups which had the
lowest means and the incumbent female assistant and
superintendent groups. (Complete statistical data is

available from the author upon request.,)

helpful they perceived career and »sychosocial mentoring
functions were to their career development. (See Table 7)
The subgroups which perceived career mentoriag functions as
most helpful to their career advancement are ASIF, SIF,
SPIF, and ASIM s7hile the four grores which rated them the
lowest are ASAM, SPAM, EPAF, and EPAM. Incumbents
especlally females rated career functions high, while
asyirants especially males rated them the lowest. The same

ranking was achieved for psychosocial mentoring functions.

Functions ranked. Mentoring functions are ranked by means

for the total population for both career and psychosocial
aspects on Table 8. Psychosocial functious are rated higher
than career functions with 7 of the 9 psychosocial and only
5 of the 12 career functions achieving means over 6.00. The
top five are: support and encouragement, enhance my self
confidence, and friendship (psychosocial) followed by

Position groups ranke - Position groups were ranked by how
sponsorship and nrovide needed information (career). Those

15
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functions considered least heipful are the career functions
of arrange access to administrators and administrative
experience, provide protection and advise on salary
negotiations and the psychosocial function, facilitate move

from classroom.

Comparison with Shapirc study. Of the studies previocusly

cited, ornly the one by Shapiro provides sufficient data for
comparative purposes. Since Shapiro surveyed men and women
in top and middle management positions, comparisons mast be
made with the incumbent groups in this study. Shapiro did
not pregsent a total mean for each funct’on and this study
included 5 additional mentoring functions. In both studies
women have higher means than men for each mentoring
function, indicating that women reported mentoring received
as more helpful than men do. With only two exceptions men
and women in this study ranked each mentcring functions
within two ranks of the total ranking. The exceptions are,
risk taking ranked fifth for men 2nd tenth for women and men
ranked coaching eighteenth iastead of total rank of i5.
Both surveys found men and women ranking suppcrt and

encouragement and enhance my self confidence in *rhe top

four. Friendship and sponsorship were also in Pavan's top 4

while counseling and set challenging tasks standards were

also ic Shapiro's top 4. In the bottom 3 for both surveys




were facilitate entry and advise on salary negotiations.

Protection was also noted low by Pavan's sample and
sponscrships by Shapiro's sample. Differences could be due
to sampling., since Pavan studied school administrators and

Shariro, business managers.

Discussion and Implications

Vomen report having mentors as frequently as men do.
They report that each of the mentoring functions has been
more helpful than men so report. Women report that males
very frequently serve as mentors to females. This data
seems puzzling in light of the small percentages of women
currently cmployed in school administrative positions. 1In
Pennsylvania (Pavan, 1985) where this study was conducted
women hold 3.3% of the superintendent jobs, 7.6% of the
agsistant superintendent posjtions,and 16.9% of the
elementary and 3.5% of the secondary school principalships.
It does not appear that lack of mentors or support explains
this sex disequity in school administation.

Do men under report the assistance which they receive?
Are mentors, due to affirmative action, making special
efforts to assist women? Further research of both mentors
and proteges especially with mentors having both male and

female proteges may lead to answers for these questions.
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Since the psychosocial functions of mentoring were
deemed so very important, school districts may wish to
review their administrative intern plans (if any) to be sure
these factors are incorporated. Career functions should
also be analyzed as it may be that they are inadequately
provided and, therefore, are less helpful. School boards
may even wish to adopt policies which will encourage
administrators to mentor potential administrative

candidaces.

This research supported in part by Temple University.

Opinions presented are those of the author.
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.10. Select 3 people who helped your admininstrative career develupment /advancement ,
Rate 2achk verson by circling the number for each item.

0= Not ~* all 3= Considerable

I= Very lirtle 4= Very great help Person I-M F Person II - M F Person II1 - M F

2= Some

Helper's position/role

My position then - leng'h of relationship

Sponsorship (Promote/recommend)
Exposure - and - Visibility o
Coaching ca’
Protection

Set challenging task/performance standard
Share expertise - "trivks of the trade”
Provide needed information

Chance to observe/learn by associatiop
Arrange administrative experience
Advise on salary negotiations

Provide feedback on my progress
Arrange access to other administrators

Role ‘modeling

Support snd encouragement f‘,eho-
Counseling gocm'
Friendship

Encourage risk iaking

Enhance my self~confidence
Help formulate career plan

Act as scunding board
Facilitate move from classroom
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TABLE 3 ~ Sex of Mentor-Protege Pairs

FF | MM | MF | EM | 21 or more mntors No mentors
St 19 %7 8 % 22 18
IF 3 2 85 2
AF 16 60 % 5
IM 1% 12 %2 5
AM 11 2 » 6
dest. S| 31 72 10 37 & %
IF 5 8 100 0
AT % 8 87 6
IM %8 7] ®» 5
AM 74 2 7 " op
El. Pr. 5% 12 127 3 » %
IF B ™ 8 6
AF 18 8 7! 0
IM 8 15 » 5
AM A 18 &3 15
Sec,Pr. | 18 154 108 % 2 %
IF 4 » & 2
AF % 9 87 5
IM % 16 8 9
AM 5% 3 73 % -
l_'mml % 699 U 128 8% 1c3

23




Table 4 - Positions of Mentors

e} N0 — g [weow ] |~o~o Q [noec-wn m
o o — N — o |—ncie Q |- o |locococo |R
— cocCco < |looaw -~ oo~ - loocooc~ v
e —_——0n © logen~ g |ownoom 3 |~ |8
o -390 § [Now<eo g |~ A ~ [none |8
NOV— O n |lovar~ - | goavw o |oonww
coa~ 3 oo~ ~ |Ne—one— 8 (v~
—t ——
- G ey =} =38 S [TJQ
o MmN o |a~mo ] |oFnN ® |mnao
cxo<o | [T~ g | q [Ne~o
oA G [~y F|IIQw d |8 »re
— —
—O g~ ¢ |~owno O |momo n |o—cno
hatuls SRR 3 ||m|ey g |~rpoo
& . .
. & &
L] - b1
MEAEE m EEEE H | HeEE & |HeEg




Table 5 - Career Metoring Rinctions Gran Meas

— << |

i N~ Y CEEE
; SR BEYS 85 89331 o
BB RYTR BE I8 RERR 3
g ARQR QR 9833 RERR | 8
™~ u) ~Fu T W N~ N O J N I Cal
m Q58 93RY Q5 RH 398 |
A 8556 0 WY WO 1 O MM O W \C F wn
g Q]9 5758 |FRY XBER | B
_.."w oo PPN — - N N ~
i YI R bk 28 & "598 2
WO O MO T [Ta R o NTaN ol O~ T [Ta]
4 §R%Q RRER B5]Y ARAY | &
i N0 O o0 W \O N 6363L ~ "o (TaY
8 KRS58 NREB SNYR NBRR | 9
=] I~ O X=X -1"s) Do 0 O O v
g QRYE AR 8 IRRR 988G | g
0 1O \O O O W O WY OFTOM [ R VeRVelTa} O
i BHYH REREY NRRR Agad | g
0O O O O O\ WO WO N ["alES TN 401 N~NW WY O
m R YA SR8 Y85 9eRe | 9
uY W ) ) \O ~J ~F N ) N M N /4342 o
g YE]K 5REE $Y95 QR8E | ¥
754/.% [-oNTaNTaNTaY nNJgunrnom [VeR VRV 4 w
8 AGRED 8539 RaH R RYRN | o
7660'4 O\ N O Y ) MO M 7665 (o)
4 SRR 5BI8 3508 GRRR | 8
- o2 N N O\ DO O O [ S iV o MM M~
REEE| |45 |nEEE | (de |R%ES st

o]
o







Table 7 - Positin Groups Rarked According to Perc  .ad Helpfilness an Career ad Psychosocial

Mntoring Rictions
Career Rurctions
Smof Mas  Grop Rark

03y - KSF 1
0.62 SIF 2
.66 PIF 3
7452 SM 4
T2l M 5
€9.58 sa 6
€9.13 SAF 7
8.9 SIM 8
6.2 SPAF 9
€6.2 FPIF 0
64.87 PM 11
62.67 ISAF V)
3.9 A1 13
.11 PAM 7
%651 FPAF 15
*%.52 FPAM 16
5.2 1-16




Table 8 - Mentoring Rnctions Ranked fran Most to Least Helpfil

Mentoring Rinctions
X Career Rak Order  Psychosocial X
1 Support ad encoursgenent 7.9
2 Bhance my self-oorfidence 7%
3 Friaxiship 7.7
7.06 Spansorship(pramote/ 4
Teoumand)
6.45 Provide needed inf.. matim 5
6 Fnoourgee risk taking 6.4
7 Conselirg 6.%
8 Act as souding board 6.3
9 Role modelirg 6.18
6.03 Set challergirg task 10
standard
6.2 Bxpoare/visibility 1n
6.01 Share expertise "tridksof 12
the trade”
5.87 Chace to cbeerve/leambty 13
association
5.74 Provide feedbadk anny 412
progress
5.34 Coachirg 15
16 Help formilate career plan 5.31
5.03 Arrange access to 7
adninistrators
5.00 Arrange adninistrative 18
experience
19 Facilitate move fram classroan 4.3
3.& Mﬁl m
2,84 Avise n ralary 21
negotiations

BEST COPY AVAILABLE

28




TABLE 9 - Comparison of Pavan and Shapiro Studies

Pavan Study Shapiro Study
Incumbents Male Female
Total Male Female X (Rank) | X (Rank)

Mean (Rank) | Mean (Rank) | Mean (Rank)

Support and encouragement 7.8 1 8.35 1 9.42 1 351 1 5.82
Enhance my self confidence 7.2 2 /.64 3 921 2 5.6 3 5.73 2
Friendship 7.17 3 7.73 2 834 4 -— —_—
Sponsorship (Promote/recommend) | 7.06 4 7.56 4 835 3 3.89 14 4,02 U4
Provide needed informatica 6.45 5 6.77 6 803 6 4,3 7 4,69 9
Encourage risk taking 6.44 6 6.88 5 7.78 10 4,2 10 5,05 6
Counseling 6,36 7 6.64 7 812 5 5.13 2 5.43 3
Act as sounding board 6.23 8 6.60 8.5 |80 7 _— —_—
Role modeling 6.18 9 6.56 10 8.0 8 -_ —
Set challenging tasks/standards | 6.03 10 6.43 12 7.85 9 5.04 4 5.40 4
Exposure/visibility 6.2 11 6.60 8.5 | 7.52 12 3.9 13 4,29 12
Share "Tricks of Trade” 6.01 12 6.42 13 7.64 11 4,3, 8 4,81 8

Observe/learn by association 587 13 |6.45 11 |7.43 13 | 6443 6 4.9 7
Provide feedback on progress 576 14 |59 14 [740 14 |418 11 |46 1
Coaching 5% 15 5.4 18 |717 15 —_ —_
Help form'ate career plan 531 16 |5.66 15 |75 16 |39 12 |42 13
Arrange accuss to administrators| 5,03 17 | 543 17 | 6.69 17 — —
Arrange administrative experience| 5.00 18 |5.58 16 | 6.2 18 | 4.2 9 4,62 10
Facilitate move from classroom | 4,38 19 |471 19 158 19 [3.42 15 |3.8 15
Protection 3.83 20 3.8 20 |[513 20 |48 5 510 5
Advise oo salary negotiations |[2.84 21 [3.48 21 |3.47 21 [3.35 16 |3.5% 16

Range of Means = (0-12 Range of Means = 0-7
Ranks = 1-21 Ranks = 1-16
BEST COPY AVAILABLE




