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“ The look of all these men has nothing to do with mine. It is neither better neither worse. Only different, but every day I see myself obliged to adapt my eyes to theirs... To conserve our own look knowing that theirs gives us wisdom, independence and liberty. ” ( Ana Carrascosa, 2002, 13 ).


All the human history since its starts is marked deeply by patriarchy. All the cultures, all the civilisations, all the organisations have suffered from it in a way or another. It implies that along the history of humanity a cultural and social structure has been generated as a result of the permanent predominance of a part of the population on another by reason of sex. This has supposed the consolidation of a conception  of the people  and of their function in society on the grounds of  sex. That is to say, a division of the work has been caused, a separation of the spaces, specific expectations  on abilities, capacities, skills,... depending on sex. All these stereotypes that have taken root are very difficult to eradicate in our chores and in own our vision of the world and of the reality that surrounds us. The present situation shows a perpetuation of distorted images of the woman that keeps marking established roles that have priority over the responsibility of the woman en the domestic environment as opposed to  the professional.


In every social organisation it is necessary a coordination of the diverse components that take part in it. To combine efforts, to arrive at by consensus strategies to reach the purposes intended, to articulate functions,... are indispensable elements in every organization. Thus the role arises or the function of the coordination , essential aspect in the institutions.

So far we would be able to be all in all in agreement. It is necessary the coordination of the individual efforts in an organization so that they can converge in a joint effort oriented in function of some goals. But the problem arises when  we put it to ourselves, who has to assume the role of coordination. The access of the woman to governing bodies is one of the essential conditions of the practice of equality in the breast of the organization. If this is not habitual in the educational organizations, the model of education that will be transmitted will contribute to develop a non-harmonious education with the approaches of the equality of opportunities among men and women. This is important because what the future generations learn in the school is not only what we transmit but also what they see and live in the organization and operation of those institutions in which they spend at least 14 years of their lives. 


Education is a profession where women outnumber men.. Why, nevertheless, the statistics are so persistent in showing that the number of women in executive positions in educational organizations is a great deal less than it would correspond in proportion to their presence in this profession ?. 


The access of the woman to positions of management in the educational organization is a subject that has arisen recently, for which the investigations, the bibliografy and the documentation on the same one ( mainly in Spanish ) are scarce and recent. For which we can question to ourselves if we can speak of a female model of leadership, that is to say, if the woman has a peculiar style to exercise the power, influences in the organizations.


To speak of female leadership is ambiguous, but it is less complex to distinguish in the educational organization between governance and leadership. Therefore we are going to do a brief explanation of those two concepts to frame the fear head office of the article.


Governance and Leadership.


Although governance and leadership can be associated concepts, not because of it they are the same. We can understand governance as “ the role that comes to a person by virtue of their role, of their position in a social structure; consequently, it is a matter of legal  power  and socially accepted ( Katz and Kahn, 1978, 245 ). The fundamental sense of governance would be to achieve that the organization function normally, satisfactory and orderly; to coordinate the different activities to develop in a limit time; to execute, to control, etc. Leadership, however, we would be able to describe it as the process to influence in the activity of an individual or a group with a view to carry out goals in a given situation. It is more orientated to give sense to all the activities of the organization, to be able to communicate the sense, to distribute among the members convictions that they help to reorient their personal purposes, to see that the people sit down well in their activity, to be interested more in the reach of the goals than in the organization of the school , to know if they are in the wrong or in the correct direction.


    “ Authority refers to the legitimate power, that is to say,  it is the one that is conterred to a member of any organization in function of the charge or the position or the position that occupies in the structure. It is  a formal power,  another type of power of informal nature, characterised by  the personal characteristics of the subjects, of their experience, of their knowledge of the matter of their communication skills, etc. This power is not recognized explicitly by the organization but it constitutes a reference that is always present  in their members’s behaviour. Leadership is generally refered to as the ability influence the capacity of organization of the subjects on not explicit or informal bases. We can verify that when we speak of power we generally mean the ability to influence  on the other members, or to condition their behaviour in the organization, so much in a formal way ( authority ) as   informal ( leadership )( Yánez, 1993, 115 ).


If  the headmaster is the one that negociates and makes decisions ( formal leader ), the leader is the one that has influence on the other and modifies their behaviour ( informal leader ).


We could represent this difference in a table in the following way:

	              Leadership
	                   Governance

	Promotes and protects values.

Creates and stimulates a culture.

Promotes a mission.

Is an example of transformations.

Gives importance to the symbols to communicate values.
	                   . It plans.

                   . It programs.

                   . It controls.

                   . It evaluates.

                   . It values .

                   . It executes.

                   . It organizes.



According to Zaleznik ( 1991 )  while executives tend towards stability and try to do the correct things, leaders are orientated towards innovation and they try the others to agree about the things that are done in the organization and they participate  actively and consciously. Headmasters are worried about how the things are done and for leaders the main worry itself centres on the meaning of these things for the individuals.


Both dimensions are essential in the coordination of organizations. Nowadays governance and leadership are recognized as one of the main factors  which contributes to the improvement of education and which fosters  the quality of education.


“ The function of governance is recognized by LOGSE as one of the factors that foster the quality  and improvement in the teaching. Most of the research works, records and studies  agree on this, as well as the own  official documents of a great number of the developed countries .” ( MEC, 1994, 65 ). And we  can add: “ A revision of the  most recent contributions in this field shows that the studies done on school organization are generally associated to leadership in education” ( Gimeno Sacristán, 1995, 20 ). 

Traditionally leadership has been presented  from three basic focuses: a) The feature theory: tendency that was developed around the fourties, and which tries to identify the qualities or characteristics  of the  personality that characterize the leader: intelligence, charisma, decision, enthusiasm, force, value, integrity, self-confidence and confidence in the others . They are the first studies on leadership from a psicological point of view and they gave place to big lists  with few coincidences and whose consequences are a poor appraisal of their contributions. B) The leader as a catalogue of competences: it will try to define the behaviour  that characterises the leader  , according to the behavioural  tendencies of the 40s-60s. In opposition to the conception of leadership as innate special characteristics of the personality of same people, this theory considers that leaders can be coached however their personal characteristics are. It does not centre on the personality of the leader but on what he does, his behaviour: his actions, the way he gets into touch with the ones who surround him. As a result of this the classical styles of leadership were defined ( authoritarian, democratic ) and the two basic dimensions of the leader’s orientation were identified: orientation towards the task and the orientation to the maintenance. But the comparative studies on the efficiency of the styles of leadership did not  carried to final conclusions either, for which situational variables were introduced in order to explain the variability between the behaviour of the leader and the criteria of effectiveness. C) Finally,  the third theory is the contingency theory , which centres on the research work of situational factors, finding the relation between the different types of leadership and the situation in which  one of these styles are more effective.

Thus, some authors speak of situational leadership ( Hersey and Blanchard, 1993 ). These authors in their work  Management of Organizational Behavior  consider that the leader should exercise a specific style of leadership ( participation, governance and to delegate work are vital ) according to the maturity  of the person for the task . That is to say, the level of disposition or maturity that the group shows  for a specific task. Thus, the best style will be the one that keeps in mind  the situation of the group from the degree of competence and motivation.

Other authors speak of transformational leadership that is considered as such when the leaders stimulate interests in the colleagues and followers so that in their works they can see new perspectives, generate coincidences of the mission or vision of the team and the organization, develope in the colleagues levels of ability, which one can benefit the group.

Just like the situational or transformational leadership other models of leadership have arisen. But we are not going to  stop here in the analysis of every proposal of what it is considered they should be the qualities, the relations which a leader must establish to make an organization dynamic in a correct way.

What we do consider  necessary to stand out is the necessary transition of the conception of the leader to the vision of leadership.

“ Set against a conception of leadership as something individual  that can be selected prepared and directed to preestablished goals,  the new approaches  incorporate a more diffuse vision which situates leadership in a context  of improvement of school and which implies to share collective commitments, points of view and situations with a view to understand the institution in as a collective work. The latter involves “ to eliminate leaders to create leadership .” The point is to promote a collective governance that allows the professional development of the teachers and their  and that they are capable  of promoting a collective way of performing the tasks that allows to solve the existing problems in a respected framework of action . They turn into moral leaders rather than into responsible leaders. The maximum “ It is not a matter of arriving the first but of arriving with all ”  tries to avoid the frequent transformation that implies that leaders turn into charismatic first and then into organic .” ( Several authors, 1998, 54 ).

We think that leadership is a phenomenon that has been created socially and there are not personal characteristics. We agree with the features that nowadays are considered as characteristics of leadership and that Lorenzo Delgado ( 2001, 66 ) sumarises  as follows:

1. It is  a function, therefore  we speak of leadership rather than of leader.

2. It is strategy for all the organization, as it conditions paces of work, creates impulses , orientates the energies towards specific goals and  it builds a vision of the organization.

3. It is shared, in the sense that it is done collaboratively . It is not something esoteric, charismatic or the privilege of historical minorities by which people get carried away.

4. It is  one more of the values that constitutes the culture of the organization.

The influence of the leader depends not only on their personal style of action and of his position in the structure of the organization but  it is also interdependent of the other elements of the organization.

We think, as most of the experts, that we should speak of leadership rather than of leaders. An organization will not be able to learn if it keeps depending on a leader.

“ Contemporary authors consider that nowadays it is more convenient  to study “ leadership ”  as a process rather than the study of the leader as an individualized person. So any member of a system can exercise leadership, no existing therefore  a clear difference between leaders and followers. The tasks of leadership can be carried out by different people  who influence  the task in the group. Some scholars define leadership as the ability to influence ,  the result being  “ the enthusiastic commitment  of followers  ” as opposed to a “ indifferent submissiveness ” or “ disdainful obedience .”( Kaufmann, 1996,181 ).

Bolívar Botía ( 2001, 96 )  affirms that “ leadership is now seen as a distributed task, more democratic and  “ scattered ” in the organization rather than as something which belongs to formal leaders.” So we speak of promoting “ multiple   leadership. ”

We tend to use more  the concept of extensive, shared   leadership  among the group of the organization. However LOCE ( the law of quality ) recovers en executive style of hierarchical and authoritarian character , questioning  the democracy with participation  in the school community and returning to a kind of  governance  that is unipersonal and managerial type as opposed to the shared leadership of which experts tend to speak ( Díez, 2002 ).

But this is not the model  of leadership that seems to contribute to the effective development of the educational organizations nowadays.  The underlying organizational conception of this law  sees it as a hierarchical, impositive management, questioning the democracy with participation in the educational community. On the contrary, all the researches carried out  by experts in school organization ( Coronel, 1996; Several authors, 1998; Gairín y Villa, 1999 ) affirm that participation is a basic condition of the implication and that even the so called “ efficient schools ” are those in which the community-the whole community- is involved in an educational project ( Murillo, 2000; Muñoz Repiso y Murillo, 2001 ). We speak of shared leadership, of involving the whole community  in a corresponsibilisation in leadership. The Pisa report of the OEEC, which analyses the educational results in 32 countries, done on Deceber 1st, points out that those countries where there is a greater participation  of the community  are the ones that get the best results.

Wagering for this type of transformational, multilateral, shared leadership where consensus is also vital, we wonder if women show a style of leadership and governance which are more harmonious with these approaches.

What we are thinking of in this article is if we can speak of a female leadership as  a lot of authors affirm: Helgsen ( 1995 ); Kaufmann ( 1996 ); Coronel, Moreno And Padilla ( 1999 ), as well as all the authors quoted by the above mentioned authors
. If the way in which women work and communicate configures a new modality of leadership and if it responds to the educational needs more correctly.

However, when we tried to clarified this we found that the number of women who are managers and who can contribute to this type of leadership is very scarce in the educational organizations. Consequently we are going to deal with the access of women to positions of management.

Leadership and Feminine Governance.     

As we have said before, to speak of femenine leadership is very ambiguous. In fact,  all categorizations which imply to attribute  “ qualities ” or “ features ” to a group not only  suppose a psicological, individualistic approach but it also assumes a stereotyped vision of reality.  However, there are situations  where  it is very difficult to avoid such categorizations, especially when we have to speak of tendencies, as in this case.

The truth is that we can confirm in several research works that women tend to be leaders in a different way than most men do. This is what leads  most authors to affirm ( Apellániz, 1997; Coronel et al., 1999; Santos Guerra, 2000,etc. ) that the way women think, feel and behave  allows to formulate the thesis that women have a different style of  governance.

They say that women are more mediators when they have to be leaders..The funny thing is that in some researches  the “ but ” comes up very soon, that is, they say this is a positive feature, but then they cannot stop making it clear that this may be due to lack of self-confidence and independence. In any case,  we think, this would have not  arisen if  we had had to discuss masculine leadership, to which  qualities  as lack of self-confidence and independence  are not attributed. 

We think that traditionally  women were considered not to be leaders in the organizations because people thought that they had some counter-productive  characteristics  for leadership and that according to Helgsen ( 1995 ) it  can be summerized as:


( They are too much centred on giving importance to affective bonds.


( Difficulty for considering the world of governance as a “ big game .”


( Little capacity to catch the essential of group work, due to their little fondness to competitive sports as football.


(They should develop a greater respect toward hierarchical structures and diminish their doubts about effectiveness.


We can, of course, consider these characteristics as distinctive “ features ” of feminine leadership, but what we can question is if these characteristics are not the right ones to head present organizations. 


Al Khalifa ( 1989 ) affirms that the “  managerial ” theory applied to the educational institutions has increased the possibility of associating  concepts as administrative leadership and manliness and , of course, leadership and hierarchy. The model of “ management ” introduced in business in The United Kingdom reduced the number of women who occupied executive posts. This is the model   which, unfortunately, the government have chosen in the Law of quality.


Although Kaufmann ( 1996, 183 ) considers that “ today women are in the position to revolutionise the place of work , not because they skip their traditional values but because they express them in their daily work ” it seems in education feminine leadership is not at the height of its fame.


Grimwood and Popplestone ( 1993 ) define women’s style of management as open , not competitive,  innovative,  with a firm sense of quality centred on the person, flexible, communicative and persuasive. In the 80s Loden ( 1987 ) already identified eight areas where the differences in style of masculine and femenine management could be seen : a) Use of power: They tend to give more power to the others ; b) Problem solving: they are multimental, mixing intuition and rationality adequately; c) Interpersonal skills: they know to listen, they have empathy; d) Work groups: they use abilities of the members of the group in  the board of directors; e) leadership with participation: they are centred on the group; f) Risk takeovers: they assume risks to perfect the activity;  g) Attention to diversity: their first consideration is the personal one; h) Conflict solving: they try to find solutions that are good to everybody; i)  professional development: they take part in a task although it is not part of their work, because they seek the development of the group.


To put it in a nutshell, the more important characteristics that we can point out are:

1. A more democratic,  pedagogical, mediator style. A more receptive attitude.

2. A more multidirectional, multidimensional leadership,  favouring the development of values and collective values.

3. A firmer and  a more constant leadership.

4. They are more creative in the proposals to be leaders.

5. They are more communicative and open to personal relationships, to their colleagues’ proposals , to listen without judging  and in a more tolerant  way.

6. They develop policies of cooperation and participation.

7. They promote interpersonal relationships.

8. Availavility to change.

9. They create a  friendly atmosphere   and a collaborative governance with the teachers.

10. They build informal networks, causing cohesion and bonds among their members, encouraging others to share their resources.

11. They are worried about the abuse of power and they use  compulsion in the last resort.

12. They promote  “ to learn with the others .”

13. They clearly prefer consultive and cooperative  approaches.

14. Aability to combine contradictory expectations and experiences, promoting the collective  commitment .

15. Development of policies of reciprocal help.

16. They are more worried about the feelings and the use of  “ emotional intelligence ”, which is more sensitive  to emotions and personal situations.

To sum it up, Kaufmann ( 1996 )   says that women  put the emotional side at the disposal of the work as well. In general women are more qualified for taking into account the humane side of people  , developing their innate intuition.


“ In the revised researches we see how the work related to management and leadership  developed by women is characterized by: a) emphasis on people  and on processes; b) leadership as the responsibility  of everybody; c) They form structures much less bureaucratic, giving more importance to social relationships and the sense of community; d) Capacity to speed up connections with people and “ to learn with the others ”;  e)  “ To let people do ” fostering groups professionaly through their own ideas and knowledge; f)  Participation and dialogue as educational processes;  g) Clear preference to consultative approaches where participation counts; h) Collaborative, shared, not competitive style; i) Emphasis on democratic processes; j) Development of policies of reciprocal help and support ” ( Coronel, Moreno and Padilla, 1999 ).

That is the reason why  women’ style of management – according to the research carried out by Helgsen ( 1995 )- tends  to be coherent with these features of feminine leadership. They generally work at a more peaceful pace, slowly and with  planned breaks , avoiding stress. They try to be open , particularly to the members of the organization that work with them. They take a helpful, a very involved attitude with what they do. For them the most important thing in the organization is  “ to have good relations ”, to create  a friendly atmosphere  where  mutual support prevails.  They take into account to use the correct words, to have good abilities to communicate in order not to hurt the people who surround them, especially those at their service.  They are usually directors of small  organizations, they try to organize their organizations  as networks, instead of as hierarchical organizations, They try to have time to do all the things which are not directedly related to their work. Very seldom do they prefer their work to their children , nor they intend the others to do. It seems they have time to read books,  to think about  their work. Unlike men, this author says, women are more constant and they do not lose sight of perspective in the long run. If men consider work as the main goal of their lives women, however, consider work as just another element in their lives. That is why women organize the day trying to share  things, in a deliberate  daily process.

If these are the characteristics of women when they are leaders, then we should wonder what would happen if  the most important posts were at women’s hands. Some women affirm that  the pending revolution is women’s revolution and that if the values traditionally  associated to women were socially accepted wars,  the armaments industry and machismo, which usually dominates and shapes the power,  would not exist any longer. 

As opposed to this, some authors affirm that the examples of women  who exercise the power in the  modern world have not been examples of this type of exercise of the power, but that they have been  harder than men themselves.  And one example is Margaret Thather, to take an obvious example.

However,  we must understand that  in the modern society those women who get access to senior  posts  they have had to be harder than men themselves. To get these important posts women have had to socialise and  camouflage themselves in  a machist society, using  the same methods than those used by their competitors, men. 

“ Women sometimes adopt masculine models, models or patterns which society  sees as the more adequate ones  to  succeed in life. A firm, frank, direct woman is regarded as aggressive, filled with aspirations, which is not applied to the  men that show the same behaviour.  So we see that women, when they have senior posts, not only do they have to cause a rift between women but also they have to cut off their emotional side from men ” ( Coronel Llamas, 1996 ).

We also see that when women hold senior posts they suffer from critics which do not have a leg to stand on and which are used to discredit them , addressing to the most emotional “  I  ” than to the rational  “I ”  ( “ She is unwell ”, “ She has a fit ” ). This can also be seen when two women compete to get the senior posts in an organization, and this is usually seen as a question of jealousy, while in the case of men it is  seen as a struggle for power.

However,  through the legislation and the struggle of women  we are getting the better of it and  we see it as something  normal. This will allow   women to  change their style of exercising the power in the organizations.

“ In the  modern world,  with turbulent,  changeable environments, which are the predominant ones in developed societies,  it is indispensable  a less formal and a  more flexible structure. We had to replace the underlying  military ideology by an “ ecological ” one, emphasising the importance of plea between things and people. Because of it we can say that women can become better directives than men due to their experience of  active  implication  in the domestic environment, which provides them with a wide experience to deal with conflicts, to teach, to guide, to give information , to negotiate for contradictory demands.” ( Kaufmann, 1996, 186 ).

But for women to be able to exercise  an  alternative leadership  there is still another hidden danger to solve: the access of them to the same  senior posts. If feminine leadership complies with all the expectations of what positive leadership should be, as experts say, why the important posts are always held by men ?.  Such as statistics show, in a northern society as the present one, where men and women have equal protection of the law,  it seems a contradiction that parity of the exercising of the power does not really exist  in all the organizations and institutions of society. This is especially meaningful in all the educational organizations, where  there are more women than men and yet the proportion of women  to men in senior posts is small. 

Because of this we have to ask ourselves a previous  question  to the possibility of this type of direction of leadership as an alternative. Why are there few women in senior posts ?. In other words, what makes it difficult for women to hold senior posts or to be leaders in educational organizations?.

The Access of Women to Governance.

We have centred on analysing the access of women to posts of direction in the educational organizations because it is the environment we are involved in and one of the contexts which we consider more relevant  to this study. We think a great number of women work in this profession in comparison with the number of men, above all in nursery education and  in primary education. As opposed to this, the  figure that official statistics show are persistent year after year: the number of women who hold senior posts in educational centres is slightly less than the number which corresponds  in proportion to their presence in this profession.

In Castilla y León
 there are 18.746 teachers in all in nursery education, in  primary education and in special education  in the whole community, out of whom 12.853 are women. In León, the province on which  we have centred our research works, the total number of teachers that work in the same levels amounts to 3.470  , out of whom 2.470 are women. The percentage of headmasters who are men in  the province León
is 60,91% and 39,08% are women. Although this percentage is different depending on the level we are analysing: the higher the level the less the proportion of women who hold senior posts.

Not only is it more frequent to find men as headmasters in the higher levels of the educational system ( as opposed to primary education and nursery education ), but also we find them in bigger centres, with more students and teachers. In fact, the greatest number of  headmistresses in León  concentrates in primary schools  and in nursery schools whose dimensions are  reduced  ( we only found one headmistress of a school with 615 students and another headmistress  in a school with 327 ).

These figures seem to  be the same in all the Spanish territory.  In the research done  by Gairín and Villa ( 1999, 62-63 ) on the governing bodies of the schools
, most of the time  the posts as headmasters are held by men   ( 58% ) and in   a lower  percentage by women ( 42% ). When we analyse it  depending on the type of school and the level there are some differences as to the kind of person that takes up the post as a headmaster depending on the level. In private schools the percentage of women holding  posts in the governing body in primary schools prevails ( 61’5% ), while it is the opposite in secondary schools ( just  33’3% )  It is the same proportion  in  public schools. In public schools the percentage of women   who are headmistresses  in primary education is lower than in private schools ( 46’2 % )  and in secondary schools the predominance of men as headmasters  is overwhelming ( 72’7% ).  In the 80s Ball ( 1989 ) already denounced  it when he saw that women are  seriously withdrawn support as to their struggle to get the masculine domain in the schools, although some teachers deny it.

The size of the schools seems to be associated with their  social image of power, with the difficulty of the task and with the level of fight and competence for the access to senior posts in big centres. In this sense we can confirm that not only there are not women holding posts as headmistresses  in big schools or in secondary schools but also the executive posts are still under men’s control.

Thus it seems that women are headmistresses especially in primary schools and in small centres. Some authors ( Coronel, Moreno y Padilla, 1999 ) say this is due to the  more and more unpopularity of these types of posts. Since men tend to compete  for the most prestigious and lucrative professions,  they are getting rid of  rubbish jobs ( in this case , in primary schools and in nursery schools ). It is the so called  “ burnt land policy ” ( women take what men get rid of ).

However, as these authors point out quoting Prichard and Deem ( 1999 ), we have to be critical with the increase of the participation of women  with posts in the governing body in intermediate education, in part because they consider that  the main reasons are their better adaptability to the new requirements which try to find a more flexible and less bureaucratic governancein order to reorganise  public services. 

Despite these facts, the truth is that the number of women  as headmistresses  is far less than it should be in proportion. There are several reasons for it , which we can argue  about in our research work.

The first  historical, social and cultural reason  does not have nothing to do with the world of education only but  it can also be applied to all the professional fields: social customs which become norms  to which we think we have to adapt ourselves in order not to stand out. The function of women has been reduced to  the domestic  chores, so when women form a part of the working, public  world  they find many difficulties not only at a personal level but at a familiar level and at the sociocultural level as well ( the organizations ).

According to Nicolson ( 1977 ), the woman who gets senior posts  the problems and the tension will probably increase , not only due to the pression of the opinion of those closest to her ( her family, her partner ) but  because of  influence of the support nets at a psychological and a practical level ( other women, friends,... ). The traditional conception in these two ambits will oblige her to reduce her obligations  within the limits of the private ambit.

Besides this ideological influences are very important as they cause negative  psychological consequences on women, in function of what society expect of them as mothers, wives,... which tends to add anxiety state, because they feel they have abandoned their children.

We have to remember that socially it is not well seen that women give more importance to their professional success than to the role they have had to assume: motherhood. Consequently the society defines masculinity as independence and autonomy.  Being women means collaboration, dependence, maternal attitude.

An example of this is the fact that it is unlikely for women holding senior posts to have children than men in the same position, because while form firms a married man is considered to be something good, which means stability, a married woman with children is regarded as a burden- maternity leaves, hours devoted to work, priority in the decisions, etc.-, which is adopted by women themselves and seen as  a handicap in their professional life. 

In the  research that we have done in 2001 with 33 headmistresses, 98 headmasters and 291 teachers in the province of León, one of the reasons given not to have senior posts are the family responsibilities. It is significant that, out of all the men .​.,family responsibilities. Some of them affirmed that “ it is an advantage not to have children or family    responsibilities  and so you are tied up and you cannot fill your post as headmistress in the case of women ”, while men do not  consider it as something which conditions you.

If we take into account this and their  marital status, we have been able to confirm that if we add the number of women who hold the post as headmistresses and who are single and without children, the result is that around 18% of the headmistresses have less family responsibilities than their colleagues who are headmasters ( just 4,6% ). This shows that there is a social, implicit consensus that implies that women  family responsibilities  are more likely to develop their work as headmistresses.

“ The women who have been brought up to give more importance to their needs than to the needs of the others  feel guiltier for defending their own  professional interests and needs. Not only do they have to demonstrate their professionalism but also they have to defend from the intentions of other people of disregarding  them  ,as well as from the opinions that the others have of their priorities. So, it is not only what they have had to do at a professional level to demonstrate their capacity but what they have had to face to get it, the obstacles they find in the fronts. ” ( Coronel Llamas,  1996 ).

It is funny that in this  research work men say that their  devotion to their posts as headmasters does  affect them to their family responsibilities, meaning that it prevents them from doing their duties. This seems to be contradictory to most research works and treatises on this subject. We do consider that women have to   do the two tasks, the professional one and the familiar one and when they have access to posts in the governing body  they question if they can keep the compatibility, as they cannot give it up. Consequently men seem to feel guiltier in this sense, as they are aware of the fact that being headmasters stops them from taking care of their family and their house, “ venting their anger on their partner.” We should also consider the fact that they “ justify ” the fact that they take less care of the  family responsibilities and of their personal time outside the school, depending on the duties of the post. 

A second reason is related to the fact that the concept of management and leadership has been traditionally related to an individualistic, hierarchical approach.  The model and the reference for this vision is in most cases the industrial organisation. It is a style that evaluates the running of the school only in relation to the results. The headmaster/headmistress turns into a director of the organisation.. Essentially it is a masculine  model. In fact, the features traditionally related to it have been those  which are typical of men ( determination, self-confidence, strength,... ) . As Santos Guerra  ( 2000 ) says, the aim of running  schools has always been identified with the person who has to guarantee order, so the conception of authority has to do with power rather than with education. “ The vision of being a headmaster which is based on strength, imposition, control ; this culture considers these characteristics to be typical of men .”  ( 61 )

The problem is that this, in principle, seems to be a problem we should get rid of our organisations, just as recent research works point out, tending to  models of shared leadership, and yet this is the model present in our schools today, as our research  work shows in León. That is why we think that senior posts in our schools is still an unattractive post for women in general and for those men whowish a shared leadership. 

As we have seen the style of feminine leadership is collaborative, open, democratic. Women are not identified with the word leader. Women do not seek professional success. However, women do take senior posts if they imply dialogue, negotiation, group work, emotional intelligence,...So it is not good for women to hold a post which implies to adopt a role of hierarchical authority, which tends to spoil the friendly atmosphere between their mates and sometimes distance and affective rows.

This can be seen in the percentage of headmasters/headmistresses that have pulled strings to get their appointments
: in public schools just 60% of the headmasters and 59% in secondary schools were elected by the Board of Governors. 40% and 41% were appointed by the Local Education Authority. In the case of the province of León, the percentage is higher in the case of headmistresses:45’45% are appointed by the Local Education Authority. 

We think it is significant the fact that in the case of women just a very low percentage made the decision of applying for  the post by themselves ( 21’21%  as opposed to 41’53%, that is, almost the double ). In most of the cases they were encouraged to apply for the posts by mates. This made us to consider if this can be the third reason  why the percentage of women in senior posts in education is lower.

This is one of the basic differences in the access of women to senior posts in educational  organisations. They usually see it as service to the educational community, as a personal option with a view to improve the organisation. This conception of work means a vision of wanting to be in the centre of the organisation, while men intend to be at the top of the company, to have power and institutional representation.

This attitude is related to the development of an intense rationality based mainly on competitiveness. Men, during their process of socialisation, are usually taught to win  and to think that this is above other personal bonds. The emphasis is on the professional  “success ” , which implies the time devoted to their families is not very long and their houses are “ branches  ”  where they do extra work, when they do not have the time to do it at work. 

In the research work we have found out that men are the ones who announce their candidacy to be headmasters in the schools. They are the most interested  in getting the post. So it seems that the struggle for power is more explicit in men. When women announce their candidature for this important post there is not another candidate, as opposed to men who in the 81’49% of the cases have several opponents. Besides this, we have seen that women give much less importance to the remuneration or the less amount of work, and that they take into account their personal satisfaction and the experience they gain.

A fourth reason has to do with the preconceptions about how women and men exercise the post, giving for granted that women do it worse than men, as they are more accustomed to exercise power. We have confirmed it with the results of our research work done in León, where 21% of the teachers in public opinion polls affirm that people discriminate women in favour of men to get a senior post because “ they take it for granted that men are far better .”

On the other hand men are thought to have more advantages to get and exercise the post as headmasters and women are said not to have any advantage. The three advantages of men are: “ more credibility  on the part of the teachers ”; “ more respect and even more fear when they have to argue  with men, so the teachers are more reliable ”; “ men  impose their authority more easily, in the eyes of the students and of the teachers themselves. ”  14% of the  woman teachers also affirm that other reasons of their discrimination  on grounds  of sex is that “ they rely more on men  to make decisions ”,  “ women are considered to be less self-confident when they have to take on responsibilities ” and “ people obey orders or accept a correction if it is of a headmaster ”
.

“ When a man does badly his job as a headmaster it is usually put it down  to his incompetence, to his irresponsibility or to problems that make it impossible for him  to do a good job. When it is a headmistress, the cause of the bad running is put down to her condition of woman. ( ... ) We start from low expectations of their families and of their environment, of a different pressure on them and of different  valuations in the case they want to get something so logical and legitimate for their man mates.” ( Santos Guerra, 2000, 62 ).

Consequently we can deduce that the stereotypes and the  prejudices so deep-rooted in the collective subconscious against the behaviour of both sexes in situations of power are kept: “ some especially negative  stereotypes for the exercise of it are applied to women. Women are considered to be hysterical people, tactless, fragile, easily frightened ...” ( Santos Guerra, 2000, 62 ). There still are stereotypes about men and women; they cannot work together, they do not rely on each other, they “ criticize  each other unmercifully ”, etc. But as Nicolson ( 1997, 196 ) says, “ it is the masculine perspective ,  which thinks women cannot work together ”. This refers to the internal discrimination, the cultural discrimination, the way we limit ourselves from a cultural tradition which marks us and limits us.

The fifth reason is the lack of identification models of women in power who exercise the power with different characteristics to those of men and which are models for other women. As Santos Guerra points out, “ the processes of socialisation are a very important  thing in this institution, so established in patterns of cultural  behaviour. Women have been traditionally excluded  from senior posts ”. ( 2000, 61 ).

In the research work, when people discussed in groups about headmasters and the participants were asked to describe the kind of person they were thinking of, most of them agreed to identify  a man,  assuming the image of the headmaster as masculine models. As we have seen, the features and the characteristics associated to leaders are in agreement with those traditionally associated to men.

In addition to this, this lack of identification models of women can also be seen in the fact that a great majority of the headmasters had been  heads of study ( 67% ), as opposed to the headmistresses, out  of whom only 36% had been heads of study before being a headmistress. This shows that it is important the training to be able to exercise a senior post. As a teacher is  a member of the  governing body and he knows his functions and he gets rid of the fear, it will be more likely for him to hold the post again. This is important for women, as if they do not train in the participation of these posts, the access to them will be more and more difficult. This is one of the obstacles that we confirm in this research work. The training in making decisions, in organising, in speaking in public, etc., are fundamental  things to exercise senior posts, where women have been far less trained than men.

The post of the governing body women have held most is  that of  secretary ( 42% ) as opposed to 36% of the headmasters who had been secretaries. It seems that there still exists the traditional correlation of subordination of women in the organisational field, related to posts as secretaries rather than .

There is an European governing body that promotes equality and establishes that the access to senior posts in the sectors where women outnumber men, women have to have priority over men if they have the same qualifications.

This lack of identification models can easily be seen in the traditional use of the language. In fact the language itself which denies the possibility of identification as  we cannot use feminine words for some posts. It is amazing that in this profession  where the prevailing model should be ahead of these differences or discriminatory  connotations on the grounds of sex, we still use  masculine terms to refer to masculine posts even though they are held by women.

This is something very common in most of the research works on governance and leadership. Implicitly or explicitly the use of the language always refers to men. In the same way most of the treatises  are generally written using the masculine gender, and the context it creates leads us to think that the people who will hold the posts are men.  Consequently, the first research works on leadership tried to study the personality of the leader through the analysis of historical characters who turned to be leaders, trying to find out the characteristics that only few people have. This tendency was called “ big men theory ”. It seems it was unthinkable to exist “ big  women ”.

“ The educational institutions, although mixed, can be qualified as androcentric organisations. The definition of the school reflects the values and the meanings of the men culture. The language and the structure of education are predominantly  modelled by  patriarchy ” ( Santos Guerra, 2000, 56 ). 

Another interesting fact  as a  result of our research work and that we can consider as the sixth reason refers to the conviction that nowadays there is not discrimination  by a vast majority of the society. Although 60% of the headmistresses  who were polled and 52% of the teachers did consider that most of the teachers who are elected are men, just 30% of them affirm that there is a sex discrimination. In the case of the headmasters 30% of them affirm that people do vote men for  the senior posts. So we  wonder   how people can have such a conviction when the facts, as we have seen, refute it. How can people not be aware of a fact that is so evident ?.

The deep-rooted conviction that we all are equal explains the difficulty of the  access of women to senior posts because of personality problems. According to Faludi ( 1992 ) we all receive the message that we are equal, that this struggle has been won. This means that the brainwashing we are bombarded by every day has sank in. We all have shared schools, we have been brought up together, men and women. The legislation also has equality of rights for men and for women. So if anything goes wrong it is because of the unsuitability of women. It is not a question   that women do not want to, but that they are not suitable for it ( Eguskiza, 1996 ).    

We are in such a patriarchal society that it does not allow us to think of a society on an equal basis. There are not experiences, referents or traditions which show us what a society organised  in a parity of treatment would be like. We tend to deny the realities that do not adjust to the conceptions we that consider  they must exist. At the end we see what we want to see. The arguments and the reasons which  both headmasters and headmistresses give confirm that this patriarchal tradition keeps the conscience from not discriminating indirectly, culturally, and this is the environment we, men and women,  are brought up. It is the weight of  the culture.

This will be the same for ever, as even in the arguments given by men and women they point out that there already  are  women in the managing board and that if there are few that is because they do no want. This is what Santos Guerra ( 2000 ) calls “ the myth of the exception ”:

“ as an eliminating element of conflict “ the myth of the exception ” is  presented: if some women have been and are headmistresses, why hasn’t the rest of them been able to ?.  A  misleading argument which is frequently used to deny  discrimination ”. ( 55 ) 

It seems so that people do not want to investigate the structural causes.  We do not want to go deeply into the implicit mechanisms of the organisation and running of the institutions which generate  structures that are unfair on participation.  It is easier to put it down to personal reasons, individual problems.  We have reached equality, but it is women who do not want to be members of the governing  body. They have another priorities, they care for their family, their home,etc.

These explanations are the individualistic psicologilasition of the problems that go through the young generations and that stop them from struggling in order to get another way of managing and of being leaders in the organisations. We have been convinced that there is not another way of managing and now we see it as something natural.

The seventh reason refers to the low self-esteem that has been traditionally inculcated in women with regard to the exercise of power. This has to do with the perceptions we have about the governing tasks and about the way these perceptions affect us when we decide to participate or not, to “ collaborate ” or not. These perceptions have a lot to do with the idea of power which is associated to them and to the relation women have had with power lately. This has been studied in companies where women considered that their bosses would respect them less that other men in managerial posts. This preventive  measure  because of the possible response of the members of the organisation to the exercise of power by women has caused a “ VICIOUS CIRCLE ” where women have been less self-confident when exercising  leadership.

However, in the field of education the low self-esteem of women in the exercise of power does not seem to be a problem. In the research work we have found out that there are more headmistresses ( 27% ) who think high of themselves as headmistresses, as opposed to 15%  of headmasters who regard themselves as good headmasters. This implies that women tend to value their work positively and to have a high self-esteem with respect to their work and that it is before they get  the post when we detect more problems of self-esteem associated to cultural  and social prejudices that are very deep-rooted in the population and consequently in women themselves. 

Despite all this, we cannot but point out that women feel far more criticised  and questioned than men. In this sense it seems that women who get senior posts they feel more controlled, their mistakes are given more importance and they are usually put it down to the fact of being women  or to any characteristic traditionally associated to the condition of being a woman.In fact 18% of the polled women consider that people demand more of them to get senior posts.It is also important to point out that, in this sense, almost a quarter part of the headmistresses affirm the orders or the corrections of men are better accepted, so to exercise power is a constant struggle to demonstrate that women have authority. Headmistresses recognise more easily that they ask for help and professional advise . The funny thing is that 9% of them ask preferably men for help, while headmasters do not affirm that they ask another man for help.

We can finish with a sentence said by a headmistress : “ in general, only the masculine model is accepted and valued in senior posts, while the normal way women exercise power ( consensus, dialogue, different points of view )is seen as a sign of insecurity and weakness. But the works carried out from a sex perspective recognise that women have more communicative and social abilities, abilities more suitable for democratic organisations.

So we must wonder again if another education would be possible if women exercised power in the educational organisations.

If we consider that women tend to have a  kind of leadership where consensus, collaboration, participation and understanding are given more importance, where communication, dialogue, group work is fostered, how is it possible that there are so few women elected by their colleagues ?. Or is it that at bottom what we want is a headmaster who orders and  imposes discipline with personal authority which allows us to loaf around without taking risks or making decisions, fighting a rearguard action ?.

For it it is necessary  to go on researching in order to widen the perspective of the studies centred on this field.  This implies to study and understand the role of women and men in the educational organisations. I t is also necessary to work with women just to find out what they do in senior posts and to know their conquest, their acquisition and the generation of power. We cannot let masculine values and ideology prevail in the organisational theory, and because of it the aspects related  to the female sex are kept in the background. It is necessary for sex to be taken into account when explaining the structure of an entity.

The sex perspective has given clear prove of the need to progress towards a vision of schools in its entirety, as democratic communities.

The century it has just started  opens the door to new conquests for the equality of women. In the preceding decades  people recognised the rights of women as a part of human rights, in the sense that there is not discrimination on the grounds of sex. The principle of equality from a legal point of view has generated important changes in the rights of women and in their chances to have access to several social  spheres.

This legal equality will not be real without the explicit support of policies that develop plans which can guarantee or foster the access of women to several areas of power on an equal basis. But women, as several authors point out, do not take part in power, whether  an economical or political power, and the access to senior posts are still full  of obstacles and even forbidden for women, as we have seen before. However, at the same time as we confirm this we are aware of the fact that taking part in power  is a prerequisite  to build a more real democracy.

Just analysing the existing information on this subject and contrasting it with the materials used in the research work we have reached the conclusion that women  can participate actively and critically in education but in an effort to overcome cultural and social barriers, which stops us from having access to  posts in the governing body.  By breaking down this kind of barriers we will get educational organisations to consider the person as important individuals  and we will also get them to be formed by integral  human beings, which is one of the most important aims for women and men alike, and in general for our society.

Taking into account this kind of leadership women do seem to have a very important role not only in order to hold it in a more suitable  way but also to teach men how to develop a kind of leadership where collaboration, consensus, dialogue and participation are vital. The future of education is in our hands and we cannot miss this opportunity.

_________________________
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