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Whether there are innately female leadership
styles...is not really the right question. It is
more important to ask why there has been so
little attention paid to women leaders over
the years as well as why the styles of leading
more often exhibited by women are
particularly useful at this critical moment in
history.

Charlotte Bunch
We dedicate this book to girls who strive to
become leaders.



Preface

No country can ever truly flourish if it stifles the potential of its
women and deprives itself of the contributions of half of its
citizens.

Michelle Obama

You have to look at leadership through the eyes of the followers
and you have to live the message. What I have learned is that
people become motivated when you guide them to the source of
their own power and when you make heroes out of employees
who personify what you want to see in the organization.

Anita Roddick

Leadership is not about a title or a designation. It’s about
impact, influence and inspiration. Impact involves getting
results, influence is about spreading the passion you have for
your work, and you have to inspire team-mates and customers.
Robin S. Sharma

In 1982, Ann Hopkins, a senior manager in Price Waterhouse’s Office of
Government Services, was being considered for Partnership in the firm. She was 1
of 88 candidates for this position and was the sole woman candidate. She received
high praise from other partners, yet her candidacy was put on indefinite hold. Ms.
Hopkins eventually resigned and sued Price Waterhouse for sex discrimination, in
which she argued that her lack of promotion followed pressure for her to walk,
dress, talk, and act more “femininely” (Levit, 1998). Her case reached the United
States Supreme Court, which ruled 6-3 that Price Waterhouse discriminated against
Ms. Hopkins based on sex stereotypes. As Justice Brennan wrote: “An employer
who objects to aggressiveness in women but whose positions require this trait places
women in an intolerable and impermissible Catch-22: out of a job if they behave
aggressively and out of a job if they don’t” (Price Waterhouse v. Hopkins, 490).

Swartz (2017) noted that women leaders have faced obstacles during three peri-
ods in modern history:

1. The Concrete Wall of the pre-1970s: Discrimination against women in the work-
place was common. In certain categories of work, women could legally be denied
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employment if they were pregnant and unmarried; they were discriminated
against when they wanted to open a credit account, or they needed their husband’s
or father’s permission. Ivy League schools and social clubs could legally deny
women access because of their biological sex.

2. The Glass Ceiling Period of the 1970s to 2000s: Significant social changes were
undertaken as part of the Civil Rights Movement; the feminist era provided a
sense of what was possible in terms of careers; women streamed into higher
education, and this led to the phenomenon of US women today earning more
undergraduate degrees than their male counterparts. The areas where women lag
men in terms of numbers of students completing degrees are engineering and the
sciences. But even here progress is rapidly being made.

3. The Labyrinth Period of the 2000s to today: Today we know that some women
have made it through. There are still many, many barriers to break down. But,
there are good examples and role models that we can look up to and aspire to
emulate, beginning with Sallie Krawcheck, CEO of Ellevest.

Current research still reports managers and leaders being thought of as “male”
rather than “female” (Cook & Glass, 2013; Swartz, 2017). Furthermore, women
receive lower recognition and economic rewards for their work than men, as well as
lower prestige, less knowledge, and less expertise. Accepted stereotypes depict
men, not women, as having the necessary skills for leadership positions. These ste-
reotypes continue to persist despite the fact that gender differences are not found in
leadership ability (Bongiorno, Bain, & David, 2013; Hoyt, 2010; Petersen, 2016;
Swartz, 2017).

In addition, research still suggests that individuals devalue women’s leadership
style when compared to the identical performance of men. This finding has held true
since the 1960s. Deaux and Emswiller (1974) observed that equivalent perfor-
mances by women and men are not explained by the same attributions. Performance
by a man is attributed to skill; the identical performance by a woman is attributed to
luck. When women’s performance is judged by a noted authority to be superior,
their performance is seen as valued. Therefore, women need to have authorities,
especially men, to increase the value of her work and, by extension, of themselves
(Hoyt, 2010; Swartz, 2017).

Eagly and Karau (2002) also noted that there is an incongruity between agentic
leadership and femininity. Women are perceived as ineffective as leaders no matter
what leadership style they use (Bongiorno et al., 2013). When women engage in
behaviors stereotypically linked to men (e.g., leadership), they are not perceived
similarly to men and are often evaluated more negatively than when conforming to
stereotypes of women (Doyle & Paludi, 1998): According to Heilman, Wallen,
Fuchs, and Tamkins (2004):

The mere recognition that a woman has achieved success on a traditionally male task pro-

duces inferences that she has engaged in counternormative behavior and therefore causes
similarly negative consequences.” (p. 3)
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Women will thus be perceived negatively since they are engaging in “unfemi-
nine” behavior, referred to as the “double bind” (Denmark et al., 2008), identical to
Justice Brennan’s comment relating to a Catch-22 for women leaders.

According to Catalyst (2016), in the United States, 51.5% of women held man-
agement and leadership positions and 5.8% of CEO positions. In addition, women
comprised 20.2% of board seats of the Fortune 500 in 2016. African-American
women made up 7.9% of the board seats on the Fortune 500 that same year.

With respect to women leaders in politics, currently 21% of US Senators are
women and 19.3% of US House of Representatives are women (Center for American
Women and Politics, 2017). During the 2016 political campaign for President,
Twitter received several comments about candidate Hillary Clinton:

Madeline Albright: Hillary Clinton is smart, caring and determined. She is going to be an
outstanding president!

Ken Rayner: Assumably (sic) Bill would take on the role of “first gentleman” then. Wonder
how he’ll dress.

Alan R. Dobson: Monica Lewinsky’s ex-boyfriend’s wife announces she’s running for
president in 2016.

Jeb Bush: We must do better than Hillary. If you’re committed to stopping her, add your
name now.

Thomas Woodrow Wilson: She’s got the trustworthiness of Nixon and the warmth of an
Easy Bake Oven.

As Paludi (2016) noted: when Hillary Clinton ran for President the first time in
2007, comments about a “woman President” also received media attention.
Examples from a CNN.com poll (July 24, 2007) and You Tube (January 21, 2007;
March 5, 2007) reported the following:

“Hillary Clinton needs to wear a dress or skirt now and then.

Her always making public appearances in pants gives a sense she is trying to “fit in”” with
the boys, which is never going to be the case.”

“Hillary is cute. Those are her qualifications for prez.”

“It'll be nice to have a woman president but you know white america won't let her.”
“Women, above all, should reject hillary. Missus clinton is the biggest misogynist of all.”
“...hillary clinton running must be a joke! a woman for president! HA! now thats a joke.

Pew Research Center (2015) noted that their survey on women and leadership
indicated that the majority of individuals in the United States believe women are
“indistinguishable” from men on leadership traits, e.g., intelligence and capacity for
Innovation, and stronger than men on compassion and organization. Pew noted that
four in ten survey respondents identified a double standard for women seeking lead-
ership positions, “where they have to do more than their male counterparts to prove
themselves” (p. 1). In addition, these same respondents reported doubt about
whether a woman with leadership aspirations is better off having children early in
her career or waiting until she is established as a leader. Twenty-two percent of
respondents indicated the best option would be for women leaders not have
children.

Furthermore, the White House Project (reported in Wisconsin Women’s Council,
2007) noted that women seeking office do not receive “the benefit of the doubt”
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from voters to the same degree as men candidates. Women’s use of personal biogra-
phies in their campaigns are scrutinized by voters, especially by men. Voters recom-
mend that women political candidates avoid appearing too glamorous or too casual
in their campaign material and personal appearances since both are perceived to
undermine women candidates’ credibility. Paludi (2016) noted that voters are also
more likely to vote for women candidates when their platform involves taxes, the
economy and crime. Women candidates place higher priority on equity issues and
rights for women and children. In addition, women introduce most legislation deal-
ing with women’s issues (Paludi, 2016). It is important to note that once elected,
women perform as well as men (Lawless & Fox, 2005).

Findings from this research highlight the necessity that work be continued to
eradicate gender disparities in political office holding. In addition, media represen-
tation of women candidates and office holders has typically not been equitable
(Bligh, Schlehoffer, Casad, & Gaftney, 2011; Wisconsin Women’s Council, 2007).
The White House Project (quoted in Wisconsin Women’s Council, 2007) found in
their research on six 1998 executive campaigns for positions of governor and attor-
ney general:

1. Journalists were more likely to discuss personal characteristics of women candi-
dates than of men (similar to the portrayal of Ms. Hopkins).
2. Unlike men, women candidates’ age, marital status, family and children were
covered by journalists.
. Men received more coverage on their campaign platforms than did women.
4. Women incumbents received similar sexist coverage as women who were seek-
ing office for the first time.

(O8]

Bligh et al. (2011) reported that media has an influence on individuals’ judg-
ments of women politicians’ likability, what is referred to as the “competent but
cold” effect. Despite enormous progress in alerting women and men to these stereo-
typical portrayals, there is little debate that gender inequities continue to plague US
political elections as they do in selecting women leaders in business and in the
academy. Thomsen (2015) noted that the percentage of Democratic women in
Congress has increased since the 1980s. However, the percentage of Republican
women has stayed relatively the same. Thomsen (2015) has interpreted these statis-
tics as indicating that Republican women have typically been to the left of their
male counterparts in their political ideology and therefore not in conformity with
Republican ideology.

Social stigma can explain these inequities. Social stigma is a devalued social
identity that is socially discrediting; it prevents individuals from being fully accepted
(Goffman, 1963). Social stigma brands individuals with an unwanted label or set of
traits that remains with the individuals (Paludi, 2016). These labels or traits are typi-
cally negative and can lead to forms of social rejection, harassment, bullying and
discrimination (Crocker, Major, & Steele, 1998). Eagly and Carli (2003), Paludi
(2016), and Swartz (2017) reported that it is common for women to encounter dis-
criminatory behaviors when in situations that are male-dominated (like politics and
business) and when there are male-evaluators (like male voters and male senior
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partners). While the research suggests no modifications to this gender gap until
cultural change is achieved, there are several immediate responses (Anderson et al.,
2015; Lawless & Fox, 2005; Wisconsin Women’s Council, 2007) including raising
awareness about gender gaps through effective training programs. This volume
aims to do just that.

Studies suggest women leaders embrace the following values in their work:
inclusion, honesty, nurturance, participation, collaboration, communication and
gender and race equity. For example, research conducted by two consulting firms,
Caliper and Aurora (2005), reported that women leaders:

Are more persuasive than their male counterparts.

Learn from adversity and carry on with an “I’ll show you” attitude.

Demonstrate an inclusive, team-building leadership style of problem solving and decision
making.

Are likely to ignore rules and take risks.

Rodgers-Healey (2003) surveyed 193 women leaders and asked the following questions:
Do you believe that a woman can be as good a leader as a man?

Do you feel that women in a work and personal setting help each other become leaders?
What is your vision as a leader?

What forms of support do you need to make this possible?

Paludi (2016) noted that the majority of women in this research defined leader-
ship in terms of listening, empowering others, being collaborative, facilitating
change, mentoring others and being effective communicators. In addition, most of
the women indicated that encouragement, equality and the presence of role models
are necessary in order to achieve their visions of being good leaders.

Eagly, Johannesen-Schmidt, and van Engen (2003) further noted that for women,
an effective leadership style is transformational, a style that incorporates empower-
ment, ethics, inclusiveness, nurturance, encouraging innovation and social justice.
Thus, transformational leadership describes leaders who “motivate subordinates to
transcend their own self-interests for the good of the group or organization” (Powell,
Butterfield, & Bartol, 2008, p. 159). Burns (1978) described transformational lead-
ership as occurring “...when one or more persons engage with others in such a way
that leaders and followers raise one another to higher levels of motivation and
morality...transforming leadership ultimately becomes moral in that it raises the
level of human conduct and ethical aspirations of both the leader and led, and thus,
has a transforming effect on both.”

In contrast, transactional leaders form exchange relationships through using
rewards and punishment as incentives for employee performance. Transactional
leadership is associated with aggression (Powell et al., 2008). According to Duff-
McCall and Schweinle (2008), a transactional leadership “...suits the masculine
social interaction and leadership style, because men internalize the male gender
role, which supports an agentic desire for competition, aggression, and assertion”
(p.- 90). Thus, transactional leadership rewards competition, aggression and an
authoritarian managerial style (Eagly & Johannesen-Schmidt, 2001). Eagly et al.
(2003) found women score higher than men on only one aspect of transactional
leadership that is related to positive outcomes: rewarding their employees for good
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performance. Thus, women who are transformational leaders exhibit their caring
and nurturing toward employees through praise and other forms of rewards.

The research on transformational leadership styles would predict that women,
who are more likely to use this style should not face any barriers to becoming lead-
ers. However, women experience significant barriers, including dealing with gate-
keepers, pay inequity, lack of work/life integration and harassment/discrimination,
which keep them from reaching their full potential as leaders. Eagly and Karau
(2002) and Swartz (2017) noted that there is an incongruity between agentic leader-
ship and femininity.

Jandeska and Kraimer (2005) found that most organizations are structured by
traditional and stereotypical masculine culture which values and rewards men who
exhibit these stereotypical traits more so than women. Women struggle to find their
place within these organizations. According to Jandeska and Kraimer (2005):

This “code of conduct” in masculine cultures, while recognizable to males, can be com-
pletely alien to females and thus would be considered less hospitable towards women’s
careers. For example, an “old-boy network” excludes women from centers of influence and
valuable sources of information, often trivializing or ignoring their contributions. (p. 465)

Jandeska and Kraimer (2005) further found that collective organizational cul-
tures exist that reward more stereotypic feminine behaviors. These collectivistic
cultures focus on cooperation and empowerment. They are conducive to women
being more satisfied with their careers and more engaged to the organization’s suc-
cess. As Jandeska and Kraimer (2005) noted:

Even women in senior roles in large corporations find themselves “on the outside looking
in” when it comes to information sharing and access to the inner circle, where decisions are
made.... Women characterize such a culture as exclusionary and claim that upper manage-
ment often lacks awareness of the barriers it creates to women’s assimilation and advance-
ment. (p. 465)

Yoder (2001) also noted that a transformational leadership style would be per-
ceived as effective in “a congenial setting,” one in which empowering and nurturing
subordinates is valued. Denmark et al. (2008) further suggested that organizations
must be supportive of transformational leadership “...by legitimizing and encourag-
ing women leaders and by ensuring that the male/female ratio of employees is not
skewed in favor of male employees” (p. 38).

Margaret Chesney (2007) once quipped with regard to women and leadership:
“The ceiling is breaking—but watch out for falling glass.” Nevertheless, the break-
ing up of the glass ceiling, is still slow, and this has led Eagly and Carli (2007) to
create a more updated metaphor—the labyrinth. This metaphor captures the multi-
ple complex challenges, false starts, and barriers that women encounter as they
navigate the lanes to leadership victories in the twenty-first century. It is our hope
that this book serves as a (wo)mentor for women aspiring to become leaders. We
echo the sentiment of Denmark et al. (2008) who recommend the following to
empower women to become leaders:

...women should band together and actively participate in groups that unite women.
Whether this be a union or a group of women within a department, it has been through this
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action of uniting and supporting that women have made progress in the past and which
provides a key to progress in the future’ (p. 54).

This book on women and leadership features scholarly research about work envi-
ronments that welcome women leaders and those that served as gatekeepers, pre-
venting them from being leaders. Contributors discuss women leaders’ continued
struggle to break the glass ceiling, social stigma attached to women leaders, implicit
bias, sexism and racism in hiring and evaluating leaders in organizations. We take a
multicultural approach to women and leadership. We also offer readers resources on
women’s leadership institutes, organizations concerned with women and leadership
and global feminist leadership programs.

In addition, we feature personal accounts from women in organizations about
their experiences as leaders and with women leaders. This idiographic approach
(Paludi & Fankell-Hauser, 1986) to understanding women’s leadership styles and
experiences illustrates how women differ in the strength of their striving for achiev-
ing leadership and in the roles that elicit this striving. These personal accounts also
highlight organizational factors and personal factors that facilitated or hindered
women leaders’ career development. These personal accounts stimulate additional
research agendas on women and leadership that make women leaders central, not
marginal and visible, not invisible.

Albany, NY, USA Michele A. Paludi
New York, NY, USA Florence L. Denmark
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Turn Ah-Ha Moments into Pivotal Learning m®)

Joyce Henderson and Maryann Bastnagel

Some leaders are born women.

Geraldine Ferraro

Introduction

Many theories exist about women in leadership roles (as evidenced in the chapters
that are included in this book). From our own professional experiences, we believe
that continuous learning is essential as leaders in that, as Newport (2016) points out,
if you can’t learn, you can’t thrive. We believe this to be true not only in our own
lives but also in those of the women leaders we know, observed, and interviewed.
Further, we have come to realize that learning resulting in pivotal changes most
often begin with an ah-ha moment which serves as the catalyst or trigger. We have
noted, however, that many find evidence of the ah-ha moment being formed over
time and not fully recognized until the one moment when the realization is asserted.

We have observed that in order for the ah-ha moment to lead to a pivotal change
in our thinking, we need to embrace it, take time to critically reflect on it, and dia-
logue with another about it before it can be reflected as a change in our thinking and/
or behavior. Unfortunately, as the distractions in our abundantly connected and
plugged in world increase, we do not always take the time to face what the ah-ha
moment is telling us. When we do critically reflect and consider accepting the
changes, we are learning, thriving, and being at our best as leaders. Sometimes the
learning results in small changes but at times it is so significant that it can result in
transformational learning (Mezirow, 1991). We saw evidence of transformational
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learning in the examples of the women who participated in our interviews for this
chapter in the book which brings us to the major premises that we put forward in
this chapter which are threefold and include the following:

1. Pivotal learning begins with a realization that our thinking needs assessing which
can enhance our ability to thrive and lead in an even more effective manner.

2. We can foster an opportunity for pivotal learning for others. As one person in our
research stated, “if you want to change a person’s thinking on something, you
need to provide them with a new way of thinking.”

3. We must make the space for mindful critical thinking in our lives. We must unplug.

Methodology of Research and Underlying Theory

Our methodology was simple. We interviewed six women ranging in age from 30 to
70 of our own acquaintance, using a semi-structured interview approach (Bernard,
1988). We did not include all the experiences that were shared because they were so
plentiful. We also drew upon our own experiences as organizational leaders.

Graphic 1
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The knowledge for our study is informed by the work of Mezirow (1991) who
devoted his life’s research to what he referred to as transformative learning. In his
body of work, he found that the transformation in our ways of thinking begins with a
disorienting dilemma. For the purposes of this chapter, we refer to this as the ah-ha
moment which can manifest in what Mezirow (1991) named transformative learning.
We refer to this as a pivotal change (or learning) in our thinking or about our behavior.
Our research is also informed by Feslinger (1957) whose published theory of cogni-
tive dissonance is useful for our look at ah-ha moments because it helps us to under-
stand why while the changes that occur can be powerful in changing the whole order
for how we think, that change can also be painful and perhaps resisted or ignored.
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Mezirow (1991) explains the process (depicted in graphic 2) of how we change
our thinking, beliefs, and the way we see the world (and ourselves) in it. He explains
that the process typically begins with a trigger, followed by critical reflection, dis-
course with another (or others), and assimilating the new thinking into action.
Interestingly, his research began as he noticed his wife (after returning to college
after being a stay at home mom for a number of years), expressing new thoughts and
ideas (differing from her previous thinking) about roles she and other women could
take. This obvious change interested her husband and what followed was his life-
long research about the process for transformative learning. We briefly describe the
four segments of the process as follows.

Graphic 2

Trigger

The trigger for the ah-ha moment is at times a sudden experience but we have also
observed that, upon critical reflection of our past experiences, there exists a more
gradual or iterative process. In our recent interviews with women leaders we found
both. We heard about triggers coming from sudden experiences such as a 360-degree
feedback, attendance at professional conferences, workshops or seminars, board
meetings, conversations with mentors and coaches; and we also learned that in some
cases the inner voice or thoughts had been as one woman stated, remunerating, for
a long while. Another discovered the gradual or iterative thinking taking place only
after reading their personal blog or journal.
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Critical Reflection

The importance of critical reflection is explained by Mezirow (2011) as it requires a
hiatus in which to reassess one’s meaning perspectives and, if necessary, to transform
them. Critical reflection is not concerned with the how or the how-to of action, but with
the why, the reasons for and the consequences of what we do. We offer in the last seg-
ment of this chapter some suggestions for building the time for critical reflection into
our lives but we realize it is not easy given the many distractions and need to be con-
nected. In a Ted Talks presentation, Turkler (2008) stated that being so connected all
the time to our smartphones, email, and social media concerns her because she thinks
we are setting ourselves up for trouble in how we relate to each other, but also trouble
in how we relate to ourselves and our capacity for self-reflection. This propensity to
always be connected is highlighted in a recent study (Marshall, 2015) reporting that
the time individuals spent on smartphones consuming digital media increased by 90%
from 2013 to 2015 in the United States. All we have to do is look around at people
texting while walking down the street, sitting in meetings, standing in checkout lines,
at dinner tables, and unfortunately even while driving to realize how plugged in we are.

Discourse with Another

Most of the women in our interviews shared examples of their discourse with others
that was similar to the findings of other research (Henderson, 2001) revealing that
CEOs engaged in discourse at the Conference Board’s CEO Roundtable, with exec-
utive coaches, with a former professor from their graduate school program and a
trusted member of their board of directors. Mezirow (1991) shares that the individ-
ual with whom we have the discourse will be knowledgeable, not hold power over
or under us and be open to sharing their own perspectives with us. There must be
candor and truth.

Action

The action, referred to in the fourth portion of the process depicted in graphic 2, is as
unique as the individual. Action will typically manifest in how decisions are made,
how situations are approached, the roles that are taken on, or how we view ourselves
and our competencies. Others typically notice a difference in the individual’s conver-
sation, how they make decisions or respond to others. Following are examples of
pivotal changes of women leaders we interviewed. We have given the women ficti-
tious names in order to personalize them and their fantastic experiences.
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The Pivotal Learning Experiences

There are various scenarios when the ah-ha moment occurs. There are also various
responses to it (that is, what one does with the learning). This section shares exam-
ples of the when and the what (when it happened and what the individuals did that
resulted in some transformation).

Transitioning from Engineer to Manager

A woman leader in the field of information technology, Jane shared a pivotal moment
that provided the basis for a critical turning point in her career. Jane was one of a
small number of female engineers working in a hard core engineering division for
IBM in the 1980s. She led a team of approximately 20 systems programmers and
architects, mostly men, who were responsible for the successful development and
operation of hundreds of systems for IBM’s customers. Jane was invited to partici-
pate in a management development seminar for IBM’s high potential leaders, a pro-
gram that included individuals from the engineering discipline, as well as professionals
in sales, marketing, and customer account services. During the seminar, the facilita-
tor introduced a problem to the class, instructing them to analyze the problem and
develop options for its resolution. The group was divided into two teams, with the
engineers naturally gravitating toward one side of the room and the sales and market-
ing professionals moving to the opposite side. Jane joined the engineers, “My people”
as she recalled the event. However, Jane observed something as she sat with the
engineers and listened to the discussion about the problem. “The engineers quickly
decided on ‘the answer’ to the problem; they were very black and white in their think-
ing.” Jane said she realized that the engineers were missing other perspectives about
the problem. “They saw the problem in the same way we would see a ‘bug’in a com-
puter program; there was one answer to how to fix the problem.” Jane realized that
her passion about her work was in being able to see many sides to a problem. “/ was
more comfortable dealing within the shades of gray,” she said. As a result of this,
Jane approached her supervisor about moving to a management path vs. the engi-
neering path that was her predicted future. “He thought I was crazy. He reminded me
that Edgar Codd (the creator of IBM’s relational database technology, DB2) was my
hero.” Jane was persistent and made a point to network with women to establish
relationships in the area she wished to join. Reluctantly, Jane’s supervisor supported
the move, even helping Jane find her next opportunity within IBM. Jane transitioned
to account management, becoming one of the company’s first female executives to
lead a European market. She credits the ah-ha moment in the seminar as a key turning
point in her thinking about what it means to be a leader in the field of technology.
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Wait: When I Did Stop Being an Entrepreneur?

Similar to Jane, Bev experienced “an ah-ha moment” during a professional/net-
working event. A summa cum laude graduate from an Ivy League university with a
double major in Political Science and Psychology, Bev’s parents pressured her to
follow in their footsteps with a career as a tenured university professor. While con-
ducting the research that was intended for her doctoral thesis, Bev realized that there
was a business opportunity to consolidate and normalize the sources for the data she
was collecting. She drafted a 2-page business plan and approached one of the data
providers with her idea to create an industry data exchange.

Convincing her parents that she would abandon the idea after 1 year if it was not
successful, Bev left the world of academia, and with the support of a trusted friend
(who would later become her husband), launched a software company. Over the
next 4 years, the company would grow from a 2-person startup to an international
enterprise, with offices in London, San Francisco, and Washington, DC and approx-
imately 45 employees. Bev served as the CEO, growing the business through acqui-
sitions of companies that had potential to become competitors and others that
provided complementary services to the core product. Profits were consistently
plowed right back into the business and while Bev was rich on paper, she and her
family, which now included two children, lived very simply. At the beginning of her
fifth year as CEO of this growth business and the exhausting pace of work and con-
stant travel that accompanied it, Bev received a telephone call from a gentleman
whose company she had acquired 2 years prior. This time, the caller wanted to buy
Bev’s company. “My reaction was immediate,” Bev recalled. “I said ‘No’”
Accustomed to being the buyer, not the seller, Bev continued a relentless pace of
work and travel, while trying to be a wife and mother for her growing family. Six
months later, Bev was invited to serve as a judge for a world-famous competition for
entrepreneurs and startup businesses in Aspen, Colorado. Bev recalls that her ah-ha
moment occurred when she watched the various entrepreneurs pitch their business
ideas. “The energy they demonstrated was the same energy I used to have about my
business before it became all about making payroll, negotiating contracts, worrying
about market share and the next competitor.” Bev flew home from Aspen and spent
several weeks talking with her husband, children, parents and with God. Two
months after she served as a judge for the entrepreneurial competition, Bev called
her attorney. “I’m ready,” she said. “Let’s sell the company.” Bev credits her pivotal
moment with allowing her to recognize that her passion is with starting new concepts
and new companies, not with serving as a day-to-day, operational leader. In the
years that have passed since she sold her company, she has launched a number of
enterprises, including a nonprofit that helps to match entrepreneurs who need venture
funding with investors who are looking for the next big thing. And she has never
stayed with any of the companies more than 2 years.
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An Embarrassing Professional Experience

A woman leader, Kristen, who is today the Executive Director of a large foundation
shared how a pivotal change in her thinking came when she had her first profes-
sional embarrassment. She had returned from an extended trip to Europe where she
had not worked but rather had been able to relax and pursue other interests. She
returned to the United States refreshed and ready to take on a project that would
result in a significant benefit for others and discovered an opportunity to purchase a
large parcel of land that included a historic building with a unique railroad switch
house. The project was just what she needed and she enthusiastically promoted and
marketed the idea to develop a shopping center with a historic railroad museum to
others in the community including her parents, brothers, and local citizens. These
individuals were persuaded and provided the funding along with a major loan from
a local bank.

Unfortunately, an unforeseen recession occurred and caused the proposed shop-
ping center to fail, resulting in major debt for all those involved. The ah-ha moment
occurred when she saw the expression on the face of her mother as she heard the
news of the financial situation. She knew at that moment that she had been respon-
sible for her parents and other’s significant financial loss. The pivotal learning
brought about an understanding that her tremendous power in influencing others
needed to be informed through extensive research before involving others to lessen
the risk of adverse consequences. Kristen has used this learning experience in her
career as she has served in many successful capital campaigns serving to raise mil-
lions of dollars for various causes and ventures. Today Kristen is on the giving side
of the fund raising effort but still uses the ah-ha moment to research carefully those
to whom the funding of her current organization benefits before selecting the
recipients.

Growing as a CEO

Another pivotal event came to a woman in our interviews, Kassie, from attending a
seminar where the theory and practice of situational leadership was taught. She was
in her first CEO position and led her organization in a way that many first-time
CEOs do in that she made most of the key decisions and solved most of the prob-
lems herself. The key staff in the organization would bring the issues to her and she
would advise the course of action to take. She was given in the seminar a new way
of approaching her leadership style by assessing the competencies and confidence
of her staff along with the situation that was faced in order to determine the most
effective approach to apply. After the seminar she changed her leadership style and
began to empower her staff to make most of the needed decisions or recommenda-
tions for them, using their own good judgement. In so doing, she not only had her
own change in thinking and behavior in leading others, she also created ah-ha
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moments for her staff which resulted in pivotal changes for them. She grew as a
CEO is her confidence in being a CEO who could delegate (using her time for more
strategic initiatives) and her staff also grew in their competencies and confidence.

Learning the Need for Assertiveness

One participant, Josie, reflected upon how early in her career she had been pro-
moted to a position of regional director of human resources, the first woman, serv-
ing as a member of an executive team over ten or so hotels in a large hospitality
organization. Also serving on the team were other directors of operations, finance,
and marketing, all reporting to a regional vice president. All male. The strategic role
of human resources was not as prevalent as a practice at the time as it is today so
some were not accustomed to human resource professionals contributing in more
than a tactical manner such as with tasks for recruitment, hiring, training, policy
compliance, and similar. When she realized that strategic planning and budgeting
meetings were being held without her being included, she found a way to learn of
the meetings and began attending without an invitation. The first time she attended,
she was told she did not need to be there but stayed anyway with the excuse that she
wanted to learn more about the challenges the hotels faced. She shared that she
knew it was her time to assert herself and while it would have been easier to just
leave, she had the courage to stay. She continued to attend similar meetings and
made suggestions and contributions that were recognized as strategically valuable.
Over time the role of the HR professional on the regional teams was changed to be
one of a strategic contributor alongside the other directors.

This is an example of creating pivotal learning through our behaviors over time
rather than in one ah-ha moment but it was also a learning experience for the woman
when she realized she needed to be assertive, demonstrate new behaviors in order for
individuals to realize the value the position could bring to the business. She thought
they all knew what the role could contribute, but they did not. She said she recalls
how she reflected on the first meeting while driving home and also later that evening,
thinking she must have been naive to think she, as the first woman in the position,
would be accepted as an equal contributor in a strategic role.

The Power of a 360-Degree Assessment

Another woman, Cecilia, is a CEO of a large nonprofit organization who shared how
a 360-degree performance appraisal brought her a realization about her leadership
competencies and how she exhibited them that changed her way of thinking about
allowing conflicts to work themselves out. Feedback from her direct reports and her
board of directors provided opinions about the way in which she confronted
conflicts about decisions or points of view about possible avenues for growth and
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the use of the funding received by the organization. The organization is one that
provides crucial services to the homeless and others disadvantaged and the need is
tremendous with never enough funding to serve all in need. She rated herself low on
the element of confronting conflicts and her staff plus the board did the same. She
felt by doing so, the staff could come to a better decision if they were left alone to
resolve their differences. The ah-ha moment came when the administrator of the
360-degree feedback shared the dichotomy of ratings. The CEO felt that confront-
ing conflict was not important and her staff and her board of directors felt it was very
important. She realized for the first time that she needed to intervene more when
conflicts arose. She had formerly not intervened or allowed others the opportunity
to achieve an effective resolution on their own and felt it was the right approach.
She immediately had conversations with all those providing her input to reach an
understanding about when and how she would be asked to set in. They decided that
a weekly review of pending funding decisions would provide a needed time and
place for the discussion and also worked on a structure to evaluate and decide on
which project received the funding. A year later when a follow-up 360-degree feed-
back review was taken, there was significant evidence of change. She also found that
funding decisions were shorter and therefore the funding for needed services were
quicker, allowing the clients to be served more expeditiously.

Learning to Lead

Ah-ha moments occur for leaders of any age and in all stages of the leadership jour-
ney. Joanie is a 30-year-old Director of Content Strategy for the Internet channel of
a large organization focused on providing information, products, and services to
baby boomers. She leads a team of 15 employees, all of whom are significantly
older than Joanie. She admits that leading a team of professionals, many of whom
are older than her parents, has come with more than its fair share of ah-ha moments.
“While I may know a lot of about developing content for the Internet, my team
knows much more than I do about the subjects that matter to our readers,” she says.
Joanie shared that she approached this position differently than she had in previous
jobs. “I spend a lot more time listening in our team meetings, especially when we
are discussing new content ideas and assignments. In the past, I would have made
the decision on who would lead the development of a story. But now, I encourage the
employees to decide this among themselves.”

When asked if she has used ah-ha moments with her team, Joanie shared a story
about one team member, a woman in her 50s, who delivers solid results, but who
does not appear to engage effectively with others on the team. “During my first year
as her manager, I made her my project—I spent a lot of time trying to get to know
her on both a personal and professional level, coaxing her to talk about her inter-
ests, but getting nowhere. I figured she just didn’t want to get to know me.” As time
progressed, Joanie started to receive feedback from a number of her team members
that this woman was “difficult to work with.” They said that their colleague rarely



10 J. Henderson and M. Bastnagel

shared important information with other team members and would only provide a
status on her content research or development when directly asked. Joanie con-
firmed that these behaviors were, in fact, occurring on a regular basis and scheduled
time to speak with this employee. Providing the employee with this feedback, Joanie
was surprised to learn that the employee was clueless that her actions were per-
ceived by her colleagues as challenging. “We discussed how she might go about
changing the perceptions of her colleagues.” Joanie said she noticed that the
employee starting to going to lunch at the same time as many of the others in the
department and would ask to sit with the others at their table. “In the past, she
always went to run errands on her lunch break or did some other activity alone,”
Joanie shared. During team meetings, Joanie noticed this employee would contribute
more, proactively providing status on her work without being asked. “I knew things
had changed when I heard one team member comment that she didn’t know what
had happened to <this woman>, but whatever it was, she was a much easier to
work with.”

Unfortunately, Joanie’s victory was short-lived. The employee soon resigned her
position, indicating that she found it exhausting to have to connect so often with her
colleagues. In a follow-up conversation with Joanie, she indicated that the result
provided an ah-ha moment for her in that she needs to appreciate a broader diversity
of working styles and behaviors, especially for good performers.

The Iceberg

Amy is now in her 30s and recalls how in her first leadership role in a male domi-
nated sports organization that she felt, being a young woman working with all men,
that she needed to always demonstrate that she was holding her own, being in
charge, and was terrified to show any sign of weakness. It was not until one day
when she was having her weekly one-on-one session with the person to whom she
reported that she realized that she did not need to always handle things by herself
without discussing it with others. She came to this new realization when she was
told “you don’t have to wait until the boat is sinking (to share the situation with oth-
ers and ask for advice), it would be better to do so when you see an iceberg.” She
also learned in the same conversation that she did not have to “be in it all”’ to man-
age the process. This was the first time she felt she had been given permission by
herself and others to not always have all the answers or be in total control of situa-
tions. She had felt it was a sign of weaknesses and was relieved to learn it was not.
It was very freeing to know she did not need to pretend that she knew everything and
was on top of everything. She moved on to a major university where she is also still in
a male dominated athletic department of the institution and as now the leader of it,
she is incorporating her former boss’ practice of uninterrupted one-on-one meetings
and learning about asking for help with her direct reports.



Turn Ah-Ha Moments into Pivotal Learning 11
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Observations on Best Practices of Pivotal Learning
Experiences

As witnessed in the stories they shared, each of the women who participated in our
interviews for this chapter in the book experienced pivotal changes in their leader-
ship thinking and in many cases, their leadership behavior as a result of taking time
to recognize and critically reflect on an ah-ha moment. In each case, the woman had
to recognize the occurrence of an ah-ha moment. In many instances, this recognition
was not instantaneous, the result of a specific trigger or catalytic event; in fact, the
majority of the individuals interviewed indicated that their ah-ha moments were
formed over time, often days, weeks, or months after a specific event had occurred.

Of importance is that all of the women interviewed indicated the pivotal learning
that led to a significant change in thinking and/or behavior required that they take
time for deep reflection. Slowing down to allow oneself time for critical reflection
may be viewed as a luxury or an indulgence that few cannot afford, especially in this
“24/7 always connected and always doing” world. However, as demonstrated by the
interviewees, the act of deliberately slowing down, of taking time to replay the
ah-ha moment in one’s mind, to pause and reflect, allowed artificial boundaries,
behaviors, perceptions, and long-held beliefs to be questioned or dissolved. More
importantly, these critical moments of reflection opened the door for new thoughts,
assumptions, paradigms, and leadership behaviors to be contemplated and eventu-
ally embraced.

The women interviewed also indicated the importance of having a trusted person
to dialogue with about their ah-ha moment and its implications on their leadership
thinking and behavior. Some women shared their thoughts and experiences with a
spouse, a friend, or a colleague. Many used the services of an executive coach who
could serve as a truly impartial and yet skilled partner to help analyze the moments
and develop a plan of action to implement the desired or necessary changes. Several
of those interviewed who engaged an executive coach commented on the value of
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the coach as an accountability partner—i.e., holding them accountable for what they
have said they wish to do to make changes (Rogers, 2008).

From our research and interviews, as well as our own experiences as organiza-
tional and business leaders, we offer for your consideration the following best prac-
tices for using ah-ha moments as a catalyst for continued learning and leadership
momentum:

Hone Your Ah-Ha Moment Intuition

A few of the women leaders interviewed provided examples of a single, sudden
experience that served as a pivotal learning moment. One woman shared hearing a
news story about a fatal car accident that occurred on the same route she traveled to
and from her office every day. The accident occurred at the exact time she would
have been driving the route on her evening commute, except she had left work early
to attend a recital at her daughter’s school—an event she had nearly cancelled due
to a looming work deadline. While these jolts or triggers can signal ah-ha moments,
we heard the more common experience of a gradual or iterative process that leads to
a revelation worthy of critical reflection. Many women leaders talked about recog-
nizing a pattern of thinking or behavior when examining their calendar entries for
the previous 6 months or by taking time to read their journal entries from the past
year or a favorite blog. It was the ability to see the pattern of thought or behavior
that provided the ah-ha moment.

Our research indicates that ah-ha moments that lead to pivotal learning can be the
result of both sudden events and analysis of events or thoughts over a longer course
of time. Ah-ha moments can manifest themselves through many formats, from
doing an activity, reading a story, or receiving feedback from another person. A best
practice that was revealed through the interviews is to honor your intuition on the
activities, thoughts, and information that can lead to an ah-ha moment. If we can be
more acutely aware of what is occurring around us and recognize the events, feel-
ings, and signs that have the potential to become ah-ha moments, we will have the
opportunity to embrace the learning that can result from this pivotal change.

Practice Quiet Time

The importance of allowing time for critical reflection cannot be overstated as a key
component of transformative learning. Many of the women leaders we interviewed
incorporate time into their schedules to simply quiet their minds. Some of the women
regularly practice yoga or meditation as a means of finding the quiet time they need
for reflection. Others mentioned starting each day with 10 or 15 min to contemplate
the previous day’s (or week’s) events. Others found their quiet time in prayer or in
keeping a gratitude journal. Reviewing the journal as a reflection proved to be helpful
inrevealing patterns to thoughts and feedback from others, resulting in ah-ha moments.
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The practice of being still provides the avenue to listen to the inner voices that
allow the reflection process to start. Executive coaches often use this concept of
holding the space with their clients—i.e., maintaining silence as a means of encour-
aging deeper thought and critical reflection.

What is clear from the research and the interviews is that we can train ourselves
to recognize ah-ha moments and that they are more likely to reveal themselves when
we allow ourselves to be still and clear our minds of unnecessary clutter.

Find Your Wing (Wo)man

A key component of pivotal learning is having meaningful dialogue with another
person, an individual who you respect to provide complete and unbridled honesty
and who will maintain confidentiality of the conversation. While spouses and best
friends were cited by some of the women interviewed, a majority of them men-
tioned using the services of an executive coach to help facilitate the focused learn-
ing process. Engaging the services of a executive coach to support the pivotal
learning process can be effective as coaches are change agents trained to motivate
and support individuals with new hope, purpose, and concrete actions for sustaining
positive leadership behaviors and thoughts (Hudson, 1999). And unlike a spouse,
sibling, or friend, an executive coach comes to the relationship with no agenda other
than to work with clients to achieve efficient, increased and sustainable effective-
ness in their lives and careers through focused learning (Rogers, 2008).

Options Abound for Finding This Ally, Your Wing (Wo)man

The best practice to note is that having honest and meaningful discourse with an indi-
vidual who will be completely candid and open to sharing their perspectives is an
essential component of converting the ah-ha moment to a pivotal learning opportunity.

Plan to Act and Act to Plan

The final best practice from our research is to develop an action plan for implementing
the changes in the leadership thinking and behaviors you wish to undertake. Virtually
all of the women interviewed noted that as a result of their critical reflection of the
ah-ha moment and the dialogue about the moment with a trusted resource, they devel-
oped a plan that outlined steps to support the changes they desired. Some women devel-
oped written plans as a measure of accountability; others mentioned that their plans
were mental notes or emotional commitments, in essence promises made to oneself to
embrace different leadership thinking or behaviors. Regardless of whether the plan is a
structured, written document or a mental checklist, the commitment to planning to act
or think differently is the common best practice among the women we interviewed.
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Conclusion

Leaders are responsible for learning (Senge, 1990). The opportunity for pivotal
learning often begins with a realization that our existing leadership beliefs or behav-
iors need to be assessed in light of new information. This information can reveal
itself as a sudden event or intellectual trigger or more gradually over time as an
amalgam of thoughts that urge us to commence some inner examination.

As evidenced by the stories they shared, the women who participated in our inter-
views for this chapter experienced ah-ha moments that opened the door for critical
reflection on their thoughts or behaviors. This led to dialogue with a trusted resource
and the development of a plan of action, outlining changes that helped to transform
their role as leader. Some even used ah-ha moments as an opportunity to foster piv-
otal learning for others. All reinforced the concept that transformational learning
requires recognition of the pivotal moment and a desire to follow a process such as
outlined in this chapter. Our hope for each of our readers (and ourselves) is that we
will give ourselves the time we require in order to focus on ourselves, to embrace
who we are as dynamic and effective leaders and how we can be our own best self.

Graphic 5
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Reflections of a Woman Airline Pilot m)

Diane L. Rothberg, Bryan T. Baldwin, and Frank Wilkerson

True leaders understand that leadership is not about them but
about those they serve. It is not about exalting themselves but
about lifting others up.

Sheri L. Dew

When I close my eyes, I can still fill the surge of power as I advance the throttles. To
have been in command of a passenger jet was a privilege and a joy. But it was about
far more than those big, beautiful machines. It was also about my journey to leader-
ship, and the people who helped me along the way. Whether in the flight deck, the
cabin or on the ground, the folks I worked with during my 25 year airline career
were the most talented, convivial, and definitely the most tolerant imaginable.

As the seventh woman to be hired by the airline in 1985, I was promoted to
Captain in 1998, one of a handful of women to earn the responsibility of command.
Women in many “male-dominated” professions have also become leaders, but many
have not, and the question is, why not? After all, for years now, women have had the
freedom to select any university, any profession, and any lifestyle they desire. But,
after buckets of money spent, and a bellyful of affirmative action programs, the
number of women in a leadership role, particularly in technical professions, remains
surprisingly small.

D. L. Rothberg (><)
Gainesville, GA, USA

B. T. Baldwin - FE. Wilkerson
Cumming, GA, USA
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Hiring the First Women

When my airline made the decision to hire women, it was probably not an easy one.
Pilots are a traditional bunch, many from a military or an engineering background.
The corporation had to have been concerned not only about our ability to do the job,
but also about how 2000 male pilots might feel about having us “force-fed” into
their culture. In the airlines, safety must always be paramount, and even the most
open-minded person can be forgiven for feeling that 37,000 ft may not be the best
place for social experimentation. One thing our airline management did right was to
ensure they applied the exact same hiring criteria to the women as to the men.
Indeed, most all of the women they hired on those first courses far exceeded the
minimum qualifications. This was, in part, because many of them who had been
declined by the airlines over the years still remained active in the industry, gaining
experience and accumulating even more flight time.

We were hired two at a time, so that over our 3 month initial training period, we
would have the companionship and understanding of someone of our own gender
should we need it. And we did. The initial course was no joke. Even after 10 years
in aviation, I found I needed to spend every waking moment studying. There was
lots of new information to absorb on jet engines and high level meteorology, plus a
myriad of rules, regulations, and company procedures. And all this was before we
were even assigned our aircraft! I became good friends with the only other woman,
and also with the guys on the course. We were all young, loved aviation, and were
hugely excited about starting our airline careers. We took to studying together, eat-
ing together, and fretting before the exams together.

Exam performance was absolutely crucial, particularly because it formed the
basis for the assignment of our seniority numbers. Seniority completely governs
career advancement and quality of life in the airline industry, and its importance
cannot be overstated. I ended up about halfway down the list, and I can’t count the
number of times I missed out on a promotion, or a new aircraft because I was just a
few numbers too junior. I would often have to wait months or even years for the next
opportunity to move up. We all managed to pass the initial course, and the two
women who walked into the classroom as oddities, walked out as part of a tight little
group of a dozen brand-new pilot applicants, all of whom started on the same level
playing field and shared the same initiation experience. Indeed, the friendships we
made in that classroom lasted throughout our entire careers.

Integration into the Larger Peer Group

After completing 6 weeks of simulator training and the required check flights, I
qualified as a Second Officer (Flight Engineer) on a B-727. This was actually a
nonflying position. As the third crew member, the Second Officer sat sideways on
the flight deck and monitored such systems as fuel, electrics, hydraulics, and
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pressurization. Although third in command on the flight deck, this position was
considered the “lowest of the low.”

I was assigned to one of the smallest company bases, and the arrival of their first
woman pilot was a bigger deal than I ever expected. When I walked into the flight
planning area on my first day, the entire room stopped to stare at the astonishing
sight of a navy-blue uniform with bumps in all the wrong places. Initially, the men
were cordial but wary, sniffing around me like dogs at a hydrant. But I was fortunate
in that I worked with professionals who cared about one thing, and one thing only,
and that was my competency.

In the flying business, a pilot’s skill level is on display long before you even
board the aircraft. The Captain will know from your initial assessment of the flight
plan, whether you have taken the time to study it thoroughly. He will see right away
if you have a good understanding of weather, of fuel management, and if you can
correctly deal with maintenance issues that may allow you to fly but limit you
operationally.

If you take your job seriously and work hard at it, you will surely gain the respect
of your fellow crew members. And, once they respect you, if you are a decent
enough human being, they might even start to like you. It can be astonishing to
watch the prejudices slip away. Once you get into the swing of reading the check-
lists and start dealing with the business of the flight, the novelty of your presence
quickly wears off. There is nothing like an “eventful” flight, perhaps bad weather, a
medical emergency, or a bomb scare, to transcend any differences in personality or
gender.

The Example of ‘“Command”

The Second Officer seat was a great vantage point from which to observe the
Captain, whose leadership style always set the tone in the cockpit. I always pre-
ferred working with those Captains who really knew the airplane and their jobs.
They tended to have a quiet confidence about them, were never “blowhards,” and
were great mentors and instructors. One of my most unforgettable lessons in leader-
ship occurred one stormy night on the East Coast.

The Captain was flying the approach in turbulence and a strong crosswind. It was
the task of the First Officer and myself to closely monitor his altitude, airspeed, and
descent rate, and to call out any deviations. Well, the landing was a real thumper, not
enough to damage the aircraft, but enough to give the passengers something to talk
about. The Captain was silent as he exited the runway. He set the parking brake,
turned to us and said, “I’m so sorry. I’'m not exactly sure what went wrong there, but
tell me everything you saw.” I will never forget the humility and honesty of that
captain, and I immediately decided that his was the sort of example I wanted to
follow.

But it wasn’t always so easy, and on one particular check ride, I got a rude “wake
up call.”
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In those days, we underwent four flight checks a year in a full motion simulator,
where a crew could experience those rare emergencies that are too dangerous to
practice in the real aircraft. Engine failures, fires, hydraulic problems, and electrical
failures were always on the menu, and the actions of the crew were assessed by a
Check Pilot who observed from the back. We were knee deep in a particularly com-
plex hydraulic problem which involved the Second Officer cranking the landing
gear down manually. This action was to occur late in the approach when a safe land-
ing was assured, since once the gear was down, it couldn’t be raised again, thus
eliminating the option of an overshoot. Well, I got impatient, didn’t wait for the
command, and started cranking the gear down too early.

During the post-flight debriefing, I insisted that I thought I heard the Captain call
for the gear. Nothing much was said, but later on, when I happened to be following
the Captain and the Check Pilot down the hallway, I overheard the Check Pilot say-
ing. “I can’t stand when someone makes excuses.” The comment disturbed me for
days, and I was forced to take a good, hard look at myself, and my professional
conduct. I swore, then and there, that I would always be completely honest with my
fellow crew members. It was a leadership lesson I tried never to forget.

Promotion to First Officer

It is unlikely that any career offers a fairer opportunity for promotion than that of an
Airline Pilot. Your seniority number is inviolate, and you cannot be passed over, no
matter your race, color, gender, or popularity with management. But this “equal
opportunity” coin has two sides. You are offered an “opportunity” for promotion,
but there is no guarantee of success. You must take the course, meet the standards,
and pass rigorous testing. After more than 3 years as a Second Officer, I'll never
forget that phone call informing me that I was slotted for training as a First Officer
on the DC-9. I was ecstatic! I would no longer be sitting sideways, and I would soon
have my own set of flight controls!

The DC-9 had the reputation of being a beautiful bird to fly. Being an older and
less automated aircraft, it required good, old-fashioned flying skills, and its pilots
were respected as having good “hands and feet.” I couldn’t wait to get my hands on
it. The transition to this new aircraft took well over a month of ground school, simu-
lator, and flight training. It was very intense, with one instructor assigned to each
pair of pilots, ideally one Captain and one First Officer. This was a two crew aircraft
and required no Second Officer.

I was fortunate to be assigned a wonderful instructor and a good training partner.
As a woman, I don’t think I was ever treated any differently than the men. I was
tested thoroughly, but never given any additional “tricks” to try and humiliate me.
The instructors and examiners were always helpful and supportive, but I must say, I
always found these transition courses to be hugely difficult and challenging. I wasn’t
the only applicant who found it worthwhile to pay for a hotel room, so I could
devote every extra moment to study, without any of the distractions of home life.
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It was as a First Officer that I felt fully apprenticed to the job of Captain. The
First Officer’s job was, on the face of it, not that much different than the Captain’s.
You normally alternated flight legs, and when you were not flying, you worked the
radios, navigated and managed the aircraft systems. But there was never any doubt
as to who had the final word, and who bore the ultimate responsibility for the safe
outcome of the flight. In fact, in certain marginal weather conditions, the First
Officer was not even permitted to fly the approach. A good Captain, however, would
empower you to exercise your decision-making skills, particularly when you were
at the flight controls. I came to appreciate that there was much more to the Captain’s
job than meets the eye. It takes knowledge, experience, and a cool head to make
complex, critical, and timely decisions, particularly if your “office” happens to be
buffeting in turbulence, or is on fire. There were certain situations where I found I
was quite grateful to defer to the Captain, and I suddenly understood why he was
earning so much more money than I.

After a time as First Officer, one of your regular flight checks would be desig-
nated as a “Captain’s Potential Assessment.” It really wasn’t much different from
any other flight check, except your decision-making skills were evaluated more
closely. An early assessment of command skills gave the company the ability to deal
with potential problems early. Not very many pilots did poorly on these assess-
ments, since the airline was proud of its efforts to “hire Captains from day one.” But
there were a few who were encouraged not to seek promotion. My next career move
was also a First Officer position, but on a B-767. A large, modern, long-range
machine, it gave me the opportunity to transition to a sophisticated cockpit with the
latest technological developments and also to experience overseas flying.

As the years went by, I worked hard to hone not only my piloting skills, but also
my diplomatic skills. Teamwork is everything, but there is a delicate balance to be
maintained. While it is important to be respectful and deferential to the Captain, you
must have the confidence and skill to assert yourself should you feel the safety of
the operation is at stake. There are many accident reports that describe in tragic
detail what can happen when the First Officer does not do so.

Promotion to Captain

Whenever a new aircraft assignment is posted, the pilots cluster around it, anxious
to see the results of their bids. When I finally pushed through the crowd and saw my
name on the Captain’s list, I could barely believe it, especially since it was to be on
my beloved DC-9. But as my course date grew closer, I grew more and more ner-
vous. The Captain’s course at our airline was extremely rigorous, and not everyone
passed. What was worse, if you failed it, you did not necessarily have the option to
go back to your old position. You could be out the door. When I confided my con-
cerns to some of the more seasoned Captains, they assured me that my fears were
normal. They admitted that they too had experienced them, and furthermore, any
First Officer who didn’t feel self-doubt was probably not ready for promotion.
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After so many years in a supporting role, it was now my turn for the spotlight.
It would be my name that would be listed on the flight plan, and I would be the one
called into the office should anything go awry on my flight. The aircraft course was
much easier this time, because I had already flown the DC-9 as a First Officer. But
it’s amazing how different the world can be from the left-hand side of the cockpit.
For one thing, that’s the side the nose wheel steering is on. For the first time, I would
be required to taxi the aircraft, and would have to find my way around huge airports
such as Chicago, Atlanta, and New York. I truly did fear getting lost, and the expres-
sion “woman driver” came to mind more than once.

At this point in his career, the Captain’s flying ability is presumed. What he really
needs to demonstrate is the ability to “manage.” And it’s astonishing, the array of
resources that must be managed for even one short flight. Firstly, there are the
human resources. In a large airline, the Captain might well be meeting his First
Officer and the Flight Attendants for the very first time. He must quickly establish a
relaxed atmosphere and open lines of communication, but leave no doubt that every-
one’s job must be performed correctly and efficiently. He must do the same in his
dealings with maintenance, flight dispatch, ground crews and anyone else associ-
ated with the flight. Then, there are the technical resources. These pertain to the safe
operation of the flight. While a “suggested” flight plan is provided by company
dispatch, the Captain is responsible for carefully analyzing the weather and flight
conditions, and making amendments to the routing, altitude, alternate airport, or
additional fuel as he sees fit. Fuel is one of the most important resources a Captain
must manage, since it is expensive to carry, but priceless if needed.

Once aboard the aircraft, the Captain must manage a moving office in an atmo-
sphere of ever-changing conditions. To ensure that the job is done in an orderly
fashion every time, and that nothing is forgotten, checklists are used for pretty much
everything. A huge part of the Captain’s training is the proper use of these check-
lists. Normal Checklists quickly become a matter of rote, but when something goes
wrong, properly integrating them into the Emergency Drills and Emergency
Checklists becomes vital. Much time is spent in the simulator learning how to do
this. I enthusiastically applied myself to the ground school and simulator phases of
the course, but thoroughly dreaded the next step, the “Command Simulators.” Ours
was one of the few airlines that required these two additional simulator sessions for
their Captain candidates.

The aim of these sessions was to determine, once and for all, if you really had the
“right stuff,” before the company handed you a multimillion dollar asset filled with
over a hundred people, some of whom might be their family members. The idea was
to overload you with multiple failures and then assess your ability to organize,
prioritize, coordinate your crew, and make logical decisions under intense stress.
They wanted to make sure that if your airplane was flying on one engine, low on fuel
and filling with smoke, you could get the thing on the ground, even if you didn’t
have the luxury or time to complete all the checks.

Passing those Command Simulators was a huge relief, and a great confidence
booster. Now I could really enjoy the rest of the course, which entailed actually get-
ting out and flying the airplane. All new Captains were required to fly their first 50 h
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with a fully qualified Captain serving as their First Officer. This way, we could get
the feel of the job, but still have someone there to provide the benefit of their experi-
ence. It was during this 50 h period that I was suddenly reminded of my gender.
The first few times I arrived on board the aircraft to brief the Flight Attendants,
many were aghast at the sight of a female Captain. However, most were absolutely
delighted, and showed their love by making sure I got the best leftover food from
the back.

Finally, the official day of my promotion came. It was customary to receive your
Captain’s wings in an unusual and interesting way, and mine came in the middle of
a flight, hidden on my breakfast tray under a linen napkin. When I walked into flight
planning for the first time as a fully qualified Captain, the reaction was so much dif-
ferent than on that day so many years ago when I first joined the airline. When my
fellow pilots spotted my fourth stripe, they immediately swarmed me, pumped my
hand and there were hugs all around.

It took a while for me to get used to having my very own First Officer. It was now
me who was being deferred to and looked to for approval. There was very little in
the way of gender issues however, because these men were professionals, knew
what it took to become a Captain and respected the position. Of course, everything
was not always rosy, and as a person with a strong personality, I got along with some
people better than others. But it was a great epiphany for me to realize that people
could dislike me for all sorts of reasons, the least of which was my gender.

As the years went by the airline hired more women, and several became my First
Officers. Flying with them was really no different than flying with the guys. But it
sure could be fun watching the expressions on the passengers’ faces when they real-
ized that they were in the hands of not just one woman pilot, but two!

Like all Captains I was required to cope with countless challenges, most weather-
related, in the form of thunderstorms, rain, fog, turbulence, crosswinds, snow, and
ice. There were also mechanical problems, medical emergencies, bomb scares, pas-
senger issues, and more. I was also faced with several serious in-flight emergencies.
One was an engine failure at high altitude due to an oil leak. We landed safely at an
en route airport. Another was an engine failure late in the takeoff roll. I needed to
apply aggressive braking and reverse to stop the aircraft on the remainder of the
runway. The brakes completely melted, we were unable to move, and flights were
thoroughly disrupted at that airport for several hours. It was thanks to good training
and excellent crew support that these stories had happy endings.

After several delightful years on the DC-9, I moved up to Captain on the Airbus
A-320, a highly automated, larger, and more modern aircraft. I flew to most major
cities in North America, and became senior enough to be able to pick and choose my
flights, and even get Christmas off! But with seniority comes age, and it is from this
aircraft that I eventually retired. My 25 year airline career seemed to pass in the blink
of an eye, and I am left with so many warm and wonderful memories not the least
of which was the privilege of having been accepted into the “band of brothers,” my
wonderful, fellow pilots. I had such a great time. No two flights were ever the same,
and each day held a new adventure. I was treated fairly, had the identical advancement
opportunities as the men, earned a good salary, and got to see the world.
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So, the question remains, why do so many women choose to overlook this
wonderful profession? Sure, I was away from home a lot and had to work plenty of
nights, weekends, and holidays. But so did the Flight Attendants and women were
not dissuaded from pursuing that career. I have my theories on this, but I can’t really
answer that question. Now that you have read my story, can you?
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Becoming a leader must start with the individual’s desire to seize opportunities so
to best develop his/her skills. However, striving to be a leader does not mean that an
individual of 15-20 years old has to build a nonprofit company from the ground up
or come up with an idea to transform social injustices. Becoming a leader can begin
with something as small as getting involved in an organization of interest or seeking
leadership possibilities within professional job settings. The goal of an individual
striving for a leadership position must first find and grow his/her passions, confi-
dence, and skill sets to become a trailblazer.

In order to best understand how to become a leader, it is important to define the
term, “leader.” This term has never had a straightforward single definition; it varies
with circumstances since the emergence of leaders is often situational, sometimes
temporary or sometimes permanent. Many have attempted to clarify the concept of
leadership. Goleman defined the leader as someone that has marked intelligence or
someone who along with a high IQ and technical skills possesses a high level of
emotional intelligence (Goleman, 1998). The concept of emotional intelligence was
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viewed as important for leadership and has been interpreted through “The Five
components of Emotional Intelligence at Work™ which are self-regulation, self-
awareness, internal motivation, empathy, and social skills (Goleman, 1998). As a
young person, who is developing and making conscious decisions, it is important to
understand that emotional intelligence is something that can only increase with age
and experience. It is also important to know that the potentiality of leadership is an
ongoing process. Individuals need to grasp that a leader is not born with the skill
sets to flourish; rather it is hard work, dedication, and passion that pushes them
forward to become successful.

One should know that leaders are not restricted to a specific race, gender, age, or
ethnicity, but that leadership is a continuation composed of emotional intelligence,
standard smarts, personal experiences, values, beliefs, and motivation to help make
achange (Denmark, 1977). Additional definitions focus on several components cen-
tral to leadership, including viewing leadership as a process involving influence,
occurring within a group context and involving a goal to be attained (Rowe, 2007).
The aforementioned attempts at defining a leader all are true, but to further simplify
what is a leader; it can refer to any individual who helps a group meet their goals.
Thus, a leader has a clear influence within the group, yet does not necessarily have
to be the nominal leader. That individual can also demonstrate leadership qualities
in various situations such as making a joke that alleviates group tension or some-
one who offers to help in a time of crisis. In today’s society, the skills and behav-
iors needed to be a successful leader are learned and not innate (Rowe, 2007).
Thus, there are varying ways in which an individual can become a leader or reach
leadership potential.

Mentor Relationships

The literature surrounding mentored relationships has varied but generally has
encouraged the impact that a mentor can have on an individual. Some research has
focused on the psychosocial and career aspects of a mentored relationship. In a
psychosocial relationship, the mentor serves as a counselor, friend, advocate, and
role model to the mentee but in terms of career, the mentor helps in coaching and
sponsoring the mentee in networking (Mayer, Files, Ko, & Blair, 2008). Through
the process of networking, it may also be possible to find a mentor. Mentorship has
been associated with great advantages to those rising in leadership. Traditional men-
tor systems follow a dyadic model where a more experienced individual is joined
with a less experienced individual. Experienced mentors can offer support and col-
laboration to newer individuals that will build their esteem and practical value. They
can also offer the mentee an opportunity to work with them on various ongoing
projects, thus increasing that individual’s skill level and competence. Mentors may
desire to mold and guide the next generation of leaders and shared values and interest
may bring two people together for this relationship. This relationship may eventu-
ally foster independence in a rising leader. Mentored relationships have been
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identified as having positive impacts on improved educational outcomes varying
from jobs to academic success. In multiple mentoring models, a mentee is encour-
aged to construct a community of mentors that can support them along their career
path. Each mentor can address and support different aspects of a career and together
it would be more likely to obtain a comprehensive view as well as offer a broader
range of psychosocial support. This network of support seems ideal in that it allows
for a wide array of mentorship experiences.

A study conducted by John P. Dugan and Susan R. Komives that was representa-
tive of 50 colleges across 25 states in 2010, found that meaningful relationships
between students and faculty can impact outcomes related to socially responsible
leadership. They also found that peer interactions contributed to that outcome as
well. As individuals across cultures spoke of different lifestyles, social issues, or their
own personal values, it had a positive impact on the role of leadership that peers can
offer. The path in becoming a socially responsible leader is difficult, but this study
proved that mentored relationships could in fact add to a student’s leadership skill set
so she/he can better solve social problems in an ethical and responsible way.

Peer-mentoring models have also shown positive effects on the experience of
rising leadership through community encouragement and increased sense of group
affiliation (Mayer et al., 2008). The support of a peer network seems fundamental in
being able to climb the leadership ladder. Peer groups may actually de-emphasize
hierarchy and seniority. Instead, peer groups are a great way of providing mutual
support and learning, engaging with different perspectives, and developing impor-
tant relationships with individuals in the same field and of similar rank. The disad-
vantage in peer groups is not having a more experienced member of the field to
guide and foster leadership skills.

In most schools across America, the use of academic advisors as acting mentors
has been found useful in engaging students with their school atmospheres. This is
perhaps the easiest way a student can attain a mentor, but students can also look for
mentors in someone other than a faculty member. As previously mentioned, young
individuals can also look for mentors in other areas such as peers that have more
experience in similar but different interests from their own. Given varying opportu-
nities can help the individual explore his/her passions and understand what it takes
to become a leader.

Female Constraints

The impacts of societal constraints have been found to have a negative impact on the
leadership potential of women. These steady stereotypes and cultural constraints cre-
ate a certain limitation or as some would say a “glass ceiling,” where the female can
only reach a certain point before they are forced to ultimately stop. An article written
by Alice Eagly and Linda Carli recognized this limitation, but stated that females
have a certain advantage in regard to their leadership style under certain contempo-
rary conditions that are essential to the workplace growth. Although research has



28 F. L. Denmark et al.

determined this finding, the competence of the female leader is consistently
undermined, especially within masculine organizational contexts, in which a male is
still seen as superior over a female (Eagly & Carli, 2003). It is also essential to note
that this socialization has been embedded into the minds of young children specifi-
cally girls, such escalation does less to promote their leadership capabilities within
the workplace, but instead prepares them for the domestic roles as a wife, mothers,
or employees of a low level traditional jobs within the workplace (Denmark, 1993).
Although there are restraints in being a female leader in a predominately male driven
world, both female and male students can equally focus on independent passions of
theirs to grow.

It is important that females recognize that they are equally capable of taking on
leadership roles when being compared to their male counterparts. This has to do
with the confidence in themselves and their potential capabilities. Males have soci-
ety to encourage them; thus, females need to actively search for outlets where they
can shine as leaders. In joining groups, it is essential that young females speak up
about their beliefs and encourage others to do so as well. In doing so, it will increase
their ability to take control while also maintaining their own views. In a nationwide,
qualitative study conducted by the Girl Scouts of the USA in 2007, questioning
4000 boys and girls, between ages 8 and 17, as well as mothers on issues related to
leadership. They focused on the girls’ definition of leadership, experience of leader-
ship, aspirations, barriers to leadership, the qualities and the skills girls associate
with leadership, predictors of leadership, issues related to gender bias and leader-
ship and leadership education and support systems (Schoenberg, Salmond, &
Fleshman, 2008, p. 6). The important concept to take note is, the researchers of this
study wanted to understand how the girls themselves thought of their potential to
become leaders. Their findings alluded to the problem girls face as they seemed to
be aware of the gender biases evident in society. The girls in this study reported hav-
ing lower levels of self-perceptions when compared to the boys in the study and
struggled with the “stress, fear of talking in front of others, seeming bossy, and peer
pressure” (Schoenberg et al., 2008, p. 7). This study provided more insight into how
a female student can cope with the issues they face in becoming a leader and look
for ways to rectify this. The girls themselves noted that having successful leadership
programs available to them would be beneficial to them, so they can address these
inner conflicts and learn to better cope with their problems and develop their leader-
ship skills. They also believed that their environment served to foster their self-
confidence and provide a support system (Schoenberg et al., 2008). The effect of
gender on leadership capabilities evidently has a clear impact on young females at
an early age yet in recognizing these disadvantages; individuals can focus on ways
to transform potential setbacks.

The consequence of gender and leadership experiences also has an impact on a
female leader’s self-efficacy. A study conducted by a Research-I institution in the
Midwest wanted to assess the self-efficacy of students based on their prior leader-
ship experiences, gender, and their interpretations of academic support. Students
that were active in a campus student organization were measured based on a version
of the Student Leadership Practices Inventory. The researchers found that the student
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leaders used in the study had high self-efficacy according to leadership practices
(Bardou, Byrne, Pasternak, Perez, & Rainey, 2003; Posner, 2004). However, they
found that females reported higher levels of leadership development when they had
direct support of a faculty advisor as opposed to the male students who felt an over-
all positive support from their institution and leadership development programs
(Bardou et al., 2003). This refers back to the concept of the faculty and student men-
tor relationship essential for their growth of leadership skills.

Girls should concentrate on these issues and join groups that focus on building
self-confidence, or interact with other females or faculty members that have suc-
cessfully achieved leadership roles. Additionally, they should be more active in
speaking up in classrooms or saying what’s on their mind in small group settings. If
there are troubles when speaking in front of people, it’s important that these girls
face this head-on and join clubs targeted for these problems. There are clubs such as
the debate-team or magazine club that can help someone too shy of expressing
themselves gain qualities to improve their self-evaluations.

As a young individual, one may ask how can I become a leader if my parents
require me to return home directly after school, or if I am a college student and
leadership skills are becoming particularly harder to attain? It’s important to under-
stand that leaders vary from different styles to different situations and can exert
influence in numerous ways (Denmark, 1977). A study conducted by consisted of
undergraduate students in which they were presented with a single picture of a busi-
ness meeting occurring around a table. The results indicated that the students
assumed that the person at the head of the table was the leader. However, something
also worth noting was that when the picture had a mixed group, consisting of both
male and females and a female was seated at the head of the table, most students
didn’t immediately think of them as a leader. Their results helped to understand two
things, the first was that students might simply have to sit at the end of a table to
simply appear like a leader and others will view them as such. Secondly, although
this study was conducted over 20 years ago, it still points out the problem female
leaders are faced with.

Passion

High school or college is the place where individuals tend to find themselves and
discover their passions. The passion can grow from involvement in an after-school
job, internships, clubs, teams, or subjects; once something has sparked an interest,
leadership skills automatically begin to form. The student will begin to form better
communication skills as they are constantly communicating with peers and faculty,
which will motivate one to help others.

To have commitments and enthusiasm for a specific subject, group, sports team,
or job can certainly help form a leader. The important indicator of becoming a leader
is having the willingness to seek out passions and create something from them.
It’s essential for a leader to not only have an education and experience, but also for
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the individual to be engaged in goal directed activities. In the article, “A Life Skills
Development Program for High School Student-Athletes,” researchers identified
that sports and extracurricular activities serve as the base for the development of
self-efficacy. Researchers have also found that sports influence personal develop-
ment and help to promote essential skills evident in successful leaders. This article
highlights the importance of sport participation as a way to help youth develop
essential life skills. In doing so, an individual passionate about sports can also use
the life skills learned through this activity to develop other leadership skills.
Individuals with an interest in either football, baseball, basketball, or track must
commit time to learning the sport and focus on ways to enhance their abilities.
These are the same qualities needed when an individual moves into a certain profes-
sion. They must convert their abilities as young athletes and transform them into an
aptitude so they can best perform in a job setting. The stress of balancing work,
school, and extracurricular activities can be grueling and difficult; however, time
management is essential for a leader. Therefore, through being an athlete, individuals
gain experience in time management skills, self-evaluations skills, and the ability to
cope and grow with constructive criticisms.

The passion athletes hold can also influence their capability in becoming a leader,
especially in how they express themselves. In a study conducted by Mckenna and in
which they examined their participants’ reactions to a pair of actors ranging from
same sex to cross sex who communicated nonverbally. Their results found that
regardless of gender, those that exhibited greater nonverbal behavior such as main-
taining eye contact or acting more relaxed were perceived to be in a leadership role.
Yet more recent studies found that women who expressed anger within a profes-
sional context are seen negatively and within a lower status. However, males exhib-
iting the same behavior are seen as more powerful and higher in status. Although
this distinction provides another challenge for young females to face, it also gives
them the opportunity to adopt certain styles of communication in an effort to cope
with cultural biases and become a leader.

Confidence

The concept of confidence is yet another essential key to attempt at being a leader.
The young individual has to be willing to take on risks and be assured that the mis-
takes they will make will only help them grow. Additionally, there has to be a bal-
ance between the individual’s self-assurance and their ability to accept criticisms.
They must understand that leaders must have these skills in order to thrive in both
academic and professional settings. It’s also important that the potential leaders
have confidence in themselves. If they do not believe in what they are doing or what
they are working towards, then they will not gain a following and will be unable to
lead or succeed. An individual must exert some influence over others (Denmark,
1993). This could mean the individual is the head of a group project, the speaker
of a presentation in a classroom, captain of the soccer team, president of Model UN,
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or head intern of a law firm. When individuals are confident in themselves and their
capabilities, the passion that they hold is evident and makes them better leaders.

The impact of media is also a large influence on the one’s self-confidence. It can
either inhibit or promote an individual’s plan of action on whether they decide to
take on leadership roles. This is due in part to the role that many celebrities or politi-
cians hold as exemplar’s. Individuals who are highly regarded promote potential
passions and leadership qualities that youths are yearning to develop. The most
effective method to increase the confidence of potential leaders is to gain experi-
ence. These experiences can vary from participating in student council events, to
helping the advisor organize the events and finally becoming a student council rep-
resentative that creates events for the student body to participate in. Further experi-
ences can derive from an internship, job, or volunteering at community events. This
will then make their goals and desires as something attainable. The experience the
student attains will result in not only an increase in their personal self-confidence
but the individual will also gain a reputation as someone that is reputable and knowl-
edgeable. The various roles the individuals can partake in help to grow their attain-
ment as a leader. Through each club, extracurricular, organization that the individual
participates in, transferrable leadership skills are also gained.

Leadership Qualities

The misconception that a leader must impact the lives of their peers or community
often discourages others of their belief in themselves. However, it’s important for
young individuals to learn the importance of engaging in the very qualities that
makes a great leader, such as open communication to peers, delegation to other
members of their group, encouragement, and open-mindedness to other’s opinions
and beliefs. To be valued as a good leader, it’s important that potential leaders don’t
engage in negative behaviors and are perceived as having a positive outlook. When
searching for leadership positions, it’s imperative that the individual presents one-
self as an optimistic person who is willing to help others, reassure others, and cre-
ate environments that are representative of many in a group rather than a select few.
A leader supports the voices of others and devises ways to have their individual
voice be a composition of their followers.

In addition to seeking out ways to enhance leadership capabilities, Barry Posner
proposed a leadership development instrument for students to implement in col-
leges. In various research, it has been identified that the environment in which the
student learns is an instrumental factor in how a student can become a leader. This
chapter updates the previous Student Leadership Practices Inventory used in the
leadership developmental programs that have been implemented in various col-
leges, nationwide. This inventory that was designed by Posner and colleagues
“identifies specific behaviors and actions that students report using when they are at
their personal best” which uses the five leadership practices: Modeling the Way,
Inspiring a Shared Vision, Challenging the Process, Enabling Others to Act, and
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Encouraging the Heart to identify practices common of successful leaders
(Posner, 2004). The validity of these measures was found consistent amongst frater-
nities, sororities, and presidents of other student organizations in which student
leaders conveyed those five leadership practices more frequently than their peers.
The interesting aspect of this revised inventory is the inclusion of self-efficacy as
an important aspect of leadership behavior that many successful leaders practice.
The Student Leadership Development Inventory places importance on campus lead-
ership and the positive impact that leadership developmental programs can have
over time on a student self-regard and leadership capabilities. This Inventory also
emphasized the impact of a student’s involvement in extracurricular activities as an
important aspect of growth as a leader.

Additionally, a leader must also recognize that they must have followers that are
responsive and devoted to them so they will remain in that designated leadership
role. If a young leader is not fulfilling their duty for example as a student council
representative, then they will be replaced by someone else. A leader of a group
should expect to fulfill certain tasks in order to maintain support from their follow-
ers and present themselves as someone capable of taking on specific roles. Stresses
that the role of a leader is not permanent and is easily interchangeable therefore the
individual “must be aware of the responsiveness of their followers—their needs,
expectations, and perceptions.” This is essential for aspiring leaders to understand
that leadership quality must encompass not only their individual skill sets but also
the responsiveness of their followers.

Ultimately, a leader is someone who has followers, and others perceive a good
leader as effective and organized—a skill that is important in maintaining power and
eliciting influence over others (Ewen et al., 2014). The skills required at different
management levels will tend to vary. At a lower level, direct supervision, monitor-
ing problems, and managing conflict are essential. In a middle management posi-
tion, jobs require greater human relation skills to foster cooperative effort in order
to motivate and develop subordinate autonomy. At a higher level of management,
there is a shift to long-term planning and increased skill necessary to encourage
entrepreneurial ability. Executive level managers are expected to promote change
on a systematic level and are expected to have more inspirational social qualities
(Eagly & Karau, 2002). Individuals in leadership positions must possess a high
level of social competency in order to succeed. There are different facets of social
intelligence that are highly predictive of leadership success. It was proposed that
any type of personality can reach the top but the executives most likely to do so
are more likely to prefer extraversion and intuition, and are highly likely to have
thinking and judgment traits.

Personality Characteristics

Several books and articles have been dedicated to strategies for the advancement in
leadership roles. There is also a large body of research on the personality character-
istics most common and effective in the rise in leadership positions (Cole, 1999;
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Waniganayake, 2002). The implication behind these results is that leadership
skills can be learned and refined and that leaders may have various traits; however,
those who rise to the top tend to share certain characteristics. There seem to be
differences between leaders and non-leaders on a number of personality attributes
(Antonakis, 2004).

Some personality characteristics valued in a leader tend towards assertion,
control, and confidence in propensity. A good leader may be aggressive, ambitious,
dominant, forceful, independent, self-sufficient, and self-confident (Eagly & Karau,
2002). These characteristics are usually ascribed more strongly to men and may be
perceived negatively when employed by women. Women continue to be underrep-
resented in the highest-level leadership positions despite a similar level of education
and related experience as compared to men. Across most industries, at the state level
and in the military, women hold a small proportion of leadership roles. Women face
more difficulty than men in achieving higher leadership success. The conflict lies in
the social pressure to conform to their gender roles which traditional thinkers
believe in is contrast to a good leader roles (Eagly & Karau, 2002). A woman who
intends to rise in leadership will face more prejudice and challenges if the incongruity
between gender roles and leadership is present.

Political Skills

Political skill is suggested to be particularly important as effectively understanding
others will allow for more effective influence over them (Ewen et al., 2014). A leader
who demonstrates political skill will be more successful in obtaining the favor of
their followers. Several agentic qualities are used to describe higher-level successful
leadership. Communal characteristics are ascribed more to woman and in terms of
leadership include interpersonal sensitivity, and more gentle sympathetic traits,
which are less valued in leadership positions in the United States. In other countries,
it is more common to hold a more androgynous view of leadership. Agentic quali-
ties include the ability to inspire, make decisions, be courageous, resilient and pro-
active in addition to using strategic thinking (Eagly & Karau, 2002). These agentic
characteristics are more common in middle management positions than they are in
lower level management. Due to these perceived gender differences, inequalities in
promotion to higher level are prevalent. Although at lower level management,
women and men may be nearly equal in salary and title, men are more likely to be
promoted.

Due to the perceived gender differences and personality characteristics, men and
women are likely to vary in successful methods to achieve higher-ranking leader-
ship positions. Some research suggests that the nature of the industry in question
will also determine whether it will be more difficult for a woman to be promoted to
a higher level (Eagly & Karau, 2002). Industries that are predominately male or that
require more stereotypical male characteristics are less likely to promote women to
higher leadership due to the aforementioned conflict in regard to non-conforming
gender norms. Women, perhaps due to internalized gender roles, are more likely to
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employ a democratic leadership style with their subordinates. This leadership strategy
appears less powerful and confident and is less likely to be promoted.

The general challenges of career climbing are overtly difficult which makes it
increasingly important for both men and women who are looking to move up in
their career to research strategies thoroughly. In order to avoid stagnation, a person
in a leadership position who is seeking advancement must continue to be active and
have a strong sense of ambition if they desire progress. Leaders who wish to get
ahead will actively seek out responsibility, power, status, recognition, and individual
success.

Setting Yourself Apart

Similar to applying to a new job or starting a career, there are a few key steps that
could be beneficial in setting yourself apart from others and thus increasing your
visibility and potential as a leader. It will undoubtedly take additional effort and
time but simply doing the basics requirements of your position will not be sufficient
in getting ahead. A true passion and commitment to your job is exemplary and may
even be evident to others but in order to expand other’s perception of you as a
higher-level leader you must not be afraid to be bold and be vocal. Exhibiting agentic
traits like confidence and extraversion will set a tone for others to equate you with
well-researched leadership qualities.

Regular attendance of team meetings and involvement in the discussion is a way of
showing interest and motivation. As previously stated, it will take more effort than
simple doing the basic requirements of your job in order to grow as a leader. Being
present and showing up to meetings is important but being a silent observer will not
be productive. Voicing well-thought opinions or doing additional research on topics as
well as taking certain risks in meetings will make you more memorable.

Another step for growth would be networking with the appropriate circle of indi-
viduals that could also help facilitate visibility. Speaking to someone in a higher
position and verbalizing interest may allow for opportunities to be presented to you
when they become available. A higher level of communication about your own per-
sonal goals and how they align with the organization that you work for will validate
you as a trusted and valuable member of the team. It may not happen overnight but
continued involvement often pays off as long as the quality of work and effort is
consistently high. The act of simply stating interest and asking for what you want is
grossly underestimated. If you wish to become a leader, you must not be afraid of
putting yourself out there.

In summary, certain leadership attributes and personality characteristics are helpful
in advancement to higher leadership positions. Social intelligence and confidence
are strong indicators of leadership potential. In order to continue in ascend of the
leadership ladder, continuing effort and ambition is essential. Actively seeking
relationships with peers and mentors will be a necessary way of learning more and
establishing yourself in your field. With the respect and support of your peers and
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with the guidance of those with more experience, you will surely be on the path to
increased success. It will not be enough to simply do the basics of your job but you
must instead excel and show passion and commitment to the advancement and suc-
cess of your organization. Proactively asking about open leadership position as well
as preparing and applying to those positions will ensure more visibility and respect
by those around you. Speaking up at meetings and taking chances by putting your-
self and your ideas on display will surely represent your dedication and abilities to
those currently in charge.
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The Important Role of Women in Social M)
Entrepreneurship ke

Alan Belasen and Joseph Angiello

Ignore the glass ceiling and do your work. If you’re focusing on
the glass ceiling, focusing on what you don’t have, focusing on
the limitations, then you will be limited. My way was to work,
make my short... make my documentary... make my small
films... use my own money... raise money myself... and stay
shooting and focused on each project.

Ava Duvernay

Introduction

We need entrepreneurs, broadly conceived, for virtually all of our material, biologi-
cal, and social needs including food, shelter, entertainment, and the services that we
enjoy. And, because entrepreneurs compete with each other in the provision of
goods and services and in the facilitation of business transactions, we owe increases
in our quality of work life and standards of living, in large part, to these
entrepreneurs.

The term “entrepreneurship” in the broad sense of business ownership is derived
from a much narrower conception introduced by economists Jean-Baptiste Say in
the nineteenth century in which the entrepreneur created value by moving
resources to higher planes of production and Joseph Schumpeter who, a century later,
identified the entrepreneur as the driving force behind the growth of an economy
(Martin, 2007).

Schumpeter distinguished between ‘“adaptive responses,” behaviors that fall
within the range of accepted practice, and “creative responses,” behaviors that fall
outside the range of existing practice. According to Schumpeter’s theory, creative
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responses in business are coterminous with the idea of entrepreneurship and they
have several characteristics that distinguish them from adaptive behaviors:

1. Creative responses can’t be understood ex-ante, that is, knowing what to do,
given a set of existing facts, is not a matter of simple inference;

2. Creative responses shape the “whole course of subsequent events and their long-run
outcome”; and

3. Creative responses are related to the abilities of people in society, the abilities of
people in relevant industries, and the decisions and actions that they take
(Schumpeter, 1947).

Schumpeter points to several distinctions between the capitalist and the entrepre-
neur and the inventor and the entrepreneur. Although capitalists provide the funds
necessary for business and inventors provide ideas that ultimately are converted into
products and services, the entrepreneur is the innovator who gets things done. For
example, while Henry Ford did not invent the automobile, he systematized its pro-
duction, making it more reliable and more affordable for average people by dramati-
cally changing the assembly line which he did not invent. Other theorists, like Peter
Drucker, writing in the twentieth century, define entrepreneurs as those who create
value by recognizing and responding to change rather than the “heroic” change
agents that Schumpeter describes (Martin, 2007). It is within this context that we
address the empowerment of women in initiating and mobilizing support for social
entrepreneurship as a venue for solving problems affecting them and the commu-
nity. Women entrepreneurs face a variety of issues which can limit their success.

Challenges and Constraints

Until about 20 years ago, entrepreneurship and business leadership were almost
exclusively male-dominated activities. The article by Williams (2012) “Why Women
May Be Better Leaders than Men” brings to light many examples of how women are
making significant strides as champions of change and as intrapreneurs in their
organizations but still suffer from stereotypical biases, negative evaluations, and
lack of recognition—the invisible barriers that separate women and minorities from
top leadership positions. The lack of promotion opportunities, limited flexibility on
the part of employers, and lack of upward mobility leave many women with
untapped potential in their organizations to contemplate career possibilities outside
the organization. Belasen (2012) reported a higher turnover rate of women with at
least 10 years of executive experience than males at the same level. Between the
stress of balancing work and home and other workplace barriers, one can under-
stand why many women feel frustrated when bias-based objections become a reality
or when peripheral considerations become the center for vicious office politics and
power struggle preventing women from reaching the top.

Women face a catch-22 when they enter professional careers. High-achieving
women who attempt to combine work responsibilities with family are either condemned
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for compromising their familial obligations, or for hindering their full professional
potential by spending time and effort around their personal life. Lisa Belkin (2003)
of the New York Times pointed out an alarming trend—Iarge numbers of highly
qualified women dropping out of mainstream careers. Labeling these women the
“opt-out revolution,” Belkin traces the reasons and provides evidence that women
steer onto the off-ramp at some point on their career pathway.

Empirical evidence confirms that women in leadership positions help improve
organizational performance and stakeholder satisfaction, yet the support systems
such as flexible work schedules, maternity leaves, and re-entry on the fast track for
promotion are lacking. High-achieving women are not meeting their career goals
not because they decide to opt out of the workforce due to their caregiving respon-
sibilities but rather due to the inflexibility of workplaces’ policies and practices.
Until companies mainstream flexible arrangements, the talents and skills of high-
potential women will continue to be directed towards external goals including social
entrepreneurship.

A study by John Becker-Blease from Oregon State University that was con-
ducted in 2010 found that about 7.2% of high-achieving women left their jobs,
compared to 3.8% of men. Both the voluntary rates (4.3% versus 2.8% for men) and
the involuntary rates (2.9% versus 0.9%) were higher for women executives. Women
are more likely to leave their jobs due to domestic obligations or because of higher
social consciousness than men, which could explain the higher-than-men voluntary
departure rate (Klampe, 2010). Women tend to stay away from management posi-
tions due to lack of workplace flexibility (15%) and placing a bigger priority on
family (26%), but also because of institutional barriers and lack of mobility (42%),
less willingness to take risks (10%), and lack of mentoring and social support, esti-
mated at 7% (Inam, 2013). The constraints on women from entering executive suites
and corporate boardrooms, paradoxically, has also created opportunities for women
to apply their innovativeness and creativity skills elsewhere, primarily the formation
of startups, the subject of subsequent sections.

The Second Glass Ceiling

Bosse and Taylor (2012) proposed that the second glass ceiling appears like an
entrepreneurship corollary to the first glass ceiling (the invisible barrier that sepa-
rates women and minorities from top leadership position) except that it centers on
the capital markets that serve small firms. They pointed out that women entrepre-
neurs face tighter credit availability from financial institutions to start new firms or
to fuel the growth of existing small firms. For example, the Center for Women’s
Business Research’s Women Confidence Index reported in 2010 that women busi-
ness owners continue to cite problems of getting loans. Bosse and Taylor (2012)
agreed that more women business owners are seeking credit, but fewer report that
they are getting all of the credit they want (9.5% in 2009 versus 6.3% in 2010) and
more report that they are getting none of the credit they want (20% in 2009 versus
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25% in 2010). Even for firms with higher annual revenues (greater than $500,000)
only 10.3% in 2010 received all the credit they wanted, while 65.5% stated that they
were able to obtain at least some, most, or all credit sought. In contrast, only a third
(33.3%) of those with smaller annual revenues (less than $500,000) were able to
obtain at least some, most, or all credit sought.

The use of gender as a grouping criterion is widely observed in sociological
research. People feel most comfortable working with others who manifest similar
characteristics, personal traits, or behaviors. Thus, as long as there are many more
males than females at banks and investment firms in positions to allocate financial
capital, it follows that males who seek capital may receive a disproportionate share,
ceteris paribus. Even as women-owned businesses continue to grow at rates exceeding
the national average in the USA, these firms have not been moving along the growth
continuum (American Express, 2011). Men-owned businesses, on average, are
larger than women-owned businesses—about twice as many than women-owned
businesses have ten or more employees and three times as many have reached the $1
million revenue mark (American Express, 2011).

Traits and SKkills

Bellucci, Borisov, and Zazzaro (2010) found that women business managers tend to
perceive critical decision events as riskier and are more risk-averse than men, particu-
larly in the area of financial investments. This was corroborated by Hadary (2010)
who suggested that the stereotype that women are perceived as incapable of leading
substantial, growing businesses is pervasive among business and government leaders.
She also pointed to women’s own perceptions of incompetence as a key reason why
others do not believe their firms will grow. Bosse and Taylor (2012) cite strong evi-
dence from a multi-country database of 14,000 firms that shows that women-managed
firms are 5% less likely to get a bank loan approved compared to men and when they
do get a bank loan, on average, they pay half a percentage point more in interest
(Muravyev, Talavera, & Schafer, 2009). Furthermore, analysis of a longitudinal sur-
vey of almost 5000 entrepreneurial firms shows that not only do women get signifi-
cantly less external debt and equity than men at firm startup; they also get significantly
less capital in the subsequent 2 years (Coleman & Robb, 2009).

As in politics, entrepreneurship is associated with male characteristics such as
assertiveness and self-promotion, tactics used to control impressions and exercise
influence. Thus, the possession of political skills or lack thereof can be predictive of
women’s success as entrepreneurs. For this reason, Phipps and Prieto (2015) found
that males have greater propensity than females to be entrepreneurs. Also, the
limited presence of women entrepreneurs means that female mentors are not available
to support and encourage the self-efficacy of would-be female entrepreneurs. Since
creativity is positively correlated with entrepreneurial intentions (Hamidi, Wennberg
& Berglund, 2008; Olawale, 2010; Phipps, 2012), this, too, could be a determinant
of entrepreneurial self-efficacy.
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Geibel, Askari, and Heinzel (2014) used The Global Entrepreneurship Monitor
(2009 GEM Report) to measure the “fear of failure rate” in 26 countries. This rate
is defined as the percentage of the age of “18—64 of population with positive per-
ceived opportunities who indicate that fear of failure would prevent them from set-
ting up a business.” In 2012, 27% of the individuals with entrepreneurial aspirations
in the USA recognized opportunities but did not follow through on their plans, even
if the expected utility was projected to be higher than the next best alternative.
Factors contributing to this fear included the availability of startup capital (liquidity
constraints), economic growth (level of industrialization, employment), entrepre-
neurship education (building skills and knowledge of entrepreneurship), reputation
(image), and startup activity (level of involvement). One of the findings was that
even if the economy of a country is well developed, a recession might raise the fear
of failure due to the negative development and prevent people from starting a busi-
ness. Furthermore, a low startup activity increases the fear of failure rate. Possibly,
individuals who are currently not involved in a startup have less confidence con-
cerning the potential of their ideas if they don’t observe other people being success-
ful or trying to be successful. Observing a higher degree of entrepreneurial activity
could raise their trust in the market conditions required for successfully setting up
their own business.

The Reality

These obstacles to female entrepreneurship, notwithstanding, did not discourage
women from pursuing social innovation. If anything else, it showed that women-
owned business is a force to be reckoned with. While an average of 506 new women-
owned firms were started each day since 2007, the daily average was 602 per day
from 2011 to 2012, 744 per day from 2012 to 2013, and fully 1288 per day in
2014—showing that the number of new women-owned firms launched each day has
doubled over just a few years. From 2007 to 2014, the number of women-owned
firms increased by 17% compared to an overall increase in new firms of 13%—a
ratio of 1.3:1. As mentioned earlier, over the entire 1997-2014 period, the number
of women-owned firms has increased at a rate 1%2 times the national average
(Womenable, 2014). About 50% of all new establishments survive 5 years or more
and about one-third of the new startups survive 10 years or more.

In 2014, there were 9.1 million women-owned firms, employing 7.9 million
workers and generating $1.4 trillion in revenues (Womenable, 2014). The “death”
rates were lower for female-owned establishments than male-owned establishments
for enterprises of 50 or more employees (United States Department of Commerce
Economics and Statistics Administration, 2010). Although the total number of new
establishments has not been growing as it did before the 2007 economic downturn
and the number has actually been much lower than it was during the 2001 recession,
the number of women-owned firms has increased, as noted above, more than the
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overall “birth” rate of new business. Between the higher “birth” rate and the lower
“death” rate, the percent of women-owned businesses has been growing.

The growth of female-owned businesses suggests that the prospects for women
in business are generally getting better. The Small Business Administration’s Office
of Advocacy (2014) defines a small business as an independent business having
fewer than 500 employees. In 2011, there were 28.2 million small businesses repre-
senting 99.7% of the US firms, 63% of net new private-sector jobs, 48.5% of pri-
vate-sector employment, 42% of private-sector payroll, 46% of private-sector
output, 37% of high-tech employment, 98% of firms exporting goods, and 33% of
exporting value. How much of this activity is conducted by women-owned firms?
As of 2014, there were nearly 9.1 million women-owned businesses in the United
States, accounting for 37.8% of all small business generating over $1.4 trillion in
revenues and employing nearly 7.9 million people.

While women-owned firms remain smaller than male-owned firms in terms of
average employment and revenues, they are not only showing higher percent growth
in numbers but also higher absolute growth in terms of job creation adding an esti-
mated 274,000 jobs since 2007. For comparison, employment in men-owned and
equally owned firms has declined over the past 7 years. Between 1997 and 2014,
when the number of businesses in the United States increased by 47%, the number
of women-owned firms increased by 68%—a rate 145% greater than the national
average. Indeed, the growth in the number (up 68%), employment (up 11%), and
revenues (up 72%) of women-owned firms from 1997 to 2014 exceeded the growth
rates of all but the largest publicly traded firms (Womenable, 2014). More than 75%
of female-owned businesses operate in service and retail industries in which wom-
en’s attributes and inner capabilities appear advantageous.

Resources to Support Female Entrepreneurship

Probably, the best evidence that female entrepreneurship is here to stay is the bur-
geoning growth of resources devoted to its support. Here are some examples. The
Goldman Sach’s 10,000 Women Initiative was created with the goal of educating
women entrepreneurs in emerging economies. The program helps women to reach
their entrepreneurial goals and, in turn, stimulate the overall economy in the com-
munities that these men serve. By the close of 2013, the initiative had enrolled its
10,000th woman (Babson College, 2014). Similarly, the Coca-Cola 5by20 cam-
paign was launched in 2010 to help women reach their entrepreneurial goals and
create sustainable economic climates in their communities by providing them access
to business skills, financial services, assets, and support networks. The name 5by20
comes from Coca-Cola’s goal of positively affecting five million women by 2020.
The campaign currently has programs in 12 countries (Coca Cola, 2013). Recently,
Dell launched the “Pay it Forward” initiative to use the power of women’s networks
to expand opportunities for women entrepreneurs (Dell, Inc., 2013). The campaign
works on the premise that if women reciprocate in helping other women achieve
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their business goals, they can create a global community of women supporting
women and these efforts will create a ripple effect. Through this process, Dell has
set a goal to track support for 1 million women entrepreneurs by the end of 2015.
According to Ingrid Vanderveldt, a well-respected American businesswoman, media
personality and investor: “empowering women worldwide and investing in their
futures can help drive growth in the global economy and promote economic vitality
and security” (2014).

Another female education and funding foundation is Tory Burch. The high-end
fashion brand is most popularly known for its classic ballet flat embossed with the
gold Tory Burch crest. According to Forbes magazine, Tory Burch is worth about $1
billion (Kanani, 2014). Because early on Burch endured the challenges of balancing
life-work goals along with the systemic barrier of securing funding, she decided to
launch the “Tory Burch Foundation” in 2009, in order to support female entrepre-
neurs in overcoming their own obstacles. The foundation offers access to capital for
loans, specifically through Bank of America through community lenders (Kanani,
2014). It also offers business education, mentoring and networking opportunities.
Funding is selective. In order to be eligible, entrepreneurs must have $500,000 in
annual revenues.

While there are many barriers hindering women from reaching their entrepre-
neurial goals, there are also many programs out there with the sole intent of funding
women’s business ideas. Those mentioned here are only a few of them.

The Intellectual Boundaries of Social Entrepreneurship

Whereas private enterprise and, by extension, entrepreneurship are typically focused
on profits and not social problems, social entrepreneurship is more narrowly focused
on social problems; it addresses an undesirable equilibrium that relegates people to
lives of deprivation and uncertainty about their prospects for the future. “Unlike the
entrepreneurial value proposition that assumes a market that can pay for the innova-
tion, and may even provide substantial upside for investors, the social entrepreneur’s
value proposition targets an under-served, neglected, or highly disadvantaged popu-
lation that lacks the financial means or political clout to achieve the trans-formative
benefit on its own”. The ascendency of “pro-poor” policy as a guiding principle in
economic development is one outward manifestation of the quest for this new equi-
librium. According to Martin (2007, p. 32) “...the entrepreneur is attracted to this
suboptimal equilibrium, seeing embedded in it an opportunity to provide a new solu-
tion, product, service, or process. The reason that the entrepreneur sees this condition
as an opportunity to create something new, while so many others see it as an incon-
venience to be tolerated, stems from the unique set of personal characteristics he
or she brings to the situation—inspiration, creativity, direct action, courage, and
fortitude. These characteristics are fundamental to the process of innovation.”

As suggested earlier, there are a number of conceptions of “social entrepre-
neurship.” A useful taxonomy is offered by Dees and Anderson (2006) who suggest
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that the definitions fall into two categories: the social enterprise school and the
social innovation school.

In the view of those in the social enterprise school, a social entrepreneur runs a
socially oriented business or takes a market-based approach to a societal problem.
In the view of those in the social innovation school, a social entrepreneur is a change
champion who seeks large-scale, sustainable changes, as discussed in connection
with Schumpeter above, to improve society. In the words of Martin (2007,
pp. 34-35), “...the social entrepreneur aims for value in the form of large-scale,
transformational benefit that accrues either to a significant segment of society or to
society at large.” Bornstein (2007) distinguished social entrepreneurs as a transfor-
mational force: Relentless individuals with practical vision, stamina, and persis-
tence to achieve their goals and spread their ideas. Indeed, women social
entrepreneurs manifest these views.

Convergent definitions suggest that social entrepreneurs are found in all walks of
life, in all societal sectors; their goal is to address a serious social problem and that
they possess traits that set them apart from other well-meaning people who want to
make a difference in the world: Social entrepreneurs are not simply businesspeople
solving social ills, but people with innovative thinking spreading new approaches—
through nonprofits and businesses, or within government—to address emergent and
new problems successfully (Bornstein, 2012).

Commonly conceived, social entrepreneurship encompasses a vision for society
that has the following elements:

* Social entrepreneurship is an innovative initiative that addresses societal problems
that, heretofore, have been inadequately addressed.

* The goal of social entrepreneurship is to create a better society.

*  While profit is not the focus of social entrepreneurship, it is not inconsistent with
making a profit; in fact, since there is a growing recognition that societal problems
require partnerships involving business, government, and the nonprofit sector,
social entrepreneurship could well involve profit-making.

* Social entrepreneurship requires innovative, even revolutionary, business approaches
that achieve sufficient scope and scale to be effective and sustainable.

So defined, the types of individuals who envision improving society may come
from different backgrounds, training, and orientations; they may have different world
views and motives for what they do; they may use different methods and structures to
accomplish their objectives. These efforts may be undertaken by businesses, nonprofit
organizations, or the government, though, increasingly, successful social entrepre-
neurship will probably require collaboration of more than one, possibly, all of these
sectors. Examples of business organizations that meet this definition would include
Ben and Jerry’s Ice Cream, Newman’s Own products, and Grameen Bank. Examples
of individuals who were the force behind profound societal change include Dorothea
Dix who raised consciousness about and developed practices for treating the mentally
ill; A. Philip Randolph who led black porters and maids in forming a union and was a
key figure in the civil rights movement; Gifford Pinchot who is considered by many to
be the “father” of the conservation movement in the United States and was one of the
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first to introduce the idea of renewable resources and sustainability; Susan B. Anthony
who fought for women’s rights; and Florence Nightingale who established modern
nursing and the first school to train nurses.

Based on this definition, social entrepreneurship should not to be confused with
the work of charitable organizations or mutual benefit associations which are more
aptly termed “social enterprises” (Dees and Anderson 2006) than “social innova-
tors” although they are still important institutions and there could well be overlap in
the work of and alliances between charities and social innovators.

As Wei-Skillern, Austin, Leonard, and Stevenson (2007, p. 4) so aptly summed
up these ideas, social entrepreneurship is an “...innovative, social value-creating
activity that can occur within or across the nonprofit, business or government
sector.”

Why Is Social Entrepreneurship Necessary?

American capitalism has produced an enormous amount of wealth, bestowing a
high standard of living and life expectancy creating a huge middle class out of
people who, in centuries past, would have lived lives of deprivation with very little
separating them from starvation and death at a young age. Between World War II
and 1970, the percentage of income increase of Americans across the income spec-
trum grew fairly evenly and dramatically, doubling over that period. However, the
average American household has essentially the same income as in 1970 though it
takes two wage earners to secure the same income, adjusted for inflation, and the
distribution of income is very uneven. In 2013, the top 3% received 31% of total
income and 54% of total wealth (Stone, 2015).

In addition, even as the USA enters its eighth year of economic growth since the
Great Recession in 20072008, many people remain either unemployed or under-
employed and some have become so discouraged that they have either abandoned
their search for employment or have settled for part-time work. Capitalism is blind
to their needs. And the fact that the skills of American workers have been slipping
in comparison to people in many other industrial countries does not suggest that
things will improve appreciably for average Americans in the near future. The con-
vergence of these and other events has led to the greatest amount of income and
wealth inequality that the United States has ever seen, with fewer and fewer people
receiving more and more income and wealth. What a dichotomy! The American
economy is doing just fine while average people and their children, who make up a
disproportionate number of the American poor, struggle.

In addition, the “nonexcludability” feature of public goods obviates the profit
incentive and the solution to problems that might, otherwise, be eliminated. This has
left a significant portion of the country’s population poor, without adequate medical
care, without adequate education and, in some cases, few prospects for improve-
ment. Indeed, capitalism itself creates many problems in the form of spillovers such
as pollution, illness, and stress.
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Problems have always existed but, besides those mentioned above, several perni-
cious, secular trends are increasing the need for new approaches within nonprofit,
government, and business organizations but, also, approaches that necessarily
involve the intimate cooperation of the three sectors:

e The degradation of our natural environmental

* The increasing costs of education and the strain this imposes on average people

e The gulf between those who have information technology and those who don’t

* The lagging school performance of the poor as well Blacks and Hispanics

* The burgeoning cost of health care and the concomitant increase in health
problems

* Deteriorating prospects for the escape from intergenerational poverty

These problems, increasingly, require bold and inventive solutions characterized
by Schumpeterian entrepreneurship but, at the same time, more explicitly anchored
in the creation of public value. They will not yield to simple good intentions. If they
did, they would no longer exist given the spectacular increase in the nonprofit and
governmental sectors in the last few decades.

While the government and nonprofit organizations are bastions against prob-
lems that the free market has not solved and has even contributed to, these sectors
are beset with their own problems. Governmental agencies at all levels are con-
strained by demands for limited government and resistance to transfer payments
and are less able, in real dollar terms, to support nonprofit organizations; worse,
they have increasingly passed unfunded mandates to the nonprofit sector. As for
their part, while nonprofit and nongovernmental organizations provide badly
needed social services, they must appeal largely to third parties who do not
directly benefit from their activity for a large share of their funding and they are
often hampered by inadequate business-related skills such as the ability to develop
scalable offerings.

According to the National Center for Charitable Statistics, there are over 1.5
million 501(c) organizations which account for approximately 10% of all American
wages and salaries. Although the number of these nonprofit organizations has con-
tinued to grow, the growth has created more competition among them. Accordingly,
there is great flux among these organizations, with approximately 16% disappearing
over a 5-year period, many probably going out of existence. Though, over time,
their revenues have kept pace with inflation, they are in a constant quest for new
funds (McKeever, 2016). The results of one study of the problems facing the non-
profit sector are instructive:

* Many development director positions remain vacant for many months; the
median vacancy length is 6 months with 46% of all nonprofits reporting even
longer vacancy lengths;

* Many nonprofit development officers consider their jobs a setup because of the
considerable constraints they face including untrained and unsupportive boards;

» Half of all development officers anticpiate leaving their jobs within 2 years; one
quarter anticipate leaving the field within 2 years;
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* One quarter of the executives of nonprofits are not satisfied with the skills of their
development officers. Many say the talent does not exist in the labor pool. These
numbers are higher for smaller organizations;

e Smaller organizations are unable to compete with larger, with nonprofits with
budgets up to $1 million paying development officers approximately $49,000
and the largest nonprofits paying over $100,000 (Bell, 2013).

America needs new approaches to its social problems, approaches that are built
upon the same type of innovativeness and vision that has driven American business
but that have societal problems as their focus and rely on cooperation across all
three societal sectors—business, the government, and the nonprofit community.
Social entrepreneurship may be a step in that direction.

The Growth of Social Entrepreneurship

Fortunately, there is evidence that social entrepreneurship is growing dramatically.
It is impossible to quantify this precisely, largely because social entrepreneurship
manifests itself across all sectors and many job titles and because we are nowhere
near universal agreement on the precise definition of social entrepreneurship.
Nevertheless, there are a number of tangible, quantifiable indications that the inter-
est in social goals is growing and, with it, the need for particular business competen-
cies, buttressed by an understanding of societal issues, social justice, and
organizational models that involve partnerships between and among business, non-
profits, and the government. These indicators include the following:

e The number of academic programs, courses, and institutes relating to social sec-
tor management or that contain social benefit content is burgeoning. Between
1993 and 2011, the Harvard Business School alone produced approximately 600
cases and books on social entrepreneurship and approximately 600 students
enrolled in social enterprise courses and initiatives; each year more than 500
practitioners participate in the HBS’s Social Enterprise Executive Education
Institute; 1/3 of HBS alumni serve on nonprofit boards; HSB’s Social Enterprise
Club, with 400 members, is one of the school’s largest student clubs; HBS alumni
clubs provide $10M annually in pro bono consulting work for social initiatives
(Milway & Goulay, 2013).

* The top colleges in the country have doubled their courses relating to manag-
ing in the social sector since 2003; 95% of Yale School of Management courses
contain social content; the mission of Yale’s School of Management is focused
on “turning out not only business leaders but leaders for society” (Milway &
Goulay, 2013).

*  Whereas in the mid-nineties, in mid-level colleges in the USA and Canada, there
was only one full program focused on social entrepreneurship, in 2005 there
were hundreds of courses and 30 colleges offered full-fledged programs in social
entrepreneurship (Hahn, 2005). No doubt, today the number is much higher.
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* The business sector’s interest in corporate social responsibility has increased
exponentially as businesses focus on the triple bottom line and increasingly
include social goals in their strategic planning, support their employees in meet-
ing the needs of their communities and establish foundations that give money to
for-profit and nonprofit organizations that take on issues with a social purpose.
Businesses recognize that this is not only the right thing to do but that it also
drives innovation and promotes learning and adds to their bottom line. According
to a McKinsey survey, “Valuing Corporate Social Responsibility,” environmen-
tal, social, and governance programs have soared in recent years, as executives,
investors, and regulators have grown increasingly aware that such programs can
mitigate corporate crises and build reputations... “Solid majorities of all respon-
dents expect environmental, social, and governance programs to create more
value in the next five years” (McKinsey and Company, 2009).

e Not surprisingly, American consumers indirectly support the development of
social entrepreneurship by demanding goods provided by socially responsive
companies, though they may have to pay a premium for these goods. According
to a 2013 Nielsen survey, 50% of consumers compared to 45% in 2011 were
willing to pay more for products from companies that are trying to give back to
society. Though this is a sentiment most associated with people under 30, it is
growing among all age groups, among men as well as women, and across the
58 countries surveyed (Nielsen, 2013).

Writing in 2007, Charles Leadbeater, a pioneer in the field of social entrepre-
neurship education offered the following observations which outline nicely the
progress it made in the previous decade, the need for it, and the direction the field
needed to take:

Ten years ago, social entrepreneurs “were a ragtag group of misfits and mavericks,
heroic figures, seemingly single-handedly bringing jobs, healthcare and educa-
tion to deprived communities” with only one school for social entrepreneurs.
Now, the “movement” is supported by 30 universities around the world with full-
fledged programs and, whereas social entrepreneurship is usually a team effort,
itis “fed by an eclectic mix of church groups, venture capitalists, philanthropists,
former political activists, community businesses, and the rise of corporate social
responsibility.”

Third sector social enterprise organizations alone employ around 40 million people
worldwide and have 200 million volunteers.

The social entrepreneurship “movement” has increasingly helped itself. Building on
the efforts of the pioneer organization, Ashoka, which has recognized and given
material support to thousands of social entrepreneurs, many similarly committed
organizations have emerged, including Skoll and Schwab and the Community
Action Network.

The biggest challenge facing the social sector is figuring out how to scale up its
impact, acquire capital, and increase its management skills.

The potential for the growth of social collaboration is enormous, as the internet has
opened up new avenues for entrepreneurs in what could become a mass activity
(Leadbeater, 2007).
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Finally, the federal government and several states have formalized their recognition
of social entrepreneurship and the need for it. At the federal level, the Office of
Innovation and Entrepreneurship has been established within the United States
Department of Commerce, “to foster a more innovative US economy focused on
turning new ideas and inventions into products and technologies that spur job growth
and competitiveness while promoting economic development” (U.S. Economic
Development Agency, 2016).

At the state level, several states allow the creation of a brand new form of
business organization, the benefit organization. The benefit organization is allowed
to make a profit, unlike 501 (c) (3) organizations, as they pursue social missions.
The organization must appoint a benefit officer who must report yearly that the
organization has, indeed, carried out its mission.

Conclusion: The Role of Women in Entrepreneurship

As discussed earlier, private enterprise has been the almost exclusive province of
men. Although women have made steady progress in closing the pay gap, there is
still a significant pay gap between men and women; and although women are better
represented in management positions than they have been, women are noticeable by
their absence from executive suites and boardrooms. However, women have played
a much more significant role in distinguishing themselves as social entrepreneurs
and are almost as likely as men to be social entrepreneurs. We are not surprised by
this and we argue that women, because of their orientation, sensibilities, and skill
sets, are uniquely prepared to provide leadership in the quest for equality, fairness,
and sustainability that have remained so vexingly out of reach even for the United
States and most advanced economies.

Whereas the literature on market-based activity has focused on self-utility
maximization and profit seeking behavior, social enterprises seek to create social
value and are largely driven by the “other-oriented” motivation of compassion
(Miller, Grimes, McMullen, & Vogus, 2012). Compassion is the vital “other-ori-
ented” motivator that “fosters integrative solutions to seemingly intractable social
problems...and encourages the commitment needed to undertake demanding and
difficult responses.” And... “compassion, when combined with the perceived legiti-
macy of social entrepreneurship, increases the likelihood of launching a social
enterprise” (Miller et al., 2012, p. 618).

In this conjuncture, it is interesting to note that, whereas men dominate main-
stream (market-based) entrepreneurship and are twice as likely to set up a conven-
tional business organization, women set up social entrepreneurial enterprises almost
as often as men (Harding, 2004). This resonates well with studies of the role of
gender in career selection. Women disproportionately select certain careers and
have distinctly different long-term goals or visions for their future (Evans &
Diekman, 2009). “...women, more than men, tend to endorse the values of benevo-
lence and universalism, whereas men more than women, tend to endorse the values
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of power and achievement, self-direction and stimulation” (Evans & Diekman, p. 237).
While the “soft” skills and values (e.g., creativity, energy, and compassion) are dif-
ficult to develop, they are also congruent with women’s characteristics and the over-
arching purpose of social entrepreneurship as evident in the success stories and
outcomes of women’s initiatives described earlier in the chapter. Other aspects of
entrepreneurial skills (or hard skills such as business planning and capital options,
the primary domain of men’s skills) can be learned and nourished by women through
training and education (Belasen & Frank, 2012). Fittingly, these roles and skills,
dispositional or learned, are predictive of women'’s abilities to initiate and champion
social entrepreneurship ventures.
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Focus Group Becomes Support Group:
Women in Educational Leadership

Jennifer L. Martin, Martina L. Sharp-Grier, and Chloe E. Bortmas

If you are sitting around the table but you say nothing, that’s a
lost opportunity. Move beyond that and say something about
what you have to offer. The reason you're there is because you
have something valuable that can be added.

Ursula Burns

Introduction

The myth of meritocracy and denials of inequality still pervade American culture on
many levels. The notion that individuals in leadership position are the most deserv-
ing of said positions is ubiquitous in our current milieu. However, research indicates
that stereotypes, stereotype threat, overt discrimination, and more covert forms of
discrimination, such as exposure to daily microaggressions, can render the road to
leadership fraught with potholes, pitfalls, and impediments for women, particularly
those possessing additional nondominant identities or multiple minority statuses
(Gutierrez y Muhs, Flores Niemann, Gonzalez, & Harris, 2012). Yet and still, we are
in need of diverse leaders in our educational institutions (Paludi & Coates, 2011),
most specifically women.

J. L. Martin (<) ¢ C. E. Bortmas
Alliance, OH, USA

M. L. Sharp-Grier
North Canton, OH, USA

© Springer International Publishing AG, part of Springer Nature 2018 53
F. L. Denmark, M. A. Paludi (eds.), Women and Leadership,
https://doi.org/10.1007/978-3-319-72182-8_5


http://crossmark.crossref.org/dialog/?doi=10.1007/978-3-319-72182-8_5&domain=pdf

54 J. L. Martin et al.

Vignette One: The Value of Women’s Voices, the Escapades
of Jen and Ken

I worked in a high school setting for 17 years; 15 of those years I spent in a small
alternative school for students labeled at-risk for school failure. It may or may not be
surprising to note, depending on how much one is versed in K-12 education, how
many of my co-workers were female. In fact, other than the principal and one other
teacher, both male, the rest of my co-workers were female. That is why I found it so
interesting when the women around the lunch table would lean in any time the man
would say anything. Women even made him lunch and bought him gifts, simply
because he was the only man; these were not romantic gestures, but some kind of
an antiquated tradition of “kissing the ring,” acknowledging the phallus, uphold-
ing the patriarchy. My feminist sensibilities were troubled. Sometimes, it was funny.
Other times I was incredulous or outraged. And this male teacher was my friend.
He would laugh about it, but he did not see at first that it was because of male privi-
lege that he was receiving these gifts, until I pointed it out. At staff meetings, it was
not uncommon for me to notice how everything Ken said was lauded. Often, I was
ignored. And the majority of the people facing me were female. I understood that
women could internalize sexism, so I enlisted Ken into an informal experiment. I
explained to him the pattern that I was noticing: men’s voices, although in the minor-
ity: in this case Ken and the principal, were more valued around the table than were
women’s. It was not that he did not believe me; he just never noticed it. (He did not
have to, as it did not affect him.) Being my friend, and open to my feminist perspec-
tive, he agreed to my “experiment.” My idea was this: I would broach various ideas
during staff meetings. Upon being ignored or dismissed, Ken would broach the exact
same idea, worded in a similar manner a few moments later. We repeated this pattern
over several weeks and recorded our findings. Although Ken was surprised, I was
not. Overwhelmingly, my ideas were ignored, but when repeated by Ken, they were
embraced enthusiastically.

Jen and her female colleagues experienced what many women face daily: diffi-
culty in being heard and in participating in decision-making compared to male col-
leagues. While scholars debate the reasons for this, the phenomenon itself is well
documented (Harris & Gonzalez, 2012). In some cases, women are not heard
because they may not speak as much. At the same time, the vignette shared above
points to another aspect of women in leadership: women bring unique and highly
valuable skills and perspectives to leadership roles. Notably, Ken himself did not
see the privilege that his voice received, but Jen, his female colleague, did and she
worked with him to validate her observations. Jen and Ken did eventually share their
“experiment” with the rest of the people sitting around that table, most of whom
were women. When Jen revealed her analysis of her speaking experience in compari-
son to her male colleagues, she was met with shock, followed quickly by regret. The
other teachers resolved to do better and to be more reflective about assigning cultural
capital (power, weight, significance) to a person’s speech based upon dominant
identity markers. Jen’s sense of activism is not uncommon among women leaders.



Focus Group Becomes Support Group: Women in Educational Leadership 55

Women in leadership roles are often more likely to take on women’s issues
(Martin, 2011b), other issues of marginality (Gutierrez y Muhs et al., 2012) and to
bring perspectives unique to women to light.

In this chapter, we first review the enduring challenges that women face in attain-
ing positions of status and leadership and the theories that underpin these chal-
lenges. We then address the issues of differential expectations for leaders based
upon biological sex, the issue of the underrepresentation of women leaders in edu-
cation and the potential reasons for this, and the unique experiences women, includ-
ing those of multiple minority status, face when they strive for or attain positions of
leadership. Personal vignettes written by the authors will be interspersed throughout
the chapter. We also offer the voices of a cadre of women holding leadership posi-
tions in K-12 education, as a way to elucidate and provide context to the literature.

Grounding the Paucity of Women’s Leadership

Attribution Error

According to attribution theory, the personality characteristics (and personal accom-
plishments) of women and men are often perceived differently (Kirchmeyer, 1998).
For example, women’s accomplishments may be attributed to luck or other external
factors; additionally, women’s advancement may be attributed to affirmative action and
not to personal ability (Kirchmeyer, 1998; Lyness & Thompson, 1997). Moreover, a
woman’s performance (on tasks traditionally perceived to be associated with male
characteristics) is often attributed to luck or to effort, and men’s performance is attrib-
uted to skill (Greenhaus & Parasuraman, 1993). The reason for the former can be
explained through the idea that such successes violate people’s sex role expectations;
to avoid cognitive dissonance, many observers attribute negative attributes to women,
such that women are not responsible for their own successes—they just “got lucky.”

Vignette Two: Enduring Challenges for Women, a Student in My Office

One day, about halfway through the semester of teaching Multicultural Education,
a student entered my office. Because I had previously taught this student in an
Introduction to Education course, I felt very comfortable and open with this student.
I motioned for him to enter my office and to sit down even though I had an Information
Technology person assisting me with my computer at the time. As we were working
on my computer, the student proceeded to tell me how he felt my course was “sexist”
and made him feel angry. I asked him to name what I had done or said that was sex-
ist, and he replied that he could not name an example, but he felt entitled enough, in
front of another person that he did not know, to inform me that somehow I was not
doing my job correctly. I wondered if he would have felt as comfortable speaking in
a similar manner to a male professor, especially with someone else in the room.
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Despite my shock and embarrassment at the situation, I attempted to defend my
curriculum and my point of view. I attempted to inform him that because I broach
the topic of sexism, this does not mean that I am sexist. It was as though he was
attempting to shoot the messenger for suggesting that he think about things he had
never before been asked to think about: his privilege. He did not like it, and he was
looking for someone to blame.

It is not abundantly clear exactly why the student in the above vignette acted in
this manner. Did he attribute his professor’s position to some external factor, thus
deeming her less than qualified for her position as authority figure in the classroom?
Women in positions of leadership and authority, such as teachers and professors,
may find it more difficult to be taken seriously in comparison with their male peers
because of students’ attribution errors, whether these errors are made explicit
through overt resistance, or kept implicit, revealing themselves on course evalua-
tions (Hamermesh & Parker, 2005; Toombs, 2013). Although we are committed to
social justice pedagogy, we understand that not only is achieving tenure more
difficult for women and faculty of color because of organizational cultures that do
not support their work or their identities (Gutierrez y Muhs, et al. 2012; Jones,
Taylor, & Coward, 2013), but also because this work is further complicated for
those teaching courses with “unsafe content.” According to Ludlow, Rodgers, and
Wrighton (2005), “... resistant White/male heterosexual/mainstream students
respond to diversity courses by inverting the dominant/subordinate paradigm: the
White student perceives himself/herself to be subordinated by the discourse of
diversity and resists it as if she/he were the marginalized group” (p. 8). In these
instances, if the instructor holds a dominant identity status, she/he is less likely to
face student resistance on evaluations. Conversely, the more distant the instructor’s
identity is from the dominant status, the more intensive, abusive, and discrediting
the resistance can become (Ludlow et al., 2005, p. 8). In Vignette Two, the (dominant
status) student felt entirely comfortable challenging this professor’s curriculum in
front of a stranger. Given these realities, engaging in social justice pedagogy and
scholarship is not among the best advice for new faculty members seeking tenure
(Patton, Shahjahan, & Osei-Kofi, 2010).

We are aware that professors who violate students’ expectations, for instance, by
asking them to move beyond their proscribed gender role expectations can face
consequences (Bachen, McLoughlin, & Garcia, 1999); however, women tend to
receive more negative repercussions for said approaches (Takiff, Sanchez, &
Stewart, 2001). Experiencing gendered microaggressions—one of the enduring
challenges women face, such as those mentioned above—can make it more difficult
for women to become leaders, and for women to be taken seriously as leaders
(Martin, 2011b).

Despite decades of feminist progress, women leaders still have to think about
how they are perceived based upon the gender stereotypes held by others. According
to Takiff et al. (2001), “Female professors, like other women in the workplace, may
often have to decide whether to conform to traditional gender-role norms or to
demand the status and success they deserve at the cost of likability” (p. 143). It is
not uncommon for students to expect a maternal figure in their female professors,
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someone who is perpetually nice: someone who is not too challenging, someone
who does not ask too many questions, for, as Sandler (1991) reminds us, gender can
impact how students evaluate a faculty member’s competence. According to Baker
and Copp (1997), ... students may hold contradictory and unrealistic expectations
of them [women]. These contradictions may make it hard for women faculty mem-
bers to receive outstanding teaching evaluations, because students judge women by
their gender performance” (p. 29). Attribution plays a part here too, as women’s
successes are often attributed to luck, while men’s success is attributed to talent
(Sandler, 1991).

Personal Agency and Gender Norms

The terms “agency” and “communion” were originally developed by Bakan (1966)
to reflect two fundamental aspects of human existence. Agency describes a person’s
existence as an individual; communion describes a person’s participation in a larger
whole of which they belong. Bakan essentialized these constructs by attributing
them to gender: agency as the male principle, communion as the female. Historically,
women have tended to possess fewer agentic traits (or self-directed/self-promoting
actions) than men (Eagly & Steffen, 1984). One reason for this involves the percep-
tions of observers, or the societal double bind. For example, when women take
career risks or achieve success in nontraditional realms they may be viewed nega-
tively by others. The same self-promoting actions in men (assertiveness) are often
looked at as negative in women and are often subsequently relabeled (aggressive-
ness). “Aggressiveness” may include asking for a raise, a move fraught with risks
for women. In essence, self-promotion in women may not be a “safe” course of
action. Although some women leaders can withstand the negative labels of “bitchy”
or “bossy,” others find the cost too great: the risks involved becoming a leader in a
field where women leaders are scarce are too personally taxing.

Additionally, because there are fewer women in positions of leadership, some
may perceive women to be less capable of such positions; in other words, these
ideas can translate to negative perceptions of women'’s capabilities (Eagly & Steffen,
1984)—which further leads to women’s perceptions of their own capabilities (con-
tributing to the vicious cycle which produces fewer women leaders). Women’s
acknowledgement of these negative perceptions of women leaders within the larger
social construct can contribute to stereotype threat, causing their performance to
weaken (Steele, 1997). In other words, when women feel responsible to represent
their entire sex, or to alter the negative expectations and stereotypes placed upon
their group, in areas where they represent the “one” or where they are in a minority,
they may collapse under the pressure. Additionally, if women perceive their oppor-
tunities to be less than those of men, they may seek to strive for less or not seek
promotions or leadership positions for fear of failure. This fear may cause a lack of
motivation and thus perpetuate the cycle of few women in top management positions
(Dreher, 2003).
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Whiston and Bouwkamp (2003) found that career-oriented women are motivated
by more intrinsic needs such as independence and achievement. This effect is
directly associated with cultural expectations of women’s work and acceptance of
non-stereotypical gender roles. For example, Twenge (1997) found that while over
time, communal traits have remained higher in women than in men, agentic traits
have increased in women over time, as a result of the social re-framing of women’s
work and subsequent women’s role performance. Accordingly, Twenge found that
as the gap between women and men is decreasing in terms of feelings of personal
agency, assertiveness (an agentic trait) in women has been increasing: a perfor-
mance that varies with status and role. According to Abele (2003), both women and
men displayed agentic or dominant traits when in positions of supervision; however,
women presented as more communal (or submissive behaviors) when in positions
of workplace subordination. Interestingly, women possessing non-majority identity
status are oftentimes taught to internalize agentic traits as manifestations of their
minority gendered selves. African American women, for example, are socialized
into the Strong Black Woman (SBW) role (Sharp-Grier, 2013) and are expected, as
part of their subcultural contextual identity as women, to be both agentic and com-
munal as contextualized by the setting. This identity, because it does not represent
the normed expectation of femininity, presents unique challenges to African
American women leaders as they navigate what to them is culture shock, and to others,
aggressive womanhood, within the professional milieu.

Vignette Three: Developing and Negotiating Leadership as a Non-majority
Woman

Student organizations provide unique opportunities for young persons to develop
the skills and acumen necessary to successfully enter into and succeed within pro-
fessional and corporate venues. For Black women, opportunities to do so are often
limited and present difficult hurdles. Tina, an African American assistant professor,
assumed the leadership of an organization of Black women students. When she took
on the role as advisor to the club, she knew that it was laden with issues that
rendered the club fractured and ineffective. It was hemorrhaging membership, and
the source of the flow was the president. Tina called the president of the org into her
office to get to know her a bit, and to determine what she believed her role to be, as
the ambassador of the organization. When the president arrived, Tina greeted her
and started the conversation with pleasantries and an overview of why the meeting
was called. When the president began discussing her leadership style, her demeanor
changed—she became almost hostile and overtly demonstrative in a way that
positioned herself not as a co-collaborator and leader of the group, rather she saw
herself as an authoritarian figure, there to manage and control the members. Tina
was struck by the president’s posturing, but realized that her standpoint was not
reflective of her desire to be dictatorial. Instead, she was attempting to juxtapose
her perception of self as an African American, woman, leader—something about
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which she received conflicting social definitions, and for which she had not been
provided mentoring.

In sum, self-actualized, secure, and independent women are not actively nurtured
and cultivated by our society. There are still consequences for women who do not fit
their prescribed role, including social ostracism and receiving negative personal feed-
back (Heilman, Wallen, Fuchs, & Tamkins, 2004). Career-oriented women and women
leaders can be viewed by others as cold, bitter, quarrelsome, and selfish, when simply
possessing the same personality characteristics as their male counterparts (Heilman
et al., 2004). Women who behave in ways perceived as traditionally male are less well
received than are men who deviate from traditional norms (Heilman et al., 2004).
Sometimes it is subordinates’ belief of personality characteristics as opposed to one’s
actual personality characteristics that pose the real problem for women leaders.

Evaluation of Women Leaders

Women’s performance, credentials, and workplace outcomes, when they mirror men’s,
are not evaluated in a fashion similar to men’s. This reality may partially explain why
women do not have equitable access to positions of leadership; as previously stated,
leadership qualities, such as assertiveness, may be viewed less favorably when exhib-
ited by a woman (Eagly, Makhijani, & Klonsky, 1992). Eagly et al. (1992) found that
women leaders were devalued in comparison with male leaders, when the leadership
was carried out in a stereotypically masculine manner. This devaluation was exacer-
bated when women leaders occupied male-dominated realms and when male evalua-
tors were used. Eagly et al. (1992) also found that women leaders were more harshly
evaluated when they were evaluated by men, “Because placing women in leadership
positions upsets the traditional societal gender hierarchy, male subjects might, in a sense,
have more to lose by approving female leadership because their status vis-a-vis women
would decline. Thus, male subjects may be more prone than female subjects to reject
female leaders” (p. 7). Although the Eagly et al. study is more than 20 years old, not
much has changed in terms of how people perceive and judge the qualities women
leaders possess. As the following vignette will illustrate, it is not only men who are guilty
of maligning women leaders for acting outside of traditional gender role expectations;
women also can internalize sexism and use it to indict other women.

Vignette Four: “You’re Abrasive!”

[ chair the faculty committee on diversity initiatives on my campus. Although this
committee is part of our system of faculty governance, additional members of the
committee include student affairs staff members as well as students representing the
various diversity organizations on campus. At our most recent meeting, we had
invited the Vice President of Marketing to attend, so that she could hear students’
concerns about diversity representation on the university’s new website. After the
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students presented their concerns, a staff member new to the university, Susan,’
began detailing her own personal problems with the website, including the fact that
her picture and personal bio were not yet online. I attempted to steer the conversa-
tion back to our agenda and to respect the schedule of the marketing representative,
who had another engagement to attend. Because Susan’s concerns were not in the
purview of marketing, I asked that the Dean of Diversity and Inclusion (who was in
attendance) update the personal information of the staff members in their office and
to send it to marketing. However, Susan continued perseverating on her incredulity that
she did not exist on the website. I could tell that she was hurt, but this was not a venting
session. I stated, as gently as I could, “Susan, I am sorry, but I have to stop you there.
We have to get back to the agenda and the Vice President needs to get to another....”
Before I could finish my sentence, she interrupted with, “You're abrasive!” I was
shocked. I was sure that I had not heard correctly. I said, “What?” She replied, “We’ll
talk about it later. I was talking.” Although perhaps I should not have been shocked,
I was. I knew that being called “abrasive” in a meeting that is under my charge, and
in front of students, is absolutely unacceptable. A gendered attack such as this on a
committee charged with fostering diversity on campus is more than a little ironic.
Instead of “speaking to me later,” Susan stormed out of the meeting, long before the
adjournment, soon after the VP of Marketing took her leave.

Perhaps the author of the above vignette was not perceived as being sufficiently
“nice.” Would a man who engaged in the same behaviors be deemed as “abrasive?”
Perceptions of personality characteristics aside, women also report that their styles
of leadership are also obstacles to their advancement (Shinew & Arnold, 1998).
Some women leaders describe their leadership styles as being fundamentally differ-
ent from men. For example, women often attempt to get their subordinates to come
to a consensus with the goal of the group. In general, however, the perception of
how leadership should be conducted philosophically is still viewed in terms of indi-
vidualistic traits (as opposed to relational traits) (Vinnicombe & Harris, 2000).
Vinnicombe and Harris (2000) argue that this perception persists because of the
processes (such as hidden attitudes and stereotypes) of the informal organization,
“The balance of the sexes in management can still be summed up by the phrase
‘think manager, think male,” just as it was in the 1970s” (p. 28). Should the author
of the above vignette have allowed the extraneous discussion to continue because of
the expectation that women are more relational? The problem is that socially,
women are not provided access to a full gamut of personality characteristics and
leadership styles. Women possessing “feminine” leadership styles may have their
style questioned; for example, some women have their sense of calm misperceived
as weakness (Williamson & Hudson, 2001). Women in positions of leadership,
possessing a traditionally “feminine” style are often perceived as weak, wimpy,
and wishy-washy (Williamson & Hudson, 2001). If women are direct, they are
viewed as oppositional; if they are relational, they may be viewed as weak. Because
women leaders are still the few, they remain the judged, especially when it comes to
performance evaluation.

'A pseudonym.
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Effective performance is often attributed to ability when the employee being
observed is a member of the “in-group,” as opposed to the token or out-group; in the
latter case, success is often attributed to luck (Greenhaus & Parasuraman, 1993).
This does not just apply to gender; it also applies to other nondominant statuses
(Greenhaus & Parasuraman, 1993). Employees who were thought to perform well
because of ability were also judged more worthy of promotions than were those
whose successes were attributed to luck or effort (Greenhaus & Parasuraman, 1993).
African American workers are subject to having their successes judged as not the
logical outcome of the application of their talents and drive; but, rather as a vestige
of affirmative action policies, which are erroneously perceived to include a manda-
tory “quota system,” whereby organizations are required to hire and promote con-
crete numbers of Blacks, women, and other minorities to avoid federal scrutiny
(Foster, 2015). Such perceptions are not only inaccurate, they also harm minority
and women employees in that they discount the talents and abilities of the individu-
als scrutinized—suggesting that they were not hired because of who they are; rather,
they were hired because of what they are (Exum, 1983). In short, they perpetuate the
stereotype that “black folk just ain’t smart” (Sharp-Grier, 2015). For Black women,
in this instance, their intersectional selves—the nexus of their race, culture, and sex
(Crenshaw, 1989) creates a unique path through which their expertise, performance,
and outcomes may be evaluated.

Women experience discriminatory evaluation procedures, have their competence
denied, and their performance devalued as a result of their sex (Heilman et al.,
2004). These unfair processes perpetuate negative expectations for women. These
negative expectations result from the inconsistency in how women are viewed and
what characteristics are necessary to perform a particular job. Even when women
are successful in traditionally male occupations, they may still be judged unfairly.

Unique Challenges for Women of Color

Reliable, self-sacrificing, gutsy, redeemer, fierce guardian, observer, attendant, part-
ner, unstinting, supporter, rescuer (Parks, 2010). These words have been used to
describe Black women, and to define their role in the social realm. It can be deduced
from this list that the expectations of Black women are many, and in some ways,
daunting. Parks, in Fierce Angels: The Strong Black Woman in American Life and
Culture (2010), noted that this list is “humanly impossible” to achieve, yet is
expected by both black culture and the dominant milieu. Woods-Giscombe (2010),
in her analysis of stress-related outcomes of the Strong Black Woman (SBW)
(Sharp-Grier, 2013) role, noted a “Superwoman Schema”—a set of variables with
which the analysis of the SBW can be examined. She identified a multifaceted sys-
tem of characteristics, contextual factors, benefits, and liabilities related to the SBW
role, including individualities, which incorporate a manifestation of strength, an
obligation to suppress emotion, a resistance to being vulnerable/dependent, a strong
drive to succeed, and an obligation to help others (2010).
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These traits have been normalized and incorporated into the interactive social
milieu as a racial and gendered emotional prescription for Black women and are in
direct opposition to what has been hegemonically presented as the ideal feminine
display. This prescription has influenced not only the social understandings of Black
women and subsequent responses to them (Sharp-Grier, 2013, 2015), they have also
been adopted by the various institutions within which Black women in general, and
Black women leaders, in particular, must navigate themselves. Parker and Ogilvie
(1996) suggest that these socialized traits correlate directly to a distinctively African
American female style of leadership, which recognizes the hegemonic White male
model of understood “female” styles, but by nature of the internalized understand-
ing of self as Black women, is more agentic, and must be enacted within the context
of racial and gender discrimination. Because of what Alston (2000) suggests is a
dearth of Black women school administrators, the African American woman’s
experience in leadership is oftentimes discounted and/or overlooked. Yet, it is a
salient and tangible aspect of how Black women in leadership positions exact their
work, and are subsequently evaluated by their peers—even in the classroom setting.
This model is also complicit in manifesting outcomes of stress, uncertainty, and a
plethora of physical and psychological responses to its adaptation.

Woods-Giscombe, in her 2010 work investigating how the “Superwoman
Schema” affects the physical and mental health of Black women, noted that Black
women are chronically exposed to psychological stress, which leads to cardiovas-
cular, immune, and neuroendocrine problems. Parks (2010) noted that despite
Black women undertaking more preventative health measures than other women,
particularly regarding stress-related illnesses (heart disease, hypertension, obe-
sity), they are more often afflicted with these maladies and die sooner than their
counterparts. She explains that the “cultural lockdown” of the SBW: images and
actions required by the Black community, and expected by the White, have led to
this phenomenon.

Power and Influence

Women of color were found to have less influence within their departments than
were White women. Women within the science field experience fewer opportunities
for leadership and influence, slower advancement, heightened isolation, and the
like. Settles, Cortina, Malley, and Stewart (2006) argue that in order for women to
be successful in science-related fields, they must realize these three outcomes: job
satisfaction, productivity, and “felt influence.” Sexual harassment and sexist envi-
ronments in general affect these areas (Paludi & Coates, 2011). These factors and
the tolerance of them within the organization hinder the success of women and are
tied to lower productivity and career outcomes for women (Settles et al., 2000).

As illuminated in vignette one, women can also hold sexist stereotypes. In a
randomized double-blind study of 127 science faculty members at research univer-
sities, Moss-Racusin and colleagues (2012) found that faculty members rated iden-
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tical application materials for a lab manager position of male applicants higher than
female applicants. This bias in favor of male applicants was true for both male and
female faculty. At the same time, we must note that women can also take the lead in
identifying such biases, just as Jen did.

Sex stereotypes still exist and thus create a double standard that negatively affects
the evaluations of women in management (Dreher, 2003; Pardine, Fox, & Salzano,
1995). The percentage of women in positions of management has increased since the
mid-seventies; however, the perceptions still endure that women are unqualified or
unable to perform in such capacities. Those women who do make it into positions of
management do little to contribute to the change in perception or changes in stereo-
types of women; on the contrary, these women are instead thought to be the “excep-
tion” to the stereotype (Pardine et al., 1995). They are thought to be unrepresentative
of women in general—their accomplishments do not impact societal beliefs about the
qualifications of women in positions of management (Pardine et al., 1995).

According to the American Association of University Professors 2006 equity
study, women hold only 24% of full professor positions in the United States. Despite
the gains women have made in higher education over the past few decades, they are
highly underrepresented in tenure-track positions. Women in higher education face
more obstacles to career advancement than in the corporate world (West & Curtis,
2006). The areas with the fewest number of women in higher education are the most
prestigious and most highly paid. Women make far less than men in higher educa-
tion because they are more likely to hold positions at institutions that pay lower
salaries and they are less likely to gain senior rank.

In a meta-analysis of 45 studies, Eagly, Johannesen-Schmidt, and Van Engen
(2003) found that women show more transformational leadership traits (such as
charisma, inspirational motivation, intellectual stimulation, and individualize con-
sideration) than men. Gupton and Slick (1996) argue that these traits are valuable,
“Transformational leadership advocates participatory management that motivates
others by transforming their self-interest into the goals of the organization.
Transformational leaders are skilled in leadership patterns that inspire increased
worker performance by encouraging all points of view” (p. 108). Transformational
leadership necessitates relational leadership and values mentoring and the com-
munal; it can establish a sense of connection between people. Transformational
leadership is a non-hierarchical, non-patriarchal form of leading where the named
leader shares the task of leading by utilizing the strengths of those in the organiza-
tion. Decisions are made together and the tasks of leaders are shared. In fact, the
most effective style of leadership is transformational leadership, which builds
empowerment in a mutual and collaborative context (Eagly et al., 2003; Eagly,
Karau, & Makhijani, 1995). Women most often utilize the transformational leader-
ship style, a style that requires empathy and a sense of caring for others. Although
research suggests that it is the most effective style of leadership, we have a paucity
of women at the highest levels of leadership in most fields (West & Curtis, 2006;
Dreher, 2003; Hopkins, O’Neil, Passarelli, & Bilimoria, 2008; White House Project,
2009). Additionally, transformational leaders often put their own self-interest in
check for the good of the organization, as the following vignette will illustrate.
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Vignette Four: “You’re Abrasive!” Part I1

In my view, sometimes leaders have to “take the hit” to protect their people or to
serve the greater good; they put their personal feelings to the side for the overall
benefit of the organization. Although I was very upset at being called “abrasive,” |
thought that perhaps the comment was not so much about me, but about Susan feel-
ing virtually anonymous. I took a conciliatory approach by sending her the following
email, “Thank you again for attending today’s meeting. I fully understand your need
to express your views about the website. That being said, had already
spent more time than she had allotted, as she expressed the need to get to another
engagement prior to your arrival at the meeting. While trying to be respectful of
s time, I attempted to halt the conversation when it veered to topics not
on our agenda and things not under her control. My apologies if I caused any dis-
comfort on your part, for that was certainly not my intention. If you would like to
address your concerns with me about the committee, or about any other issues, [
would be happy to do so.” However, I never got a reply. No response. No explana-
tion for her behavior. No apology. Although I am not sure what the outcome of this
situation will be, I am sure that as women leaders, we must be open about what we
experience. To keep silent about the microaggressions we face will only compound
their power upon us. And they do have power. Because this situation has not been
resolved, I am anxious about the next meeting I will chair. But I will not keep silent.
There is power in naming. And I name this as a gendered attack on my leadership.
Women leaders in K-12 leadership also face many challenges related to sex and
race, and other minority statuses, as will be demonstrated later in the chapter.

Methods

Indigenous and feminist research methods are presented to voice the voiceless
through the application of approaches most aligned with the narratives they seek to
represent (Sharp-Grier & Martin, 2016). Such methodologies, when utilized as
tools of decolonization, diminish the influence of the dominant voice, which has
traditionally been employed to define and contextualize the lives and experiences of
individuals possessing minority status in the current social milieu (Elabor-Idemudia,
2011), including women. Conventionally, research models have reflected the
temporal and cultural standpoints of dominant groups. They have reflected and
strengthened the predominant perspectives of the mythical norm (Lorde, 1997),
which have at best reinforced stereotypical notions regarding social minority groups
in general and at worst contributed to the dehumanization and infrahumanization of
those persons (Goff, Jackson, Di Leone, Culotta, & DiTomasso, 2014; Sharp-Grier
& Martin, 2016) and lessened life chances. According to Martin and Sharp-Grier
(2016), “These approaches to social investigation have systematically framed
minorities and women as other, and have viewed them as objects, rather than
subjects of investigation. Their realities therefore have been interpreted and used by
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the majority without giving them voice to speak for themselves” (p. 58). As culture
jamming scholars—those who utilize “... a form of communication, art, protest ...
which rejects the dominant cultural discourse regarding the marginalized...”
(Sharp-Grier & Martin, 2016, p. 4), we endeavor to ensure that those with lived
experiences are positioned as subjects rather than objects of analysis and are free to
communicate their stories and to be provided the opportunity to disturb traditional
research processes when said practices sublimate the recounting of lived experi-
ence. In so doing, in addition to outlining our analysis in empirical literature and
adding our voices through autoethnographic narrative, we organized and conducted
a focus group interview of seven women in K-12 leadership positions.

According to Warren and Karner (2005), because interviews have proven robust
in producing abundant and illustrative accounts of empirical knowledge, we felt that
such an approach would provide a full understanding of the firsthand experiences of
women navigating leadership in educational venues. We conducted one focus group
session during our investigation, which was held at a neutral location on the campus
of a small Midwestern university. The participants represented three small- to mid-
sized school districts. Two of the districts can be defined as urban, and one distinctly
rural. The contributors ranged in age from 36 to 69 years of age. All but two held
positions of Assistant Principal or higher within their school districts. Three of the
seven identified as White, and four as Black or African American. Each provided
pseudonyms for themselves, which will be utilized in the below-listed analysis to
identify them. All seven women possessed a Master’s degree, and two had earned
their doctorates.

For the session, we composed and administered open-ended questions, which
allowed the participants to speak to their unique experiences. As was expected in the
group interview process, participants were free and willing to build on the discus-
sions and responses of their colleagues, which yielded a conversational tone and
collegial interaction. As Martin and Sharp-Grier (2016) state, “We developed our
queries to evoke relaxed, ‘inquisitive’ dialogues, as opposed to ‘investigative’
exchanges. The discussions were guided, yet designed to encourage the free flow of
information...” (p. 59). A similar approach was utilized in the current study, and
ultimately resulted in the generation of a bond between the participants that carried
beyond the confines of the focus group experience.

As implied above, we developed a very rough outline of questions, because we
intended to allow participants to the discussion and allow it to move in the directions
they deemed important. (The focus group questions can be found in Appendix).
The interview lasted approximately 90 min and was recorded. It was later tran-
scribed and coded for themes. In order to contain our own biases, we analyzed the
data with the recognition that the group was one within which a strong reflexive
process was generated. Recognizing reflexivity involves acknowledging the ways in
which “our own agendas™ impact our research at all points, including analysis and
interpretation (Hesse-Biber, 2012, p. 17).

The acknowledgment necessitated that we examine and consider the impact of
how our subjects’ positions, locations, and beliefs impacted not only the interpreta-
tion of their own lived experience, but also that of their fellow cohort. Moreover, our
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recognition of the reflexive process similarly demanded that we, ourselves, consider
our own biases, and how they impact what we choose to study, our motivations for
the analysis, our methodological approach to study, and so on (Hesse-Biber, 2012).
Continual member checking, informant feedback, and content validation, in order to
ensure not only applicability but authenticity (Hesse-Biber, 2012) of information
and interpretation, were practiced.

Data Analysis

We incorporated Saldana’s (2016) method of process coding to analyze our data.
Process coding involves highlighting gerunds within the data in order to connote
observable and conceptual action. It is an action-oriented method. We selected this
method based upon the tension women face between the active and passive gen-
dered stereotypes of the leader. We thus wanted to determine if the women leaders
spoke in an active or a passive voice, and if their style of voice conformed to their
narrative telling.

This methodological process, active coding, encompassed several stages. We
first conducted first cycle coding, recording all gerunds and the frequency of their
occurrence. We then, as Saldana suggests, attempted to embody the process codes
(to symbolically represent them physically) to get a sense of the overall understand-
ing of conceptual action of the group as a whole.

Second, we developed a list of the most prominent process codes and engaged in
other round of bode embodiment to get another sense of the overall understanding
of the most prominent conceptual actions of the group. Through this process we
developed common themes. Third, we reviewed the data and highlighted any key
quotations that were paradigmatic of any of these themes.

Finally, we then had Chloe, our research assistant, scour through the narrative
transcript and record her reactions. The first two authors, Martin and Sharp-Grier,
then reanalyzed the data.

Results

Through the analysis of data, if a process code was only used once, it was removed
from the gerund list, as we were looking for prominent and common actions.
The four most prominent codes were “going [to],” “being,” looking/watching,” and
“mentoring.” Through the process of code embodiment, we realized that the process
codes involved more of an aspirational symbolic conversation than a reporting of
accomplishments. That is, the codes indicated to us that the women in the focus
group talked much about what they were going to do, how they were perceived by
others, what they observed in others and how they were observed, and their lack of
and need for mentoring.
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The prominent themes that we identified from the data were:

* Finding and giving voice (including feeling like an imposter)
» Differential expectations based on gender

e Mentoring and lack thereof

* Racialized and gendered microaggressions

These themes are not at all surprising and are in line with previous research.
In sum, the women participating in the focus group lacked mentors, were one of the
“only” of their identity markers in a position of leadership, and faced differential
expectations and microaggressions based on their minority/multiple minority
status(es) because of this.

Chloe’s Analysis

The first conclusion I found through the focus group was all of the women had a hard
time finding their voices, not only in their leadership roles, but in their daily lives.
Participants suggested that it is often just easier to take on extra work, ignore com-
ments made by their male counterparts, or to go about a situation by being funny,
rather than just saying what is really on their minds or fighting. I also found that the
four women of color found it even harder to speak their voice, even in the focus group.
The three White women spoke 79 comments throughout the time of the group,
whereas the four women of color only made 58 comments. I am not sure if this has to
do with personality or race, but through the data the minority women spoke less.
Another large issue that came from the discussion was the role of family and
child-rearing. Most of the women in the group had children, and they talked about
the hardships of being in a role of leadership and also being a mother. One woman
talked about the comparison between she and her male counterpart, both of whom
had children around the same time. No one said anything to the man after the birth of
his child, but for the woman, comments were made such as: “I could never leave my
baby at home, how are you doing this, you know isn’t it time for you to go home?”
She reported that those comments have never been made to a man. Moreover, these
comments were made by women. Another woman told about how her family resented
her for continuing her education, and for arriving home or to her children’s games
late from work. Comments were made to her that she should stop her education, and
her name would never change to her family members. And another woman said how
she was the breadwinner in her family, so her husband took care of the children. It was
not the role he wanted to play, which then created stress in their relationship.
Through listening to the women talk about their success and families, it seemed
that the higher their success, the lower (status) their families and some counterparts
saw them. In today’s society women are still seen as wives and mothers, even if they
are highly qualified for a position in leadership. It is as though these women have to
carry the weight of their families and they must try to get their support. These
women are not being supported or respected by their families, let alone as leaders.
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Mentorship was a huge aspect throughout the discussion. Many of the women felt
that they did not have proper mentors, and if they did then they all got too busy (and the
mentorship dissolved). The question was asked, “How many women actually embrace
other women, and offer mentorship?”’ The women stated that there was a lack of female
role models. One woman stated that she felt as though people above her didn’t want her
to achieve. Many of the other women felt the same, and they wished they had support
from other women leaders. The overall conclusion from the discussion was that women
in these positions were busy, but they did need mentorship from others. These women
felt that they needed more guidance, and wanted someone to talk to about these issues
in educational leadership. No matter the age, experience, or educational background,
these women in leadership had the desire to feel supported and have guidance from the
others around them, yet it was hard to find.

The women also spoke of the microaggressions that they faced in their roles.
Some of the women stated that men would be called by their title, while they were
called by their first names. That could be another cause for these women feeling
voiceless. Women in these higher positions have the same, if not more, training than
their male counterparts; yet, they are not recognized as such. Other women stated
how they had been called aggressive and a bitch, while the men (with similar traits)
are called great leaders. One woman shared how a parent had called the school and
asked for the “black principal.” Statements like this are meant to tear women in
leadership down. These words take away from the success and make the woman
seem average and unimportant.

Overall, the results of the focus group were encouraging, in that the women
shared their similar experiences and talked about how they could mentor one
another. The conversation also showed that women in leadership must work harder
than men to succeed. Once a woman does succeed and gets into a powerful position,
the others around her still see her as just a female, wife, and mother. Women of color
have these issues plus having to navigate race in the situation, so they then become
the “black principal,” rather than just the principal. Through the focus group, the
comments made mostly focused on issues from: feeling voiceless, family and
educational issues, needing more women mentors, and microaggressions. Although
these are not the only issues women in leadership face, these are some of the most
prominent issues suggested by the conversations in the focus group.

Thematic Analysis

The prominent themes that we identified from the data were: finding and giving
voice (including feeling like an imposter), differential expectations based on gender,
mentoring and lack thereof, and racialized and gendered microaggressions.

Our first theme, finding and giving voice (including feeling like an imposter), we
found most prominently within the African American participants in the focus

group:
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I have the same obstacle feeling like your voice is silent.... I'm gonna say that I thought my
voice was silenced on multiple occasions. I'm gonna say even getting into the field during
an interview process, this before I got the job, another time. They looked at my resume and
your resume looked excellent, in fact it looks like you’ve done too much. What types of
things do you do for fun? They said this—I was told—I'm going to ask this question, it
hasn't been asked to anybody else, but what types of things do you do for fun? I’m con-
fused. Am I qualified for this based off of the things I have listed on my resume?—Naomi,
African American, 44 years old

Naomi’s sentiments represent the classic double bind of what individuals pos-
sessing minority statuses face. They feel like imposters so they try to achieve more
than their majority status peers, to be considered half as good. It is a “damned if you
do, damned if you don’t” situation.

Our second theme, differential expectations based on gender, ran the gamut from
additional workload (inequitable division of labor based on gender) and being asked
to take care of all “kin keeping” tasks. For example:

When gifts needed to be bought and thoughtful things needed to be done, when caring type
activities needed to be done, but what was also very strange—I don’t know if any of you
have any experience with this—but whenever there was really a crisis situation, I often
would turn around and everybody was gone and I was the one. And so we started this fox-
hole I would say well, I will tell people to say are you in my foxhole? You will not be in my
foxhole, because I noticed that the men, when it was like a conflict situation that required
personal skill they would just kinda back up. And that’s been a trend. I don’t know.... And
it’s been all the way through my career—Scout, White, 56 years old

Scout speaks to the fact that she was often left alone to deal with problems.
Another differential expectation was that of child-rearing.

Emma speaks to the fact that her male colleague had an easier time than did she
with having and raising children while working. Emma received negative judg-
ments for returning to work soon after having a child, although the primary bread-
winner in her family:

I can speak to that, my predecessor and I had almost the exact same experience in the past
two years. And that was in terms of expanding our families. My predecessor had his first
child during his tenure I had my baby this year as well. And while it was tough, I feel I
weathered the storm pretty well. But I just noticed how often people had said, ‘I could never
leave my baby that soon. How are you doing this? You know isn't it time for you to go
home? You need to go home.” I often find myself saying, you would had never said this to
him.—Emma, African American, 36 years old

At the time of this writing, 2016, women still experience negative feedback for
holding the dual roles of leader and mother.

Our third theme, mentoring and lack thereof, speaks to the fact that all of the
women who participated in our focus group lacked mentors during their aspirational
period when attempting to attain leadership roles, and in their current roles as
leaders:

I feel like I'm always looking for affirmation, looking for the nod like okay. Looking
for that yep you’re doing it. You’re fine, you're doing a good job from colleagues and
just everywhere I just- in my personal life too, because I feel so guilty.—Holly, White,
47 years old
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Although some were mentored by male colleagues and bosses, all lacked other
women as mentors and desired to keep talking about their experiences within the focus
group. We titled our paper, “The Focus Group becomes the Support Group,” because
the women desired to keep the conversation going, resulting in a “Group Me” group
text application where they could continue to support one another, and the communal
desire to meet regularly with the researchers to continue the talk and support one
another. Holly provided an insightful sentiment about the loneliness and sense of
rejection she felt as the lone woman working in a central office leadership position:

How am I going to be able to survive?—Holly, White, 47 years old

Our fourth theme, racialized and gendered microaggressions, was perhaps the
most salient in our analysis. Emma and Janae both reported being victims of racial-
ized attacks, and Janae reported a racialized and gendered attack when she is called
a “Black Bitch.”

I had a parent call and said, “Let me talk to that black principal.” And so when I answered
the phone I said, “This is the black principal. What do you need from the black principal?
The black principal is here.” I just kept repeating it over and over again until they under-
stood, you know without saying anything negative. I had to let them know, this is the black
principal.—Emma, African American, 36 years old

Emma, being a very direct leader, subtly let this parent know that this language
was unacceptable, and this worked for her. Janae, on the other hand, was still pro-
cessing her own attack, which she attempted to characterize as a “double whammy™”:

I think being called a black b is pretty upsetting, so that’s worse than just being called a b
‘cause there’s a whole lot of other stuff that is implied with that and there are some signs
that are very—that just right there, I don’t handle that well. And so it happens and it’s a
double, I don’t know what to call it....—Janae, African American, 52 years old

Janae did not reveal the specifics of her attack or her attacker. She did not even
speak the entire phrase explicitly, but the pain and shock were evident on her face.

Another finding that stemmed from the racialized and gendered microaggres-
sions theme was that of pay and recognition. That is, microaggressive comments
from colleagues reveal inequities in pay and perceptions that women should not, or
do not need to, get paid as much as men for the same work because they have hus-
bands at home:

Both formal and informal, just recognition. I was recently presented in a totally different
context, the salaries, and the administrative salaries in our district and the treasurer, as soon
as it was handed to me, she knew I had not seen it yet because I do not have a poker face.
And I’'m the assistant superintendent and you think I would know...So those, those, they
still exist.—Holly, White, 47 years old

Additionally, microaggressive comments or microinvalidations reveal that
women’s work/women’s leadership is not recognized or valued on equal terms
with male peers. This causes the women in the focus group to reveal feelings of
inadequacy, anger, and outrage:

I just had a recent experience with that and I was really ticked off about it, not salary, but a
comment was made about an opportunity that I was interested in and someone said, ‘Oh



Focus Group Becomes Support Group: Women in Educational Leadership 71

you don’t need the money.” And I... said, You know it isn’t just racist, there is gender and
you might not realize this, because in our district we talk about, you know racist issues a lot,
and we don’t talk about gender. And it was a male, [he] was clueless why that offended me.
I said you would never say that to a man, you wouldn’t. Never say that to a man.—Scout,
White, 56 years old

Scout also shares an experience indicative of how women’s leadership is not
always respected by male colleagues:

At the beginning of the school year in front of the entire staff I called out a male teacher,
you know, ‘Why do we have to do this, blah blah?” And it was very derogatory you some of
the things which we spoke and everybody’s looking at me, ‘How’s she going to deal with
this?” And I’ve been in relationship, being proactive having a good relationship with your
staff so that if you're ever have to be in a position, but I made a point as soon as the section
was done I walked over to this man in front of everyone ‘cause they all wanted to see it and
you know we joked, he apologized, but I did not call him out right at that moment, that
would not have been appropriate, but I made sure, I didn't walk around the perimeter I
walked up the middle.—Scout, White, 56 years old

It is doubtful that similar behavior would have occurred had Scout been a male
administrator.

It was very interesting to contrast the experiences of Emma, (African American,
36 years old) and Rue (White, 69 years old). Rue was a retired superintendent of
a small rural district, and Emma is a current principal of an urban elementary
school. Rue often spoke of, and advised the other women in the focus group to do
the same, circumventing the exclusions she faced by “going around them,” or
“going through the back door,” or “playing the game.” She gave advice such as,
“stand under the basketball hoop with your arms folded,” when others felt that
they were not taken seriously as women leaders. However, well-intended, her
advice did nothing to trouble or to dismantle the institutional factors that impeded
women, particularly women of color, and their success as leaders, many of whom
were the first.

Emma, on the other hand, refused to play these games. As she states, “I feel like
I’'m meant to be more of the aggressive person. I'm very private, and I don’t do boys
club thing.” Emma, the primary breadwinner in her family, is a very direct person
and deals with issues of justice and oppression in her school on a daily basis. “Social
Jjustice is a huge issue,” she stated.

Finally, it was interesting to note that most of the women in the focus group
expressed the feeling that they were being surveilled:

And people are watching you...I feel like I’ve been talking a lot. I don’t care to, but one of
the things that has been said to me over and over again and that I resent is, ‘Don’t let them
see you cry.’—Holly, White, 47 years old

In sum, the women in the focus group felt as though their leadership was being
scrutinized more so than their male counterparts.
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Discussion and Conclusions

As alluded to previously, the women in the focus group did not want to leave the
room when the allotted time was up. We, the researchers had planned for 1 h. We
had to stop the group at the 90-min mark, but many women continued to talk and
exchange contact information. We suggested that we schedule another group,
whether or not to be used for the purposes of research, because of the urgent need
for these women to talk and share their experiences. The women even suggested that
we meet regularly, making it clear that this was a great need—they had never had
the opportunity to have conversations with other women experiencing the very same
issues and problems—that is was therapeutic for them. Thus, the focus group
became for them a bit like a support group.

What surprised us about the focus group was how in line our participants’ experi-
ences were with previous research on women leaders in education; in fact, we were
surprised that the situation has not improved much since such research began to be
conducted decades ago. As described above, women still face numerous obstacles
when it comes to attaining and maintaining positions of leadership.

Despite the aforementioned and continued struggles women face, Kropiewnicki
and Shapiro (2001) identify strengths that female leaders bring to educational
settings. They describe an ethic of care possessed by women administrators, prompting
them to act in the best interest of others, to do what they felt was right for students,
the school, teachers, and other stakeholders. The women in our study were moti-
vated by self-possession, financial need, and sustained by outside support systems,
such as friends and family. It is our hope that our participants will continue to find
solace and support with our continued focus group, whether or not it be for the
purposes of research.

The preceding also reinforced the socialization into and subsequent utilization
by African American (AA) women of culturally sanctioned gender roles that
revolve around emotional stoicism (Beauboeuf-Lafontant, 2005; Frame, Willams,
& Green, 1999). The SBW is a reflection of these roles, and a disposition that older
generations of AA women forged within their daughters as a method of ensuring
their ability to navigate the social world (Beauboeuf-Lafontant, 2005). After all,
women of color, specifically Black women, have historically had to be self-reliant
and robust (Hill & Sprague, 1999; Rodriguez, 2006). They were the ones who have
had to both “bring home the bacon and fry it up in the pan” for the sake of their fami-
lies (Frame et al., 1999). Black women were taught to “do what you have to do,” and
not let on that they were hurting (Williams, 2008). In this regard, SBWs engage in
emotion management to mask their true selves (Rodriguez, 2006), and pick up the
mantle of “superwoman” in an attempt to effectively manage themselves and their
environments (Williams, 2008). Emma’s conveyance of her refusal to “play the
game” that Rue suggested as a mechanism through which gender inequities could be
navigated highlights the invocation of the SBW and the differential understanding of
self within a leadership milieu for African-American women. Emma aptly articulated
her deployment of the leadership style that Parker and Ogilvie (1996) suggested is
the methodology through which Black women must both present self and be interpreted



Focus Group Becomes Support Group: Women in Educational Leadership 73

by others, so as to negate the microaggressive (and often macroaggressive) milieu
within which they enact their role. This invocation of leadership is not only a method
of identity presentation, it is representative of a level of emotion management that
all women, but particularly Black women, must undertake.

Lively (2000) identified two types of emotion management: (a) individual (man-
agement of self) and (b) interpersonal (management of others). As part of the SBW
persona, Black women engage in individual emotion management on a hypervigi-
lant scale. They suppress and internalize not only feelings of frustration in dealing
with others as members of a greater culture that views them as innately incapable
and expects stereotypical behavior of them, but they also smother individual feel-
ings of grief, exhaustion, sadness, and fear in order to maintain the impression of
being emotionally stable and aloof (Beauboeuf-Lafontant, 2005). This maintenance
of self-emotion is a function of feeling and display rules (Hochschild, 1983; Lively,
2000) relative to gender relations in the Black community. Black women are to
maintain competence and stoicism in personal demeanor, and engage in caretaking
(Beauboeuf-Lafontant, 2005; Lively, 2000).

The Black women in the group consistently reinforced notions of identity forma-
tion and renegotiation within the context of their leadership roles—they spoke of
engaging in what Goffman (1959) identified as “facework.” For Goffman, the idea
that individuals conduct themselves in such a way that allows others to see only their
desired attributes is embodied in this concept. For SBWs it is a way of life, and a style
of leadership. SBWs are taught to manage their behavior, both towards self and others:
they construct their own identity, and take active steps towards ensuring that others
perceive their composed (pun intended) creed (Swann, 1987). They actively engage in
what Cross, Strauss, and Fhagen-Smith (1999) identified as buffering: engaging in
behaviors that provide self-defense against racism, thereby allowing self to control the
immediate situation. Part of this buffering process is code-switching (Cross et al.,
1999), or utilizing the language, posturing, and demeanor that reinforces the norms
and regulations of the dominant group, including prescribed gender presentation. As
noted, buffering, as enacted through behaviors such as code-switching, is reflective of
not only identity regulation, but also emotion management, both of which provide
African-American women leaders a modicum of protection against the bilateral reali-
ties of racism and sexism that pervade their work spaces.

The process of emotion management is not just one whereby SBWs maintain a
positive affect in the face of diminished status and concurrent negative emotional
display by others (Erickson & Ritter, 2001; Hochschild, 1983; Lively, 2000), it is
also a mechanism whereby they fortify the SBW myth. It is a ritual of impression
management that promotes dramaturgical loyalty (acceptance of and fidelity to the
role of the SBW), dramaturgical discipline (suppression of emotion and self-
control), and dramaturgical circumspection (adherence to the feeling rules associ-
ated with the role of the SBW) (Goffman, 1959; Harlow, 2003). In this context,
instead of Black women’s lower gender and social status being reinforced through
emotion management, the unique presentation of self-sacrifice, stoicism, and
strength (Beauboeuf-Lafontant, 2005, 2007; Woods-Giscombe, 2010) elevates their
status from the submissive to the SBW.
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Strategies and Suggestions

In our estimation, these issues reflect not only a general challenge regarding
women and leadership in education, but a specific method of leadership that
women must undertake, which must be addressed within the context of leadership
training. Vinnicombe and Singh (2002), in their discussion of methodologies
through which women leaders may obtain the skills and techniques to success-
fully navigate the management milieu, identified women-only leadership training
and mentoring as a way to provide fledgling leaders the tools needed to enact
leadership roles within the context of a male-dominated environment. The women
in our focus group echoed the need for women to train and learn from each other,
which reflects Vinnicombe and Singh’s (2002) assertion that such preparation
would be productive. We also suggest that both potential and practicing women
managers and leaders be afforded women-only mentoring and training, not in
place of traditional managerial training and education, but in addition to it. We
have learned that this type of modeling can be immeasurably effective in fostering
self-efficacy and subsequent performance of women in leadership. This may be
particularly effective for nonminority women, who face unique challenges and
barriers to their leadership.

One of our greatest takeaways from this research was the dilemma many
women leaders in education face: that of “likeability versus authenticity.” That is,
many women leaders must decide whether they plan to “play the game,” or to be
their authentic selves and face the consequences. That is not to say that some
women leaders cannot be exactly who they are and be liked. However, our research
indicates that this usually is not the case. Women leaders may have to face the
“likability” challenge that men do not have to face. That is, they may have to
compromise and “play the game” in order to be “liked,” and to be accepted. This
is salient particularly for women of color, as indicated by Emma, who identified
the unique role that her intersectional self (Crenshaw, 1989) played within the
context of her leadership role. We suggest that a leadership training scheme as
iterated by Vinnicombe and Singh (2002) would teach women—not just women
of color—the skills to buffer (Cross et al., 1999) against hegemonic expectations
of leadership.

Many other of the issues that women leaders face as revealed by our research are:
women still face inequities regarding motherhood and child-rearing issues, women
still lack mentoring, and women still face differential expectations based on sex.
These issues are reflective of the cultured and gendered expectations associated
with womanhood, and not unexpectedly, manifest in the general milieu.

Unfortunately, we do not have easy answers to the problems and issues that
women leaders in education still face. We question whether easy solutions exist for
the deep-rooted issues of sexism and racism. The lessons that the focus group taught
us were to find mentors where you can and find support when and where you can.
Do something to manage stress, and pay attention to self-care.
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Appendix
Focus Group Questions

. What made you aspire to become ____?

. Were people in your field encouraging and supportive of your experiences?

. What were your struggles to get where you are in your position today?

. Have you ever experienced bias against you based on your sex, gender, race?

. How do/have you deal/dealt with situations where you have experienced biased
situations?

How do you advocate equity in your profession?

. Have you ever had issues with people taking you seriously in your profession?

. Do you feel more pressure than your male colleagues in your position?

. Were you ever told you would be better in a different field/position?

[ SO T \SR

NSRS RN

Do you feel judge on your physical appearance more so than your male
colleagues?
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If you are successful, it is because somewhere, sometime,
someone gave you a life or an idea that started you in the right
direction. Remember also that you are indebted to life until you
help some less fortunate person, just as you were helped.

Melinda Gates

Introduction

Women have surpassed men in attaining postsecondary degrees during the past few
decades. In 1990, there was not a significant difference between the number of men
and women aged 25-29 who earned their bachelor’s degrees. However, by 2013,
37% of women of those ages had been awarded their bachelor’s degrees as compared
to only 30% of men, and 9% of women versus 6% of men had earned a master’s
degree or higher (Kena et al., 2014). Indeed, the number of women enrolled in post-
baccalaureate programs has surpassed those of men since 1988 (Snyder & Dillow,
2015). For example, during 2000-2012, the enrollment of full-time female post-
baccalaureate students rose by 42%, compared with a 28% increase in the number of
their male counterparts (Snyder & Dillow, 2015). The number of women employed
as professors in academia has also increased. In 1975, women accounted for approx-
imately 25% of assistant professors, 17% of associate professors, and 10% of full
professors (American Association of College and Universities [AACU], 2011). In
2004, these figures escalated to 50%, 38%, and 24%, respectively (AACU, 2011).
Despite this progress, however, discrimination against women continues in educa-
tional settings around the world and is particularly apparent when one examines the
presence of women in higher level academic positions (Morley, 2006). Few women gain
top-level positions in the higher educational system. Nidiffer (2010) addressed the fact
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that while women equal men at the level of assistant professor, few advance to become
full professors. Thornton (2010) reported that only one-third of full professorships were
held by women. Furthermore, women faculty positions are highly underrepresented in
the fields of science and engineering. The National Science Foundation (2008) reported
that women comprised only 18% full professors in these areas. Additionally, women are
also underrepresented in leadership roles in academia (Chin, 2011; Nidiffer, 2010).
Women accounted for only 26.4% of university presidents (S. Cook, 2012b) and less
than 30% of board members of colleges and universities (Lapovskey, 2009).

Traditionally in academia, women have held supportive administrative positions
rather than actual positions of leadership. Indeed, they are more likely to be
employed at a lower academic rank than their male counterparts (Snyder & Dillow,
2015). So the question emerges, why is there such a disparity between academic
men and women with respect to leadership roles? Those that fill these positions
attempt to justify their selections by claiming that there are few women who are
qualified for the role. This theory is known as the “pipeline myth” (Eagly and Karau,
2002; Johnson, 2016). It is propagated despite the fact that women earn a higher
percentage of baccalaureate and master’s degrees and an equivalent percentage of
doctoral degrees when compared to men (Lapovskey, 2009).

The term “glass ceiling” refers to the invisible barriers that obstruct women and
minorities from ascending to senior leadership positions regardless of their levels of
training, credentials, or achievements. Cotter, Hermsen, Ovadia, and Vanneman
(2001) propose four criteria that must be present to determine that a glass ceiling
exists. Criterion one proposes that a gender or racial difference exists when non-
employment cannot be explained by other employee characteristics. For example,
imagine two candidates apply for the same upper-level position. They are identical
in every way, age, education, previous work experience, with the only difference
being in either gender or race. In cases such as these, the white male will often
receive an employment offer before the other applicants simply on the basis of the
obscure barrier to women and minorities. The second criterion proposes that a gen-
der or racial difference has a greater effect on obtaining more valuable outcomes
(e.g., management positions) as compared to less valuable outcomes (e.g., entry-
level positions). For example, fewer women hold full professor titles compared to
their male counterparts (Johnson, 2016; Kena et al., 2014; Nidiffer, 2010). However,
as one moves down the academic ladder white women are employed at higher rates
than white males as assistant professors, instructors, and lecturers (Kena et al.,
2014). Minority women are underrepresented across all ranks. Criterion three pro-
poses that gender or race reduces the chances of promotion up the organizational
ladder. For instance, women of color are the least likely to be promoted to higher
ranks. When tenure track and administrative positions open up, as history shows,
they will continue to go to white males unless there is a change in the way leader-
ship is viewed. Lastly, criterion four proposes that this discrimination will progress
throughout one’s career. This factor is influenced by all of the previous factors. For
example, women and minorities’ career trajectories are flatter relative to white men.
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Research also shows that there has been an inherent bias toward selecting agentic
(i.e., masculine) traits for leadership (Eagly & Carli, 2007; Koenig, Eagly, Mitchell
& Ristikari, 2011). Generally, men were perceived to be more assertive, decisive,
and self-confident (Eagly & Carli, 2007). In contrast, women were typically ascribed
communal qualities, and portrayed as kind, nurturant, sympathetic to others, and
more relationship-oriented overall (Lopez & Ensari, 2014; Rosette & Tost, 2010).
This bias is central to Eagly and Karau’s (2002) role congruity model which pro-
posed that the incongruence between gender roles and the perception of a successful
leader results in two prejudices against women. These prejudices include that women
are perceived less favorably as being able to occupy a leadership position success-
fully, and that they are judged less favorably when displaying the precise agentic
behaviors that are perceived to be needed for a leadership role (Koenig et al., 2011).

Much of the literature has concluded that this alleged incongruence does disad-
vantage women when they are considered for leadership positions (Eagly & Karau,
2002; Heilman, 2001; Rosette & Tost, 2010). On the other hand, a different perspec-
tive suggests that the role congruity model can theoretically result in a leadership
advantage for females (Eagly, 2007; Eagly & Carli, 2003a, 2003b; Rosette & Tost,
2010) because it posits that women are better suited to managing modern organiza-
tions because of their communal traits and willingness to adopt a transformational
leadership style (Eagly, Johannesen-Schmidt, & Van Engen, 2003; Paustian-
Underdahl, Walker, & Woehr, 2014). A recent meta-analysis by Paustian-Underdahl
et al. (2014) examined how various contextual moderators (i.e., time of study, type
of organization, hierarchical level, study setting, percent of male raters, and rating
source) affected the perception of leadership skills amongst men and women. The
researchers found that women were seen as more effective leaders only when “rat-
ing source” was considered as a moderating variable. However, when all moderat-
ing variables were considered, there were no significant overall gender differences.
It is ironic, however, that a double standard is often applied to female leaders.
Though they may be acknowledged as competent to lead effectively, women are
often lambasted as being unfavorable leaders who elicit negative reactions from
their subordinates (Heilman, 2001; Rosette & Tost, 2010; Vinkenburg, Van Engen,
Eagly, & Johannesen-Schmidt, 2011).

Culture changes over time and, indeed, role incongruity in relation to leadership
appears to have lessened for women over the past several years. Koenig et al. (2011)
have outlined several theories to explain why this has occurred. First, contemporary
models of effective managerial leadership have shifted to a more democratic style
of leadership, one in which members of the group take a part in the decision-making
process, as compared to autocratic leadership styles, which are described as more
authoritarian and controlling styles that often negatively affect employee satisfac-
tion and motivation (Koenig et al., 2011; Lopez & Ensari, 2014). Second, the mere
presence of women occupying management positions may influence and lessen ste-
reotypic beliefs about their leadership skills. Indeed, younger generations are con-
sistently shifting to more egalitarian views of gender roles (Donnelly et al., 2016).
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Women in Academic Leadership Positions

Considering the progress women have made in the field of higher education, one may
posit that gender inequality issues in academia have been resolved. But, in reality,
how much has changed? Do women achieve positions of leadership equal to those of
men in academia? Have they obtained upper-level leadership positions in higher edu-
cation? A number of women who have become college and university presidents has
increased significantly from 5% in 1975 to 23% in 2006 (AACU, 2011) and then to
26.4% in 2011 (S. Cook, 2012b). However, despite this apparent increase in the
attainment of prestigious, academic positions for women, their advancement still
lags behind that of their male counterparts (Curtis, 2011). This point is exemplified
by the fact that in 2011, the highest number of women presidents was at junior/asso-
ciate colleges as opposed to universities (S. Cook, 2012b). While the percentages of
women currently holding university presidency positions is not equal to those of
men, their prevalence in other senior academic positions is greater (Curtis, 2011). In
2007, women constituted 38% of CAOs, 50% of central senior academic affairs offi-
cers, and 36% of academic deans (King & Gomez, 2008). Although slight increases
in the number of women serving as CAOs have occurred in private and public institu-
tions, the percentage of women holding CAO positions in doctoral degree-granting
institutions decreased from 2008 to 2013 (Johnson, 2016). Additionally, the preva-
lence of women holding positions on college and university governing boards has
stalled, with women constituting only 30% of board memberships during the past
two decades (Johnson, 2016). Men still outnumber women by more than two to one
in both private and public college and university governing boards (Johnson, 2016).

Pathways to Leadership

The pathways to achieve these leadership positions differ for men and women.
Generally, women must establish themselves as scholars before they can reach the
top academic position (S. Cook, 2012b). Achieving the rank of a full professor can
extend one’s opportunities for leadership in higher education, and it is also a conven-
tional prerequisite for being promoted to a position of leadership (B. Cook, 2012a).
If women strive to attain the rank of a full professor, their chances for becoming a
college president can also increase. In general, women take more time than men to
climb the leadership ladder. For example, women presidents are more likely to have
served more time in a classroom or lab when compared to male presidents (S. Cook,
2012b). Additionally, three-fourths of women university presidents as compared to
two-thirds of their male counterparts have longer experience as faculty members
before becoming a university president (S. Cook, 2012b). Also, women are more
likely to have spent more time serving as a provost or senior executive in academic
affairs before attaining the presidency of a college/university (Johnson, 2016).
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Racial Disparity

In 2011, 86.4% of college and university presidents were Caucasian, 5.9% were
African American, and 3.8% were Hispanic (S. Cook, 2012b). During that year
women constituted only 26.4% of college and university presidents. Of these women
presidents, 38.7% were Hispanic, 34% were African American, 25.1% were
Caucasian, and 20% were Asian American (S. Cook, 2012b). While these figures
augur well for the presence of minority women as university presidents, unfortu-
nately the number of racial and ethnic minority women university presidents dimin-
ished from 13.6% in 2006 to 12.6% in 2011 (S. Cook, 2012b). Additionally,
Hispanic women were more likely to serve as presidents at schools granting associ-
ate degrees, while African American women are more likely to be presidents at
schools granting bachelor’s and master’s degrees (S. Cook, 2012b). In 2013, full-
time faculty in institutions of higher education consisted of 79% Caucasians (43%
White males versus 35% White females), 6% African-Americans, 5% Hispanics,
and 10% Asians/Pacific Islanders. Caucasians (58% male versus 26% female) com-
prised 84% full-time faculty members as compared to 4% African-Americans, 3%
Hispanics, 9% Asians/Pacific Islanders, and less than 1% Native Americans (Kena
et al., 2014). These data suggest that women and minorities are highly underrepre-
sented amongst postsecondary academic faculty members.

Salary Disparity

There are also disparities in salary between men and women in academia. Full-time
women employees were paid only 79% of what their male counterparts were paid in
2014 (American Association of University Women [AAUW], 2015). This pay gap
was worst for African American, Hispanic, Native American, and Native Hawaiian
women. Although the salary disparity between men and women has reduced from
41% in the 1970s to 21% in 2014, progress has stalled in recent years (AAUW, 2015).
Therefore, it can be seen that women in academic professions still often experience
pay inequity issues. Research has repeatedly suggested that female professors are
consistently paid less than male professors (Barbezat & Hughes, 2005; Perna, 2001,
Thornton, 2010). This gap in salary exists even after controlling for differences in
factors such as the institutional type, faculty rank, and faculty productivity (Nettles,
Perna, & Bradburn, 2000; O’Keefe & Wang, 2013). The average salary for full-time
male faculty members has been higher than their female counterparts in all of the
years between 1993-1994 and 2013-2014. The average salary was $85,500 for male
professors and $70,400 for female professors in 2013-2014 (Kena et al., 2014). These
figures suggest that pay scales have increased only 9% for female professors since the
1993-1994 academic year. Also, women with more experience at each academic rank
have lower salaries than males as a result of high initial salary gaps (Perna, 2001).
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Theoretical Framework Underlying Salary Disparities

What factors account for the differences in faculty salaries? In the past, researchers
have proposed two theoretical approaches to explain these differences. One is
human capital theory and the other is structural theory (Perna, 2001). Human capital
theory suggests that an individual’s employment status is dependent upon his/her
personal attributes, productivity, and skills. Productivity levels are a function of an
individual’s efforts, educational level, on-the-job training, prior work experience,
and their physical and mental health (Becker, 1962). The human capital theory has
been criticized for its failure to address occupational sex segregation and lower
returns to educational investments for minorities and women (DeYoung, 1989). The
salary differentials between men and women are also unexplained by this theoreti-
cal approach (Umbach, 2006). On the other hand, the structural theory proposes that
labor market inequalities develop due to organizational characteristics which
include structuring positions and sorting employees (Youn, 1992). According to this
model, differences between male and female faculty salaries occur due to the con-
centration of women in institutions and academic fields that have less prestige
(Smart, 1991). Some theorists argue that societal pressures socialize women and
minorities into academic fields and teaching positions that are less prestigious, and
as a result, they earn less than male faculty members (O’Meara, Terosky, and
Neumann, 2008). For example, women faculty members may not play an active role
in earning the position of a full-time professor in order to maintain a balance
between work and family (Ward & Wolf-Wendel, 2012). Decisions such as these
can prevent women from attaining upper-level faculty positions in higher education,
and due to this, their salaries may be lower than male faculty members.

Position Advancement Disparity

As previously noted, the number of doctoral degrees conferred upon women in the
United States has recently become equivalent to those conferred upon men.
However, the number of women who hold higher positions within academia, such
as those of full professor and dean is vastly different when compared to men of
similar backgrounds and qualifications. While this disparity has been known and
acknowledged for quite some time, there has been little formal research exploring
the actual cause(s) of this inequality. In a recent study conducted in New Zealand,
26 female professors representative of all eight of the country’s universities helped
to identify the possible causes of such an inequity. The study examined a multitude
of work and non-work-related factors, which either helped or hindered a female’s
advancement at each university. Upon further analysis, five common themes
emerged that contributed to their vocational positions in the hierarchy of academia.
These themes included work relationships, university environment, invisible rules,
proactivity, and personal circumstances (Airini et al., 2010).
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In this study, “Work Relationships” consisted of collegial relationships with seniors,
collegial relationships with peers, and relationships with unsupportive colleagues.
Typically, collegial relationships with seniors and peers increase the advancement
of women’s leadership roles in universities. In contrast, the presence of unsupport-
ive colleagues hinders this advancement. The second theme “University
Environment” referred to the university-level policies and practices, as well as day-
to-day application of these policies and practices. Generally, university-level poli-
cies and practices were not particularly supportive of women’s advancement in
leadership roles. Eight of ten incidents reported under the subcategory of policies
and practices were thought to have been a hindrance for occupational advancement.
These incidents included negative attitudes toward woman having children or
women taking a maternity leave, negative attitudes toward women who were sick,
poor systems for dealing with allegations of misbehavior, etc. On the other hand,
day-to-day administration of policies and practices helps women’s advancement in
leadership roles. These day-to-day administrations include arrangements such as
providing mentoring on how to conduct research presentations at conferences. The
third theme “Invisible Rules” pertained to the reality of academia as compared with
its myths. This means that while policies and procedures for promotion may exist,
the interpretation of these rules may be differentially applied and there may be some
“unspoken” rules. Sometimes this is referred to as “playing the game.” This means
that women must learn the rules about academic realities and the need to be realistic
about academic gains and trade-offs. Women who understand such patterns of
behavior have a higher chance of advancing to leadership positions. The fourth
theme “Proactivity” was separated into four subcategories: (1) planned proactivity,
(2) spontaneous proactivity, (3) professional development, and (4) change in atti-
tude. In this context, proactivity referred to women taking responsibility for their
advancement to leadership roles instead of relying on other people or situations for
this advancement. The first subcategory, “planned proactivity” referred to women
predetermining courses of action that help them advance to leadership roles. These
actions included setting priorities, viewing oneself as a professor, making a decision
to focus on research by not taking a managerial role. Generally, planned proactivity
helps women progress to leadership roles. The second subcategory, “spontaneous
proactivity” relates to spontaneous actions in which women recognized an opportu-
nity and acted swiftly to capitalize on it. Such actions are helpful toward women’s
advancement in leadership. The third subcategory, professional development
referred to women’s advancement in leadership through formal and informal
actions. These actions included willing to grab immediate opportunities, improving
time management, and learning from mentors. Such actions help women advance
their careers. The fourth subcategory, “change in attitude” can help or hinder the
advancement of women in leadership roles. For example, when one realizes the
significance of fostering one’s development, she can advance to leadership positions.
On the other hand, certain attitudes can hinder one’s advancement to leadership
positions. For example, attitudes such as not willing to reapply for a leadership position
after rejection may hinder one’s advancement to leadership roles. The last theme
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identified in this study was “Personal Circumstances” which included things such as
personal relationships, ill health, having children, and parental leave. Circumstances
such as these typically hinder the advancement of women to leadership positions.
This study is important because it not only identified factors that can hinder women
from advancement in the academic workplace, but also shed light on what circum-
stances and behaviors were helpful.

Other factors that appeared to contravene women faculty members’ advance-
ment in the leadership domains within academia have included historical inequali-
ties, stereotypical notions about women’s leadership styles, and the male dominated
history of academia (Klotz 2014). Traditionally, typically, males have been thought
to be independent, task oriented, and act according to reason. Females were consid-
ered more nurturant, expressive, and thought to behave more communally (Valian,
2005). While the majority of society no longer adheres to these notions, such atti-
tudes toward females are often endorsed at leadership levels both implicitly and
explicitly, particularly within the realm of academia. Let’s examine the potential
consequences of such notions.

Of great importance is the effect that this disparity has on academia as a whole.
Although we know there are also large discrepancies between men and women in
many other fields, the gender in balance in academia is of particular concern. As
women continue to be underrepresented at the higher levels of academia, we
develop several potential risks. First, we risk overlooking the qualities and skills
possessed by such woman to advance their respective institutions. Second, we risk
the possibility of losing women to sectors outside academia where they have bet-
ter opportunities for advancement and financial gain. While the other sectors may
gain from this inequity, it will come at great expense to the future education of our
country.

Gender Differences in Achieving Tenure

In addition to less overall representation of women in higher levels of academia,
there is also a great disparity between women and men with respect to the attain-
ment of tenure. Tenure is essentially a contract that ensures a permanent position or
status of employment for professors. After a probationary period of 5-7 years, a
professor is eligible for such a promotion. Typically, tenure is bestowed upon those
who demonstrate achievement in teaching, scholarly activity and service to the uni-
versity and community at large. The National Center for Education Statistics (2000)
reported that females were less likely than their male counterparts to be granted
tenure (42% of females versus 66% of males). Each university has requirements for
tenure that need to be met although the criteria vary from school to school. The fact
that there are significantly fewer female mentors put women at a disadvantage for
promotion from day 1 of their employment. After the 5- to 7-year probationary
period is complete, a decision is made to either offer or decline tenure. If a negative
decision is made, it is common for a 1-year terminal appointment to be bestowed
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upon the professor. This year gives a professor the opportunity to explore other
career options and seek professorship at another university.

Some universities have started to extend the “tenure clock” for a number of rea-
sons. Adding additional time to this “tenure clock” allows more flexibility for those
professors who may need to put the advancement of their careers on hold for a cer-
tain amount of time. Such issues may range from things such as sick leave due to
significant illness, family leave, and childrearing leave. The latter, for the purpose of
this chapter is of greatest importance. The attainment of tenure is difficult enough to
achieve, but when one factors in the initial year that is optimally needed to support
a child’s development, it is not surprising that men outnumber women as tenured
professors. At The University of Michigan, if not recommended for tenure in the
sixth or seventh year of their probationary period, faculty members are being offered
a time extension not to exceed a total of 10 years. Another alternative is being
offered wherein a faculty member is given the choice of a 1-year terminal appoint-
ment, so long as it is served within the University’s 10-year tenure track (Weiss,
Haskell, Pierce, & Whitman, 2012). Some universities refer to this extension as
“stopping the clock.” Theoretically, stopping the clock due to personal decisions or
familial responsibilities should not prejudice one’s promotion or tenure. However,
even if taking only childrearing into account, stopping the clock appears to impact
females more negatively than males.

Also noteworthy is the disparity of the number of women of color employed in
American colleges and universities. At the turn of the century, 72% of tenured full
professors were White men, 17% were White women, 8% consisted of African
American, Hispanic, and Native American men, and only 2% of tenured full profes-
sors were females of non-Caucasian ethnicities (Evans, 2007). It has been nearly
100 years since women earned the right to vote, and over 60 years since the
de-segregation of our schools. Why then, has it taken so long for our country to achieve
equality with respect to our university educators? Evans (2007) has suggested that
gender and cultural diversity in higher education is essential to the intellectual health
of every campus. As institutions responsible for the growth and development of our
country, colleges and universities should be at the forefront of advancing of education,
rather than hindering it.

Family Structures

Gender roles can be defined as the particular traits, mannerisms, interests, attitudes,
and behaviors which are considered by one’s culture to be either “male” or “female.”
(Wienclaw, 2015). As stated previously, these traditional norms assign gender roles
described as agentic for men and communal for women (Koenig et al., 2011).
Accordingly, in traditional western cultures, men have historically been expected to
be the breadwinners, whereas women were expected to be the primary caretakers of
the household and the children. However, major changes occurred with respect to
gender role expectations during the mid-1960s. More women were employed
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outside the home in order to earn financial resources for their families (Moen,
Erickson, & Dempster-McClain, 1997). Over the past decades, a major shift to dual-
career families has evolved. Additionally, the number of single-parent households
has increased. Due to these transformations, family responsibilities often are not
evenly shared. Instead, women are expected to be the homemakers and the bread-
winners of the family (Dempsey, 2002).

Family Patterns of Women with Leadership Positions
in Academia

Women’s attainment of the position of University President has proceeded slowly
during the past four decades. The Higher Education Resource Services (HERS)
sought to find reasons why women’s progression into the university presidency
positions has been difficult (White, 2013). They interviewed 35 women university
leaders of different ages, institutional backgrounds, and ethnicities to learn about
factors that assisted or disrupted their advancement to top-level leadership positions
in academia. In addition, two hundred women at various stages of their career were
interviewed who were potential candidates for leadership positions. The data sug-
gested that senior women leaders (presidents, chancellors, provosts, and vice presi-
dents) were highly motivated to learn, change, and serve. Moreover, these women
viewed higher education as a tool to transform the lives of individuals living in
communities where opportunities were unevenly divided (White, 2013). Also, they
were exceptional role models because they developed pronounced political skills
that helped them prosper in challenging leadership environments. However, in spite
of the existence of such role models, younger women are still faced with finding
methods that can aid them in maintaining a balance between their professional and
family lives (White, 2013).

Women in academia are often faced with the dilemma of sacrificing traditional
family life in order to achieve leadership positions. As noted above, many women
want to maintain a balance between their professional and family lives. However,
such a balance is often difficult to maintain if they desire to advance to top-level
leadership positions in institutions of higher education. Judith White, the president
and executive director of HERS believes that the “we can do it all” and “have it all”
myth is a dangerous one (White, 2013). Data that support this caveat include the facts
that women university presidents and CAOs are less likely to be married or have
children than their male counterparts (Johnson, 2016). In general, women in aca-
demia between the ages of 35 and 50 reported having fewer children than women
physicians, lawyers, doctors, and chief executives of the same ages (Mason &
Goulden, 2004). Additionally, women in academia at top-level positions are more
likely to have adjusted their careers based upon their family needs (Johnson, 2016).

A large number of women who may possess incredible leadership skills are
unable to advance to upper-level positions in their academic career. This may occur
as a result of the choices they need to make for their families. These decisions
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include not playing an active role for promotion to full-time professorship in order
to maintain an equilibrium between work and home or giving up full-time positions
due to lack of childcare options (Ward & Wolf-Wendel, 2012). Women faculty
members, as compared to male faculty members, may be differentially affected by
conflicts that arise from family and work obligations (American Association of
University Professors [AAUP], 2001). They are often responsible for more house-
hold responsibilities than their husbands. For example, women scientists working at
high-level US research institutions do double the household chores when compared
to their husbands, who are also scientists (Schiebinger & Gilmartin, 2010). Events
such as pregnancy, childbirth, and child rearing create even greater interruptions in
the progressions of the careers of women professors. These events can restrict the
ability of women to enter careers such as science and engineering that often require
frequent travel (Caprile & Vallés, 2010).

Federal and State Laws for Family Care and Disability Services

A variety of federal and state policies exist that can assist women in obtaining paid and
unpaid leaves for family leave, but these policies provide minimum benefits (AAUP,
2001). Some of these laws include the Pregnancy Discrimination Act (PDA) and the
Family and Medical Leave Act (FMLA). The Pregnancy Discrimination Act (1978)
forbids discrimination against pregnant women. This act is an amendment to the Title
VII of the Civil Rights Act of 1964 which prohibits sex discrimination on the basis of
pregnancy, childbirth, or related medical conditions. Based on this act, pregnancy and
childbirth are considered to be types of physical disabilities. Hence, pregnant women
professors should be permitted to receive paid disability leave (AAUP, 2001).

The FMLA (1993) authorizes eligible male and female employees to take an
unpaid leave, or to substitute applicable accrued paid leave, for a total of 12 work
weeks in a single 12-month period to care for newborns or newly adopted infants, to
care for the employee’s parent, spouse, son, or daughter with a serious health condi-
tion, when the employee is incapable of working due to his/her own serious health
condition, or for demanding situations arising out of the fact that the employee’s,
parent, spouse, son, daughter, is an active military member. The FMLA also allows
eligible employees to take up to 26 work weeks of FMLA leave in a 12-month period
in order to care for their parent, spouse, son, or daughter if they are covered military
members with a serious illness or injury. Before March 2015, the FMLA did not
apply to same-sex legally married couples. On February 25, 2015, the Department of
Labor issued a Final Rule that revised the definition of spouse under the FMLA of
1993. This Final Rule was made effective on March 27, 2015 which allows for eligible
employees in legal same-sex marriages to fully practice their FMLA rights.

In addition to federal and state laws for family care and disability acts, the AAUP
encourages institutions of higher education to adopt other family-friendly policies
that can offer greater support for academic professionals and faculty members
(AAUP, 2001). Some universities that have followed this approach include the
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University of Michigan, Washington and Lee University, and Princeton University.
At the University of Michigan, faculty members can use the school’s “Family
Helpers” database to obtain a list of students who are ready to assist them with
babysitting, cleaning the house, or other household responsibilities (Novotney,
2010). At Washington and Lee University of Virginia, faculty members are permit-
ted to make the use of conference calls and Internet chats with their students if a
family emergency occurs (Novotney, 2010). Finally, at Princeton University, fac-
ulty/staff members and students are given opportunities to receive free flu shots
(Novotney, 2010). Although such programs exist, some universities and colleges do
not have significant family-friendly policies for working families. A survey con-
ducted by the Center for the Education of Women at the University of Michigan
suggested that the average university offers only 1.9 out of 7 potential family-friendly
policies (University of Michigan, 2007). Hence, women working in such institutions
may lack the support that could assist them in their goal to become full-time professors
and to advance to leadership positions within academia.

Academic Field Disparity

As of 2012 26% of university presidents were women (S. Cook, 2012b). However,
that number had increased only three percentage points since 2006 (S. Cook,
2012b). Looking at these statistics, one may ask why so few women have advanced
to the highest position of leadership in academia. The increase of the advancement
of women is low, but even more disconcerting is the number of women leaders
located in prestigious institutions. In 2011, a third of associate/community colleges
were led by women. Moreover, women compose half of the CAOs at community
colleges (Eckel, Cook, & King, 2009). In contrast, the number of women presidents
at 4-year public institutions actually dropped significantly from 34% in 2006 to
28% in 2011 (S. Cook, 2012b). Also, women compose only one-third of CAOs at
4-year universities (Eckel et al., 2009). This suggests that women are not making
progress breaking the glass ceiling to enter the position of university president, and
as a result, are highly underrepresented in the leadership positions at top-academic
institutions. Additionally, the percentage of women of color (African-Americans,
Hispanics, Asian Americans, or American Indians) hired in those leadership
positions also appears to be decreasing (S. Cook, 2012b).

Although a high number of women are represented in postsecondary degree-
granting institutions, they are underrepresented in the science, technology, engi-
neering, and mathematics (STEM) fields. If we closely look at these disciplines, it
is clear that the number of women in these fields is low. While women earned more
than half of the bachelor’s degrees awarded in the biological sciences, only 18.2%
of them received degrees in computer sciences, 19.2% in engineering, 19.1% in
physics, and 43.1% in mathematics and other sciences (National Center for Science
and Engineering Statistics [NCSES], 2015). Although women are underrepresented
in the disciplines just mentioned, they are overrepresented in the social sciences and
the biosciences (excluding economics). Women account for approximately 70% of
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psychology graduates at each degree level (NCSES, 2015). A similar pattern of the
underrepresentation of women is also observed in the STEM workforce. Although
the number of women working in the science and engineering workforce has
increased during the past years, gender disparities continue to exist in the engineer-
ing, computer science, and the physical science departments of academia (National
Science Board, 2014). While women are more likely to be employed in a health-
related profession, they are less likely than men to work as physicians, surgeons, or
dentists (NCSES, 2015).

The past two decades have witnessed a growth of women’s participation in the
academic doctoral workforce. Despite this progress, women and minorities (Blacks,
Hispanics, Native Americans, Alaskan Natives, Native Hawaiians, and Other Pacific
Islanders) are underrepresented in academic employment when compared to their
male, White, and Asian counterparts (NCSES, 2015). These disparities are promi-
nent in areas such as rank, income, and federal support. Women are also less likely to
hold full professorship positions in the country’s most intensive research academic
institutions (NCSES, 2015), and thus are more likely to be employed as full-time
associate and assistant professors. This pattern occurs, in part, because older cohorts
of faculty members in engineering, science, and healthcare are nearly exclusively
male (NCSES, 2015).

When considering these data, one might wonder when women will be equally rep-
resented in STEM disciplines. Increasing the number of women in STEM fields is
imperative since it will be beneficial in a number of ways. For example, the diversity
and supportive environments for students will improve with the addition of more
women and minorities in STEM disciplines in higher education. These women and
minorities will prove to be effective role models and mentors to students who are mem-
bers of underrepresented groups. Programs such as ADVANCE created by the National
Science Foundation can help increase the number of women, minority women, and
women with disabilities in STEM faculty and leadership positions. This is a federally
funded program which was created in 2001 in order to implement various strategies
that can affect leadership development and work-life balance for the groups mentioned
above. More than 100 higher education institutions are participants of this program,
and it has optimistically impacted an exceptional number of women and men. For
example, it has expanded the representation of women and women minorities in the
STEM careers. This increase has helped diversify the science and engineering work-
force. It has also increased the participation of women in the STEM disciplines due to
which the status of women faculty in these fields has advanced. Also, this program has
encouraged and continues to encourage higher education institutions to address various
issues such as childbearing that affect STEM women faculty.

Conclusions

Gender disparity amongst leadership positions differ in many sectors. However,
they are particularly alarming amongst university educators and higher level posi-
tions within the realm of Academia such as Dean, Provost, or President. With
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females now outnumbering males in college attendance and graduation rates, one
would expect that an increased number of women faculty members and academic
leaders would also exist in this nation’s postsecondary education system. While the
number of doctoral degrees conferred upon men and women is nearly equal in
America, the gender representation in Academia remains skewed where men still
comprise the majority of full professors, deans, and university presidents.

Significant differences in salary between men and women are also present at
nearly every academic standing above assistant professor. There is a salary gap of
over 20% for women in academia as compared to men, and although this is much
smaller than in the past, it has not been rectified within universities. Not surpris-
ingly, this gap is even greater amongst academic women of color. Females are con-
sistently being paid less than their male counterparts, in spite of equal experience
and competency. And because females often begin their careers being paid less than
their male counterparts, they continue to be paid less as female associate or full
professors than males of the same rank. There are also disparities between the num-
ber of women and men awarded tenure, with 20% fewer women being tenured
despite qualifications equivalent to those of males. Some of this may be due to the
fact that there are fewer female mentors within universities, and therefore fewer
higher level faculty members to facilitate the advancement of their junior women
faculty members. It is past time for women to be represented in this country’s insti-
tutions of higher learning in accord with their skills and their representation in the
general population. While many factors have contributed to this inequality, it still
appears that that many of our society’s ideals of traditional gender roles continue to
prevent women from attaining the status they deserve. Clearly, in this the twenty-
first century, it is time for Academia to rectify the differential treatment of women
in academia so that egalitarian leadership can be accomplished.
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Leadership Means Using the Courts
to Demand Equal Enforcement

of and Protection for Women’s Constitutional
and Civil Rights

Wendy Murphy

To handle yourself, use your head; to handle others, use your
heart.

Eleanor Roosevelt

The Title IX Statute

Title IX was enacted in 1972 as an educational federal civil rights law and states that
“no person shall, on the basis of sex be ... subjected to discrimination.” 20 U.S.C. §
1681(a); 34 C.FR. part 106.31(a). Discrimination on the basis of sex occurs in
many forms, such as sex-/gender-motivated harassment and violence, including
sexual assault, and is defined as “unwelcome and offensive” words or conduct of a
sexual or gender-based nature that was not requested or invited, and which an indi-
vidual considered to be “undesirable or offensive.” http://www2.ed.gov/about/
offices/list/ocr/docs/ocrshpam.html. Title IX covers student on student sexual
assaults. Davis v. Monroe, 526 U.S. 629 (1999).

Title IX is coextensive with Title VI' and Title IV of the Civil Rights Act of 1964.>
Title IV explicitly and equally prohibits discrimination on the basis of sex, race,

134 C.ER. § 106.71 states that the procedural provisions applicable to Title VI of the Civil Rights
Act (34 CFR §§ 100.6-100.11) are adopted and incorporated therein.

2See Title IX Legal Manual, THE UNITED STATES DEPARTMENT OF JUSTICE (last visited Jan 30,
2014), http://www.justice.gov/crt/about/cor/coord/ixlegal.php (noting that “Congress consciously
modeled Title IX on Title VI”” and citing Alexander v. Choate, 469 U.S. 287, 294 (1985) (for the
proposition that because Title IX and Title VI contain parallel language, the same analytic frame-
work should apply in the context of administrative redress proceedings because both statutes were
enacted to prevent unlawful discrimination and to provide remedies for the effects of past discrimi-
nation); U.S. DEPARTMENT OF JUSTICE, findings letter against the University of New Mexico,
(April 22, 2016) (noting that Title IX, Title VI, and Title IV are coextensive civil rights laws);
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and national origin in public schools.? Title IX prohibits sex-based discrimination in
public and private schools that receive federal funds.*

Long misunderstood to be primarily a sports equity rule for female athletes, Title
IX was modeled after Title VI of the Civil Rights Act of 1964, which provides that
“No person in the United States shall, on the ground of race, color, or national ori-
gin, be excluded from participation in, be denied the benefits of, or be subjected to
discrimination under any program or activity receiving Federal financial assistance,”
42 U.S.C. §§ 2000d—2000d-7, Title IX uses exactly the same enabling language and
states that “No person in the United States shall, on the basis of sex, be excluded
from participation in, be denied the benefits of, or be subjected to discrimination
under any education program or activity receiving Federal financial assistance...”
20 U.S.C. § 1681(a).

Facts Related to the Class of Individuals Affected
by the DeVos Rules

One in three to one in five women is victimized by sexual assault during college.’
Even using the more conservative one in five number, and considering that about six
million women currently are enrolled as undergraduates in 4-year schools; this

https://www.justice.gov/opa/file/843901/download; Justice Department Announces Investigations
of the Handling of Sexual Assault Allegations by the University of Montana, the Missoula, Mont.,
Police Department and the Missoula County Attorney’s Office, DEPARTMENT OF JUSTICE (May 1,
2012), http://www.justice.gov/opa/pr/2012/ May/12-crt-561.html (announcing Title IX compli-
ance review and Title IV investigation of the University of Montana and noting, “Title IX of the
Education Amendments of 1972 and Title IV of the Civil Rights Act of 1964 each prohibit sex
discrimination, including sexual assault and sexual harassment in education programs”); Resolution
Agreement, http://www.justice.gov/crt/about/edu/documents/ montanaagree.pdf (announcing res-
olution agreement with the University of Montana and noting that Title IV and Title IX are subject
to the same regulations to ensure enforcement of rights regarding discrimination, harassment, and
violence in education “on the basis of sex.” 28 C.E.R. Part 54 and 34 C.E.R. Part 106). See also the
Civil Rights Restoration Act of 1987, which made clear that substantive standards from Title VI
apply with equal force to Title IX, 20 U.S.C. § 1687; 29 U.S.C. § 794, 42 U.S.C. § 2000d-4a, and
42 U.S.C. § 6101.

3Title IV prohibits discrimination in identified public entities, including schools and other “feder-
ally assisted programs,” on the basis of “race, color, sex, religion or national origin.” 42 U.S.C. §§
2000c through 2000c-9; Equal Educational Opportunities Act of 1974, Title II, 20 U.S.C. §§
1701-1758.

420U.S.C., § 1681.

Shttps://www.ncjrs.gov/pdffiles1/nij/grants/221153.pdf, p. xii-xiii and 2-1 (2007); U.S. Department
of Justice Office of Community Oriented Policing Services, Acquaintance Rape of College
Students, March 28, 2002, http://www.cops.usdoj.gov/pdf/e03021472.pdf; https://www.ncjrs.gov/
pdffiles1/nij/grants/221153.pdf; Freyd, J., Rosenthal, M., & Smith, C. (2014). Preliminary results
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means that more than a million of these women will experience sexual assault dur-
ing college over the next 4 years; a number substantially greater than the number of
students who will suffer any other type of civil rights violence on campus. Indeed,
although no formal comparative data exists, violence against women is clearly more
prevalent than all other forms of civil rights harassment and violence against stu-
dents from other protected class categories combined (U.S. Department of Justice
2001; report did not measure gender-based bias crimes and found an average of only
3.8 hate crimes on campus for all of 1998, for a total of 334 incidents in 411 schools.
During the same time period, the FBI ascertained that 241 incidents of hate crimes
were reported from 222 of 450 schools). This disturbing data has been ignored for
decades even though congresswoman Shirley Chisholm remarked during congres-
sional hearings in the early 1970s to support the passage of Title IX that she had
endured far more discrimination on the basis of sex in her political career than she
ever endured on the basis of her status as an African-American.

By comparison, about 26,000 sexual assaults occur in the military each year,’
which number includes not only rape and attempted rape but also relatively minor
sexual touching not rising to the level of attempted rape.® Approximately 30% of
sexual assault victims in the general population file reports.’ A similar number of
military victims file reports.'® The number is much lower for college victims where
only 5-12% of victims file reports.'!

Female students in the United States have endured pervasive unequal treatment,
harassment, and violence, on the basis of sex, throughout all levels of education.'?
Women, including female postsecondary students, suffer disproportionately high

from the University of Oregon sexual violence and institutional behavior campus survey. http://
dynamic.uoregon.edu/jjf/campus/UO-campus- results-30Sept14.pdf; Freyd, J, et al., (2014). (one
in three); Humphrey, J. A., & White J. W. (2000). (one in four); Krebs, C. P. et al. (2009). (one in
five).

®What former presidential candidate Shirley Chisholm said about facing gender discrimination,
September 13, 2016, PBS.org, https://www.pbs.org/newshout/politics/what-former-presidential-
candidate-shirley-chisholm-said-about-facing-gender-discrimination.

7 An estimated 26,000 sexual assaults occurred in all branches of the military in 2012, http://www.
sapr.mil/public/docs/reports/FY12_DoD_SAPRO_Annual_Report_on_Sexual_Assault-
VOLUME_ONE.pdf.

81d.

?http://www.rainn.org/get-information/statistics/reporting-rates.
Ohttp://www.usccr.gov/pubs/09242013_Statutory_Enforcement_Report_Sexual _Assault_ in_
the_Military.pdf, p. 8.

'Thttp://www.nij.gov/publications/pages/publication-detail.aspx ?ncjnumber=182369 (2001) (5%);
https://www.ncjrs.gov/pdffiles 1/nij/grants/221153.pdf, 5-22 (2007) (12.9%).

12Sadker, & Zittleman. (2009). Still Failing at Fairness, How Gender Bias Cheats Girls and Boys
in School and What We Can Do About It, Scribner Press; www.hks.harvard.edu/centers/carr/
research-publications/carr-center-working-papers-series/caplan-and-ford-%?22the-voices-
of-diversity-%22.
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rates of domestic and dating violence,"® sexual assault," and stalking.'> In fact,
according to some studies, a student is more likely to be victimized by sexual assault
if she attends college than if she does not.®

The DeVos Rules

The DeVos rules by their terms were limited in application to sex-based harms,
including “dating violence,'” domestic violence,'® sexual assault,' and stalking.”?
(DeVos rules, p.1, 2). They were issued as a seven-page document entitled “Q and

3Women are less likely than men to be victims of violent crimes overall, but women are 5-8 times
more likely than men to be victimized by an intimate partner. Violence by Intimates: Analysis of
Data on Crimes by Current or Former Spouses, Boyfriends, and Girlfriends, U.S. Department of
Justice, March, 1998; violence by an intimate partner accounts for about 21% of violent crime
experienced by women and about 2% of the violence experienced by men. Id. 92% of all domestic
violence incidents are committed by men against women. Violence Against Women, Bureau of
Justice Statistics, U.S. Department of Justice, January, 1994; 84% of raped women know their
assailants and 57% of rapes occur on a date. Koss, M. P. (1988). Hidden rape: Incidence, preva-
lence and descriptive characteristics of sexual aggression and victimization in a national sample of
college students. In A. W. Burgess (Ed.) Sexual assault (Vol. IT). New York: Garland Pub.

“Nine out of ten rape victims are female, U.S. Department of Justice. (2003). 2003 National
Crime Victimization Survey; Women aged 16-24 are four times more likely to be raped than any
other population group. Koss, M. P., id.

158% of women and 2% of men in the United States have been stalked at some time in their life.
78% of stalking victims identified in a survey were women, and 22% were men. Thus, four out of
five stalking victims are women. By comparison, 94% of the stalkers identified by female victims
and 60% of the stalkers identified by male victims were male. Overall, 87% of the stalkers identi-
fied by the victims were male. National Institute of Justice 1998. Stalking in America: Findings
from the National Violence Against Women Survey.

1One in four students in the United States is victimized by rape or attempted rape during college,
see n.1, while one in six American women is the victim of an attempted or completed rape in her
lifetime. National Institute of Justice & Centers for Disease Control & Prevention. (1998).
Prevalence, Incidence and Consequences of Violence Against Women Survey.

7Women are less likely than men to be victims of violent crimes overall, but women are 5-8 times
more likely than men to be victimized by an intimate partner. Violence by Intimates: Analysis of
Data on Crimes by Current or Former Spouses, Boyfriends, and Girlfriends, U.S. Department of
Justice, March, 1998; violence by an intimate partner accounts for about 21% of violent crime
experienced by women and about 2% of the violence experienced by men. /d.

1892% of all domestic violence incidents are committed by men against women. Violence Against
Women, Bureau of Justice Statistics, U.S. Department of Justice, January, 1994; 84% of raped women
know their assailants and 57% of rapes occur on a date. Koss, M. P. (1988). Hidden rape: Incidence,
prevalence and descriptive characteristics of sexual aggression and victimization in a national sample
of college students. In A. W. Burgess (ed.) Sexual assault (Vol. II). New York: Garland Pub.

Nine out of ten rape victims are female, U.S. Department of Justice. (2003). 2003 National
Crime Victimization Survey; Women aged 16-24 are four times more likely to be raped than any
other population group. Koss, M. P., id.

8% of women and 2% of men in the United States have been stalked at some time in their life.
78% of stalking victims identified in a survey were women, and 22% were men. Thus, four out of
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A on Campus Sexual Misconduct,” and were described as a “significant rules docu-
ment.” It included a statement that at some unspecified point in the future, the DOE
would “engage in rulemaking on the topic of schools’ Title IX responsibilities con-
cerning complaints of sexual misconduct, including peer-on-peer sexual harassment
and sexual violence. The Department will solicit input from stakeholders and the
public during that rulemaking process.” The document provided further that it
would serve as “interim information about how the Office for Civil Rights (OCR)
will assess a school’s compliance with Title IX.” (DeVos rules, p. 1).

The DeVos rules stated that they did not constitute new laws and were intended
to replace the 2011 Dear Colleague Letter (DCL),?! and Department of Education
Guidance from 2014. (DeVos rules, p. 7). In fact, the DeVos rules rescinded or sub-
verted state and federal laws, including Title IX and mandatory provisions of the
Title IX regulations, duly promulgated in 1975, 34 C.E.R. part 106, et seq. Among
other things, the DeVos rules subject sex-based harms to different and worse treat-
ment compared to other types of civil rights harms; require the use of more onerous
criminal law definitions, rather than civil rights definitions, to determine whether a
sex-based civil rights offense occurred (DeVos rules, p. 2); permit application of a
more onerous “clear and convincing evidence” standard of proof, rather than the
civil rights standard of “preponderance of the evidence” (DeVos rules, p. 5) to deter-
mine whether a sex-based civil rights offense occurred; require schools to afford
offenders of sex-based civil rights harms the same rights as victims of sex-based
civil rights harms; and incorporate by reference, a 2013 amendment to the Clery
Act, known popularly as the Campus SaVE Act, which permits or requires schools
to apply different and worse legal standards when responding to and redressing sex-
based civil rights harms.?> The DeVos were not made applicable to harms based on
other protected class categories, such as race and national origin.

Alongside less protective standards, the DeVos rules were silent on the need for
schools to comply with civil rights laws at all. Indeed, the entire DeVos rules men-
tion the phrase “civil rights” only when citing the title of the “Office For Civil
Rights.”

five stalking victims are women. By comparison, 94% of the stalkers identified by female victims
and 60% of the stalkers identified by male victims were male. Overall, 87% of the stalkers identi-
fied by the victims were male. National Institute of Justice 1998. Stalking in America: Findings
from the National Violence Against Women Survey.

21'U.S. DEPT. OF EDUCATION OFFICE FOR CIVIL RIGHTS, DEAR COLLEAGUE LETTER (Apr 4, 2011),
available at http://www2.ed.gov/about/offices/list/ocr/letters/colleague-201104.html.

2The Campus SaVE Act is also known as the 2013 Violence Against Women Reauthorization
Act’s amendments to the Clery Act. SaVE’s discriminatory regulations can be found at 34 C.E.R.
668.46. See also, note 33.
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The Plaintiffs

Three women and a national women’s rights organization served as Plaintiffs in the
Boston lawsuit. Equal Means Equal (EME), a national non-profit women’s rights
organization, served as a representational Plaintiff on behalf of women as a class.
EME advocates for sex/gender equality, enactment of the Equal Rights Amendment,
and fully equal rights for women.?

Plaintiff Jane Doe joined in the suit because she was involved as a complainant
in an ongoing OCR investigation against Stonehill College in Massachusetts, aris-
ing out of allegations that Stonehill violated Title IX in the way that it responded to
her report of sexual victimization by a Stonehill athlete. The OCR official respon-
sible for her case declined to ensure Doe that the DeVos rules would not be applied
to her case.

Plaintiff Mary Doe joined in the suit because she was involved as a plaintiff in a
Massachusetts civil lawsuit against Boston University, which suit involved allega-
tions that the university unlawfully failed to enforce her rights under Title IX, as
well as the Massachusetts Constitution and state civil rights laws, after she was
sexually victimized on Boston University’s campus. Plaintiff Mary Doe was con-
cerned that the DeVos rules would be used by Boston University to undermine her
rights in the civil suit because lawyers for schools were already using the DeVos
rules to gain an advantage against the rights of victims in other lawsuits.?*

Plaintiff Susan Doe joined in the lawsuit because she was involved as a com-
plainant in an ongoing OCR investigation against the School of the Art Institute of
Chicago (SAIC), arising out of allegations that Doe had been severely sexually
abused and exploited by her direct advisor at SAIC. The OCR official handling her
case declined to assure Doe that the DeVos rules would not be applied to her case.

The Title IX Regulations

The Title IX regulations, like the statute, forbid discrimination based on sex, and
state that a school “shall not, on the basis of sex,” inter alia, “treat one person differ-
ently from another in determining whether such person satisfies any requirement of
condition for the provision of such aid, benefit, or service; provide different aid,
benefits, or services in a different manner; deny any person such aid, benefit, or
service”. 34 C.ER. part 106.31(b)(1-7).

The Title IX regulations also state that a school shall not on the basis of sex “sub-
ject any person to separate or different rules of behavior, sanctions, or other

Z https://www.equalmeansequal.org.

% Kollaritsch v. Michigan State University Board of Trustees, et al., 1:15-cv-01191-PLM-PJG,
United States District Court, Western District of Michigan (court order issued 10/17/17 denying
motion to strike and granting defendants leave to file supplemental authority regarding “Significant
Change in Guidance on Title IX.”)
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treatment, or otherwise limit any person in the enjoyment or any right, privilege,
advantage or opportunity.” 34 C.F.R. part 106.31(b)(1-7), and that a school “shall
adopt and publish grievance procedures providing for prompt and equitable resolu-
tion of student and employee complaints alleging any action, which would be pro-
hibited by Title IX. 34 C.F.R. part 106.8(b).” Equitable redress is also mandatory
under Title IV? and Title V1.2

The Title IX regulations further state that, “A school shall implement specific and
continuing steps to notify students and employees that it does not discriminate on
the basis of sex,” that it is “required by Title IX not to discriminate in such a man-
ner,” and that “such notification shall state that the requirement not to discriminate
extends to employment...” 34 C.ER. part 106.9(a). The Title IX regulations also
forbid a school to “use or distribute a publication, which suggests by text or illustra-
tion that such school treats applicants, students or employees differently on the
basis of sex.” 34 C.F.R. part 106.9(b)(2).

Legal Claims Alleged in the Boston Lawsuit

The Plaintiffs alleged various claims, including that the DeVos rules violated Title
IX and the Administrative Procedures Act, and that aspects of the DeVos guidance
were unconstitutional to the extent they emanated from the Clery Act or the

2 Among the University of Montana—Missoula, the U.S. Department of Justice, Civil Rights
Division, Educational Opportunities Section and the U.S. Department of Education, Office for
Civil Rights, RESOLUTION AGREEMENT, available at http://www.justice.gov/crt/about/edu/docu-
ments/montanaagree.pdf (announcing resolution agreement with the University of Montana and
noting that Title IV and Title IX both require “equity”” and are subject to the same regulations and
standards of enforcement regarding discrimination, harassment, and violence in education).

2 Title VI Enforcement Highlights Office for Civil Rights, U.S. DEPARTMENT OF EDUCATION (last
visited Jan 30, 2014) http://www2.ed.gov/documents/press-releases/title-vi-enforcement.pdf
(repeatedly noting that Title VI requires schools to apply standard of “equity”); Title IX Legal
Manual, THE UNITED STATES DEPARTMENT OF JUSTICE (last visited Jan 30, 2014); http://www.
justice.gov/crt/about/cor/coord/ixlegal.php (noting that “Congress consciously modeled Title IX
on Title VI” and citing Alexander v. Choate, 469 U.S. 287, 294 (1985) (for the proposition that
because Title IX and Title VI contain parallel language, thus the same analytic framework should
apply because both statutes were enacted to prevent unlawful discrimination and to provide rem-
edies for the effects of past discrimination); See also 42 U.S.C. § 2000d-7 (requiring equal treat-
ment on behalf of all protected class categories). In a section labeled “Civil rights remedies
equalization,” the statute provides that “(1) A State shall not be immune under the Eleventh
Amendment of the Constitution of the United States from suit in Federal court for a violation of §
504 of the Rehabilitation Act of 1973 [29 U.S.C. 794], Title IX of the Education Amendments of
1972 [20 U.S.C. 1681 et seq.], the Age Discrimination Act of 1975 [42 U.S.C. 6101 et seq.], Title
VI of the Civil Rights Act of 1964 [42 U.S.C. 2000d et seq.], or the provisions of any other Federal
statute prohibiting discrimination by recipients of Federal financial assistance.” This “Civil rights
remedies equalization” mandate further states that ““(2) In a suit against a State for a violation of a
statute referred to in paragraph (1), remedies (including remedies both at law and in equity) are
available for such a violation o the same extent as such remedies are available for such a violation
in the suit against any public or private entity other than a State.” (emphasis added).
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Commerce Clause because Congress has no general authority to regulate violence
against women.?”’ To the extent Congress has authority to regulate civil rights mat-
ters under the Spending Clause, it cannot do so in a manner that intrudes unconsti-
tutionally into the authority of the states,” which the DeVos rules did because they
violated Massachusetts state constitutional and civil rights laws, which grant women
equality and fully equal treatment under the law.” The lawsuit did not seek money
damages. It was a claim for declaratory and injunctive relief only, meaning the
Plaintiffs were asking the court to prevent schools (and courts and agencies) from
applying the DeVos rules, and to have the rules declared unlawful.

Why the DeVos Rules Violate Title IX

The DeVos rules violate Title IX for many reasons, including that they require or
permit schools to treat civil rights harms differently on the basis of sex, in violation
of 34 C.ER. part 106.31(a).

The DeVos rules state that schools “should” use onerous criminal law definitions
and standards, such as “sexual assault,”* rather than civil rights definitions of
“unwelcome and offensive™' to determine whether sex-based civil rights harms
occurred.?? Indeed, the word “unwelcome” appears nowhere in the DeVos rules, but
the criminal law term “sexual assault” appears nine times.

U.S. v. Morrison, 529 U.S. 598 (2000); (Congress has no authority to regulate violence against
women under civil rights laws or the Commerce Clause).

BN’tl Federation of Independent Business v. Sebelius, 567 U.S. 519 (2012) (Congress exceeds its
authority under the Spending Clause if it imposes too heavy a burden on the states as a quid pro
quo for receiving federal funds.

»See infra, pp. 15-16.

3The DeVos rules cites to 34 C.ER. § 106.8(b) as support for the use of criminal law terms to
describe harms addressed on campus under Title IX grievance procedures, yet those regulations
were promulgated under a 2013 amendment to the Clery Act; they were not promulgated under
Title IX, and at least one federal court has already ruled that those regulations can have “no effect”
on Title IX because Congress cannot lawfully amend Title IX by amending the Clery Act. Doe v.
U.S. Dept. of Health and Human Services, 85 F. Supp. 3d 1, 11 (D.D.C. 2015)

3“Unwelcome” is defined as conduct the student “did not request or invite it and considered the
conduct to be undesirable or offensive. The age of the student, the nature of the conduct, and other
relevant factors affect whether a student was capable of welcoming the sexual conduct. A student’s
submission to the conduct or failure to complain does not always mean that the conduct was wel-
come.” http://www?2.ed.gov/about/offices/list/ocr/docs/ocrshpam.html.

32This aspect of the DeVos rules also violates existing OCR guidance, issued in the form of a Dear
Colleague Letter from 2010 that was not rescinded in the DeVos rules, hence remains relevant and
applicable. See Letter from Russlynn Ali, Assistant Secretary for Civil Rights, Department of
Education, Office for Civil Rights (October 26, 2010) (“The label used to describe an incident
(e.g., sexual assault, bullying, hazing, teasing) does not determine how a school is obligated to
respond. Rather, the nature of the conduct itself must be assessed for civil rights implications. So,
for example, if the abusive behavior is on the basis of race, color, national origin, sex, or disability,
and creates a hostile environment, a school is obligated to respond in accordance with the appli-


http://www2.ed.gov/about/offices/list/ocr/docs/ocrshpam.html
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The DeVos rules also permit the use of a burden of proof more onerous than
preponderance of the evidence to determine whether a sex-based civil rights harm
has been proved. Secretary DeVos has stated that the Obama administration’s 2011
DCL improperly changed the law to require use of the preponderance standard, and
that the DeVos rules merely restored the law to permit the use of a more onerous
standard by rescinding the DCL. But application of the preponderance standard was
required under civil rights laws long before the DCL was released.*® The DCL
merely reminded schools of their obligation to provide “equitable” redress by apply-
ing the preponderance standard to sex-based harms, as they were doing with other
civil rights matters.**

Applying a more onerous burden of proof only to sex-based civil rights harms
obviously subjects victims of such harms to different treatment because it means
that if a student were physically beaten on the basis of national origin, the matter
would be resolved under a “preponderance of the evidence” standard, and if the
evidence showed the offense more likely than not occurred, the offender would suf-
fer consequences. However, if the exact same offender committed exactly the same
conduct against a student on the basis of her sex, and exactly the same quality of
evidence were presented, school officials could assess the evidence under the more
onerous standard of clear and convincing evidence, and the offender would suffer

cable federal civil rights statutes and regulations enforced by OCR.”); Education & Title IX,
NaTIONAL WOMEN’S LAW CENTER (last visited Jan 29, 2014), http://www.nwlc.org/our-issues/
education-%2526-title-ix.

3 Letter from Sheralyn Goldbecker, OCR D.C. Office, to John J. DeGioia, President, Georgetown
University (May 5, 2004) (“[CJomplaints of sexual harassment were resolved using a clear and
convincing evidence standard, a higher standard than the preponderance of the evidence standard,
which is the appropriate standard under Title IX for sex discrimination complaints, including those
alleging sexual harassment.”); Letter from Gary D. Jackson, Regional Civil Rights Director, OCR
Region X, to Jane Jervis, President, Evergreen State College (April 4, 1995) (stating that the “evi-
dentiary standard of proof applied to Title IX actions is that of a ‘preponderance of the evidence’”
and that requiring ‘clear and convincing proof” imposes “a heavier burden of proof than that which
is required under Title IX.”); OCR also uses a preponderance of the evidence standard when it
resolves complaints against recipients, and in fund termination hearings. “Grievance procedures
that use [a] higher standard are inconsistent with the standard of proof established for violations of
the civil rights laws, and are thus not equitable under Title IX.” See April 4, 2011 Dear Colleague
Letter, p. 12. (emphasis added).

*That Title IX’s mandate of equitable treatment requires application of the preponderance stan-
dard was acknowledged during congressional hearings related to the enactment of the Campus
SaVE Act, which was a 2013 amendment of the Clery Act. One Congressman was strikingly can-
did about why removing the word “equitable” from the Campus SaVE Act would allow schools to
apply a more onerous burden of proof on victims of sex-based harms: “The majority bill said that
college campuses must provide for ‘prompt and equitable investigation and resolution’ of charges
of violence or stalking. This would have codified a proposed rule of the Department of Education
that would have required imposition of a civil standard or preponderance of the evidence for what
is essentially a criminal charge, one that, if proved, rightly should harm reputation. But if estab-
lished on a barely “more probable than not” standard, reputations can be ruined unfairly and very
quickly. The substitute eliminates this provision.” (Testimony of Senator Grassley, lowa, 158 Cong
Rec. S 2761, Congressional Record, Sen., 112th Congress, 2nd Session Senate, April 26, 2012;
Violence Against Women Reauthorization Act of 2011, Reference: Vol. 158, No. 61).


http://www.nwlc.org/our-issues/education-%2526-title-ix
http://www.nwlc.org/our-issues/education-%2526-title-ix
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no consequences. Applying a more onerous burden of proof only in sex-based matters
would also mean that the redress of certain claims would be subject to absurd dual
assessments. For example, if a black woman were assaulted on the basis of her race
and her sex at a school that opted to apply the “clear and convincing evidence”
standard, that single civil rights offense would be subjected to two different burdens
of proof. Even more strangely, because the DeVos rules cover only the most serious
and severe forms of sex-based civil rights harms, a student who endures less serious
verbal harassment would continue to have her civil rights redressed under the
preponderance standard. This means that offenders of the most serious forms of
sex-based civil rights infractions would be less likely to be held responsible
compared to less serious verbal offenders.

Finally, the DeVos rules require schools to incorporate the standards, terms,
definitions, and procedures set forth in the Campus SaVE Act, (DeVos rules, p. 2),
which violates Title IX’s prohibition on different treatment because, like the DeVos
rules, the SaVE Act permits or requires the use of more onerous standards and
definitions than those required by civil rights laws.

In addition to Title IX’s general prohibition against different treatment based on
sex, the DeVos rules violate particular provisions of the Title IX regulations,
including those that forbid different treatment with regard to “rules of behavior,
sanctions, or other treatment.” 34 C.F.R. part 106.31(b)(1-7), and “aids, benefits
and/or services,” 34 C.F.R. part 106.31(b)(1-7). The DeVos rules also allow schools
to use or distribute a publication, “which suggests by text or illustration that such
school treats applicants, students or employees differently on the basis of sex,” in
violation of 34 C.F.R. part 106.9(b)(2).

Because the DeVos rules unlawfully subject victims of sex-based harms to
separate and different treatment, particularly regarding the use of more onerous
criminal law definitions rather than civil rights definitions, and application of a
burden of proof more onerous than preponderance, to determine whether a sex-based
civil rights offense occurred, they necessarily limit such victims “in the enjoy-
ment of their rights, privileges, advantages and opportunities,” in violation of 34
C.ER. part 106.31(b)(1-7). For similar reasons, the DeVos rules prevent “prompt
and equitable” redress in the resolution of “student and employee complaints alleg-
ing any action, which would be prohibited by Title IX,” in violation of 34 C.F.R.
part 106.8(b).

3 Supra, notes 21 and 33.
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Why the DeVos Rules Violate the Administrative
Procedures Act

The Administrative Procedures Act (APA) mandates that agencies promulgate new
rules only within certain substantive limitations, and only after certain procedural
rules have been followed. Substantive limitations and procedural rules include that
an agency may not issue rules in excess of statutory jurisdiction, authority, or limita-
tions, or short of statutory right; or that are contrary to constitutional right, power,
privilege, or immunity. Nor may such rules be arbitrary and capricious, an abuse of
discretion, or otherwise not in accordance with law. Finally, subject to narrow
exceptions, new rules may not be issued until after a notice and comment period,
which gives the public an opportunity to review proposed rules, changes and provide
feedback prior to issuance.

The Boston lawsuit alleged numerous violations of the APA, including that
Secretary DeVos acted outside her jurisdiction and authority because an agency can
only promulgate rules and regulations in furtherance of a statute; it cannot subvert a
statute by issuing rules that subject victims of sex-based harms to different and
worse treatment when the statute itself forbids sex discrimination. In addition, the
lawsuit alleged that because the DeVos rules subjected sex-based harms to different
and worse treatment, they violated the APA because they were contrary to constitu-
tional right, were arbitrary and capricious, and not in accordance with law. Finally,
the lawsuit alleged that the DeVos rules violated the APA because they were issued
before the public was given notice and a chance to comment.

Why the DeVos Rules Violate the First Amendment

The lawsuit included a claim that the DeVos rules violate the First Amendment
because by subjecting victims of sex-based harm to different and worse treatment
on campus, victims would be less willing to report sex-based harms, or seek redress
on campus, for fear their rights under Title IX would not fully be enforced.*® The
First Amendment permits preemptive legal proceedings, before an individual suf-
fers a violation of rights from the application of the DeVos rules in an actual case,
on the grounds that if persons are inhibited from reporting civil rights harms and
seeking redress, a “chilling effect” occurs, which is sufficient legal injury to justify
the filing of a lawsuit.’

3 Supra note 2, quoting the National Women’s Law Center and Senator Bob Casey (D. PA.) saying
the new DeVos rules will discourage victims from coming forward.

3 Waters v. Churchill, 511 U.S. 661, 669 (1994) (where First Amendment rights are threatened,
courts relax the prudential requirement of actual injury in light of the weightier concern of the
chilling effect on free speech).
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Why the DeVos Rules Violate Massachusetts Law

The lawsuit was filed in Massachusetts, thus implicating Massachusetts state civil
rights and constitutional rights laws. Massachusetts General Law, Chapter 93, § 102,
the Massachusetts Equal Rights Act, guarantees females the full and equal benefit of
all laws and proceedings for the security of persons ...” The lawsuit alleged that the
DeVos rules violated the Massachusetts Equal Rights Act by denying females the full
and equal benefit of laws and proceedings for the security of their persons. The suit
also asserted that, for similar reasons, the DeVos rules violated the Equal Protection
Clause of Part 1, Article I of the Massachusetts Constitution, which prohibits
discriminatory and unequal treatment based on sex. Unlike claims of sex discrimina-
tion under the federal constitution, claims of sex/gender discrimination under the
Massachusetts Constitution are subject to strict scrutiny.*

What’s Next?

No doubt when the DOE undertakes to codify the DeVos rules by amending the Title
IX regulations during the notice and rulemaking process, they will remove all provi-
sions from the existing regulations that currently prohibit “separate” and “different”
treatment based on sex. While this will ostensibly permit schools to subject victims
of sex-based harms to different and worse treatment, including use of criminal law
definitions and application of the clear and convincing evidence standard, lawsuits
like the one filed in Boston will continue to be filed in federal courts around the
country on the grounds that regulations promulgated under a specific statute must
advance, not subvert, that statute’s purpose. Thus, the argument will go, it is
unlawful for a federal agency to use its delegated authority to promulgate regula-
tions that permit unequal treatment as this would undermine the Title IX statute’s
prohibition against discrimination based on sex. Only Congress can change a statute;
the DOE cannot.

It may well come to be that Congress, like the DOE, will take steps to weaken
Title IX because several bills have been proposed which, if enacted, will weaken
Title IX at its core. The Campus Accountability and Safety Act (CASA) is one such
bill. Other laws proposed at the federal level promise to protect Title IX, but will
weaken Title IX instead, including a bill filed by Congresswoman Jackie Speier.
Both proposals will allow schools to subject civil rights violence against women to
separate, different, and worse rules, compared to civil rights violence based on other
protected class categories, such as race and national origin.

At the state level, harmful laws that permit separate, different, and worse treat-
ment include New York’s already enacted “enough is enough” law. A similar law has
been proposed in California and other states. Even the American Bar Association’s

3 Commonwealth v. King, 374 Mass. 5, 21 (1977).
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(ABA) is supporting the unequal treatment of women in a strange new policy on Title
IX that urges schools to subject only sex-based harms to separate, different, and
worse treatment compared to civil rights harms based on other protected class
categories, such as race and national origin. The ABA reportedly adopted its formal
policy in 2017 so that it could lobby for new federal and state laws to weaken
women’s civil rights.

Advocates who care about women’s equality should be mobilizing politically
against these efforts, and should aggressively be demanding that people leave Title
IX (and state law analogues) alone. Title IX is perfect the way it is because it man-
dates equal treatment, and forbids discrimination based on sex. Women need better
enforcement of their civil rights, not new laws. Equality in education is what they
fought for and won nearly 50 years ago. Equality is what they have now, and equality
is what they deserve.
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Don’t just stand for the success of other women—insist on it.

Gail Blanke

Some are surprised at what little has changed since the 1960s, and 1970s when
considering women’s role in the workplace. However, some remarkable cultural
shifts have occurred, many are positive in supporting the evolution of women’s
work and standing in organizations. Regarding the empirical data, the Census
Bureau reports that women employed in the workforce have increased from 30.3
million in 1970 to 72.7 million during 2006-2010. Today, women make up almost
50% of the workforce; in addition, women have made significant gains in certain
occupations that were male dominated, such as accountants, police officers, law-
yers, judges, physicians, surgeons, and pharmacists (Baig, 2013).

With all the strong positive movement for women in the workforce, some things
have not changed, and the Mad Men era is still alive and well. Women still dominate
as dental assistants, administrative assistants (which has been upgraded from the
title of secretaries), registered nurses, and elementary school teachers. The leading
occupations for women in the 1970s are still the prominent professions for women
today. The conversations will continue to occur regarding issues that women face in
the workforce; however, it is shocking that the same conversations today are what
we were talking about in the 1960s and 1970s. It is time to move forward, evolve as
a society, and continue to improve the American organizational culture by infusing
a focus on equality.
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All Things Being Equal: Does Gender Still Matter?

Women won the right to vote on August 18, 1902, with the ratification of the 19th
Amendment. Amelia Earhart was the first woman aviator to fly alone across the
Atlantic Ocean, and Shirley Chisholm was the first black woman elected to
U.S. Congress. Women are more educated than ever before and arguably have been
more visibly successful in the workforce. One may arrive at the assumption that
with such strides in the advancements in humanity, something as fundamental as the
concept of equality between men and women within the workplace would no longer
need to be discussed. The question is, does gender matter?

In truth, in 2017 men and women are still not considered equal in the workplace.
According to a study entitled Women in the Workplace 2016 by LeanIn.org, the
glass ceiling still exists, and the disparaging difference in pay between men and
women is not only significant, but the number of women that achieve the c-suite is
not comparable. View Fig. 1. This study entailed an assessment of 132 global com-
panies. The information obtained from this study was used to provide information
to key leadership regarding the efforts they could take to help promote and put into
practical application practices that support a more inclusive environment. More than
34,000 employees participated in the survey that touched upon areas including but
not limited to pay, promotion, the perception of job satisfaction, and work/life bal-
ance matters.
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From the graph, the data demonstrates that with the higher rank in position, the
lower the number of women that hold that senior level position decreases significantly.
Have women not sufficiently demonstrated that they are equally capable of perform-
ing said tasks or requirements?

According to Zenger and Folkman (2012), women are consistently rated higher than
men in leadership competencies such as taking initiative, practicing self-development,
displaying higher integrity and honesty, drive for results, developing others, inspiring
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and motivating others, and building relationships. The data shows that we have more
women in the workplace than any decade before; however, these exemplary women
leaders are not commanding the top executive positions. Is it deliberate discrimination
because the leadership abilities of their counterparts intimidate men? With all the
research provided, the question remains, what can women do?

Strategies

The reason that women believe they rate higher than men in leadership qualities such
as taking the initiative and practicing self-development is because they must work
twice as hard to prove themselves to the top leaders of an organization. Both women
and top leaders of an organization must contribute to strategically changing the cul-
ture and bias of women in the workforce. A leader must look for the top talent, no
matter what the gender, and demand the best. Women have already proven that they
can take on the challenge and will accept the position with the determination to take
the initiative, perform with integrity and set the example to inspire others.

Women still have some work to do, even though they already feel the pressure to
demonstrate their talent and worth. Considering that women outperform men when it
comes to building relationships, they need to use that skill to network. Networking
events should be a priority to continue the growth for advancement and obtain a posi-
tion in an industry that is male dominated or accepting a top-level executive status.

Some believe that there is a finite number of positions available for women, this
is just not the case. The truth is, there are plenty of positions of power, and success
is not a limited resource. We need to change our perspective and understand that
there is a copious number of jobs for all, women breaking the glass ceiling does not
mean it is at the expense of men. Over time, the perception will shift to an under-
standing that the truly talented leader was awarded the position.

Keep in mind, as was stated above, there is an abundance of positions in the
workplace; therefore, women need to aim higher. Dream big, do the proper research
and do not settle for a modest goal or salary. Women should shift their beliefs and
know they are empowered to achieve whatever they aspire to be in the workplace.
The following are some other key strategies that women should consider as they
contemplate their career growth.

Perform an Assessment

If you do not have a plan, plan to fail. It is imperative for you to assess your
department or group and ultimately that of the organization. You need to understand
the lay of the land. Without performing a fundamental organizational analysis, you
may miss identifying critical and essential aspects that influence the culture and
ultimate power structure of the organization.



114 S. Moore and A. Diese
Collaboration (Make Them Think that It’s Their Idea)

Creating buy-in within a group, cohort, or organization is not a new concept. Any
leader worth his or her salt understands the importance of the fundamental application
of buy-in. As a leader, it is your responsibility to steer the ship. However, being a jack
of all trades and a master of none serves no one. There is no question that women face
the conundrum of perception. Meaning, a woman states XYZ and may be considered
aggressive. A man reports XYZ and he is merely expressing his opinion. Is this
perspective perception or reality? The proof, as they say, is in the pudding.

Stop Saying Sorry/Apologizing (Be a Politician)

It seems almost second nature for women to apologize for the most minute thing.
Is it possible that doing so places women in more of a subservient role? Turn on
any media or news outlet, and you will see a politician espousing his or her values
to whoever would listen. If you observe carefully, you will be hard pressed to find
one that overtly says sorry. In the eyes of the public, doing so is an admission of
guilt. There are other ways to acknowledge a mistake without saying the actual
words. “I do not recall that event.” The question then becomes, are we really sorry
or is it something we say to placate ourselves as much as the other potentially
offended party?

Sheryl Sandberg, who is the Chief Operating Officer of Facebook, noted that one
day while giving a talk, she was performing the question and answers portion. She
informed the group that she would only answer one more question. The women in
the group stopped raising their hands, and the men continued to raise their hands
and had their questions answered. One of the young ladies approached Ms. Sandberg
and informed her of what she had observed. Ms. Sandberg apologized. The young
lady said that she learned not to stop raising her hand.

Emotional Intelligence: Don’t Leave Home Without It

Emotional intelligence is the one thing that you should keep in your daily arsenal,
for better or for worse. Emotional intelligence is systematically one of the most
underutilized tools in the workplace and within the leadership arena. With so much
information being readily available, we must ask ourselves why? Should we postu-
late that it is a lack of the knowledge of the concept or does the trouble lie in moving
from the subjective to reality as it relates to its practical application? Many under-
stand that there are those who have a certain degree of vanity and appreciate a modi-
cum of praise. We have seen repeatedly how personal ambition and hubris can and
will drive an organization in a direction that is not beneficial to the organization’s
well-being; Enron, WorldCom, Bear Sterns, and Time Warner, to name a few.
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Understand that there are external forces at work that need to be considered.
With the consistent inclusion of technology into our lives, the need for constant
contact, stimulation, and to show people how important we are, narcissism is part of
our daily interactions whether we like it or not. So why use emotional intelligence?
How does it help me? Emotional intelligence is your ace up your sleeve. It should
be known in leadership 101 that it is not about what the leader wants, it is about
what the people need.
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Appendix

Organizations Concerned with Women and Leadership

Michele A. Paludi Savannah White
Excelsior College

Albany, NY, USA

mpaludi @excelsior.edu

Advancing Women in Leadership

www.advancingwomen.com/awl/awl.html
African American Women'’s Leadership
http://www.ncnw.org

Alliance of Women Entrepreneurs
http://www.awe-westmichigan.org/

American Business Women’s Association (ABWA)
http://www.abwa.org/pages/home-page
Association for Women in Communications
http://www.womcom.org/

Athena Center for Leadership Studies
https://athenacenter.barnard.edu/
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