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lohg struggle - toward equity for wommer inﬁe';iucatlon and on the more |

_recent legislation toward that en ~and’ 1e3ted articles of general inter-

Wthh may reveal that gains toward our- mutual goals have ranged from: .

~-est on theory, practice, accomphshmpnts -angd-hepes for equ1ty-—artlcles' e _‘

~none:(as a piece originally publish

C w111 reveal] to:ng observable'change, to measurable progress.
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-effort toward” equity, are outlined here; addresses-and programg pre-

in'the’ AAUPIournaI thirty years ago .

e “The plan; programs and accomphshments of Pro)ect DELTA itself, sasan

* sented by outstandlng persons in theiy fields have:béen transcribed for -
_ .. inclusion in thése pages; and' thére are abstracts of DELTA workshop ¢

.activities; biegraphical. notes. on-all participants in the manual, and a

selected bibliographiy of important and useful books and artieles.

- We’ welcome you_ta; ?hls DESIGN * FOR. 'EQUITY workshop with en-l )

 thusiast and with the hope that our exchange of ideas, questions, plans,
and proposals will prove $timulating and productive. We ourselves are

‘much’ éncouraged by; ‘the-very fact.that such an e Kent as this is takmg )

place and espec1ally t.hat you w111 be actlvely par cxpatlng 1n it. =

. Carol Konek i : e
Pro;ect Dﬂ%t ' S
~.Salby Kitch - R

' Development- Coordmutor '

Geraldine Hammond
 Administrative L1a1son Coordmator
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... . RolesLearnéd byRote: Access to Higher Education
o ey owe . ot for Women in-the Nineteenth Century 77 .

cot

- . . Carol Wolfe Kone,k:,.,f*-—*AI_I the world is a stage, thought I, and few are'there in it who do not play.theparg. -
o ue T S . they have learnt by rote; and those who'do not, seem mgrks tobe set up tg be .-
R .- pelted by fortune; or rather assign-posts, which point.out the road to others,’ *
el . " whilst forced to stand still themse]ves amidsf the mud and'dust. = « -, - :
ST L S e .. Mary Wollstonegraft, 1795 -
i f . The nineteenth century demonstrates tht the education of women was a
Lees oo W 0 0 ciltural imperative'in a democratic society. At the beginning of the cen--
R .+ - . tury, thequestion of the legitimacy of educatimg women was hotly debated.

By the endsof the century, although there was not cojsénsus that womean

. _ should be educated, it had begome clear that they would be educated. Stfil, - -
<. .0 . therewereurnrésolved conflicts corfcerning theroles for which they would
o \,., be educated. The period saw the rise of a. number of/diverse institutions "

- dedicated to, or tolerarit of; the education of women, but the period did not™ -
. see the resolution of the coriflict between women’s intellectual ahd aca-
) " demic roles and their social and domestic roles. Historically, thé education >
™, . - of women has been aradical occurrence. It is therefore nojurprising that
y the serious confrontation with these conflicts did not occuf in ademocratic
- society until-almost two hundred yeéars after the founding-of Harvard. Itis
~ not surprising that the conflicts are not yet totally resolved. Because thgre
. Is every indjcation that institutions of-higher learning are now attempting.
to achieve educational equality, it is important to look to the past for the, -
‘ N ) -sources and the solutions of conflicts which have influenced academic’ .
R ... " role expectations for women. o © - PR
{ THE MYTHICAL MILIEU = The adversaries of higher education for women in the nineteenth century . -
T o © " wereoften chivalrous and only sometimes disparaging in the expression of - -
AV C - their ‘motives.. They. soughit to preserve the decorative innocence, the
[ VP - domestic saintliness,-and the delicate health of women. Books of advice
HANE % . writtén by men for women ‘were very, popular and undoubtedly had an’ -
o e o important influence in socializing women into anﬁ-academic role defini- .

wl SRR i tions: .

* Jonatifan F. Stearns reprinted in pamphlet form his sermon called ‘‘Female

. Influenee, and the True Christian Mode of Its Exercise,” in which he ad-

: 'monis}ﬁzd a womarrto tend to her province, her hotne, assuring herthat: . -
| _ » ..the influence of woman is not limited to thé domestic circle. Society is her * -

é‘, [ . .. empire, which she governs almost at will....It is’her province to adorn social life, to

B LT . throw a charm overithe intercourse of the world, by making it lovely and attractive, -’

S AR pure and improving* © . . S

~Ddniel Wise, in The -Ydung,dey’s'-Counéqur,_ instructs: P
.Everything has its appointed sphere, within which alone it can flourish. Menand -
women have theirs. T hey are not exceptions to this truth, but examples ofit. Tobe
happy and prosperous, they must abide in them: Man is fitted for the storms of
public life, and, like the petre};, can be happy amidst their rudest surges. Woman is
Copyfight ©1978 by Carbl Wolfe Konek.: SR e SRR
1Aileen S. Kraditer, ed. :Up from the Pedestavl.(Cllxicagp:‘.Quadrang‘le'Books, 1968); 47:
Jonathan F. Stearns:Female Inflience and the True Christian Mode of Its Exercise: A
" Discourse Delivered in the First- Presbyterian Church in Newburyport, July 30,.1837
'y (Neu"/buryport,.Massachus_etts,.1,837),, 8-24. - \ : o o
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T / L formed for the calm of the }io'me' Shevﬂ'aay venture, like the Iand-brrd to invade *,
L _the.sphere bt mah; but she will encounter storms which she is utterly unfitted to -

tunable to love her, and when she digs she will fill an unho\nored grave.>

[ While avoiding publi¢ life or her own educatlon sh%,achleved her pow
or at least her sat"sfactron, vlcanously by ‘educati g and mspu;lng
- sons and husband: -

.- Nor are the pleasures of success less dehghtful ina womans ‘breast because she: -

attdins. through another. If a ‘rich_zise of j6y flows through the breast of an ap--

. 4 plauded hero, a triumphant statesﬁan ora useful phxlanthroprst there is-another

' equally delightful in the bosom of the woman who is conscious that, but for her,
the great man would never have mounted the pedestal to his greatness.3 #

L Woman*s only sanctioned publlc mission was a. salntly one, as revealed by
oo this excerpt from a ‘‘Pasgor tter of the Massachusetts Congregational

" Clergy” in response to Barah ang Angehna Grlmk é's. public speet:hes.on -

~ abolition in 1837: , RS

e The power of woman is in- her dependence ﬂowrng from the COIISCIOUSlleSS of
o that weakness which God had given her for her protection, and which kéeps her

inthose departmentsef life that form t}}e aracter of individuals and of the nation.

" There are?daa.Lmﬂuences which fi es use in promoting piety and the great .

.. ™ - ‘objects of Christian benevolence whith we.cannot too highly commend. We ap-

S P AR precxate the unostentatxous efforts of women in advancing the caise of rehgxon

- ..+ . athomeand abroad; in leading Sabbath-schoo]s; in "leading religious-inquirers

" . to the pastors for 1nstructlon. and in all such associated . effort as becomes the

, ¢ modesty of her’sex; and earnestly hope that she may ‘abourjd more anid more in

" .. theselabors of piety and love. But whenshe assumes the place and tone of man as

" . a public reformer, our. care and protechon of her seem unnecessary; we put our-

% selves in self-defence against her; she yields the power which God has given her
~ for her protection, and her charactét bécomes unnatural. If the vine, whose .

wa . strength and beauty is to lean upon the trellis work and half conceal its. clusters,

_ .. . thinks to assume-the independénce and the oyershadowing nature of the elm, it

Ao+, will not only cease to ‘bear fruit, but fall in shame and.dishorior into the dust.4.

ducation of the wrong sort would not merely unsex a woman, it would -
cause serious physical disabilities, as Dr. Edward Clarke, professor of -
.medicine at Harvard, warned in 1873 in his book, Sex in Education.
‘He blamed education for “the théusand ills” and “grievous maladies”
. that beset American women and “tértured their earthly existence.’’s Not

. -only men believed that women would suffer strange debilities as the result

, of education, Even in the writings of Margaret Fllller, an advocate of educa-

.+ .. tion of women, we find the complaint that her father’s efforts to.educate-

Tee L herhs an equal resulted in physical symptoms: there was fmally pro-

o . duced a state of being both too active and too 1nt§'rse which wasted my
ce . constitition, and will bring me...to-a premature grave,”s

. v Educators of the time were often more concerned with defmmg the hmlts
«, .. ..  -ofsocial roles for womepn than with ‘exploring the potential for learnmg
' ' " that women might have. Education all too often reinforced restrictive
* socialization and. prescrlbéd. appropriate conduct rather than generating

" intellectual currosrty Mrs. Alm1ra Phelps the well-known educator

.explained: = - b
Daniel Wise: The' Young Lady s CounseIor (New‘ York Eaton and Mains, 1951] 96..
31bid.. 98.

- 4Aileen. S. Kraditor, ed.: Up from the Pedestol [Ch{Cago Quadrangle B ks 1968]

E . urMer Their Care,” The Liberator (Boston: August 11, 1937).

L SEdward H. Clarke: Sex in Education (Boston: James R. Osgodd and Company, 1873).22.
.- ) ... . -cBarbaraM.Cross: The Educated Woman in America (New York: Teachers CollegePress, ‘
e Columbia UniveTsity, 1965); Margaret Fuller-Ossoli: Memoxrs ofMargaret Fuller Ossoli
- [Boston Phllllps Sampson and Co., 1952). 1, 14- 16 S ' .

- ‘.“- T " ) v‘ . ) ) . N ’_ . \:? _ . h

o _%:f_‘ .., Ineet; happiness will forsake her breasy, hercﬁnsex wxll)iesprse her, meri willbe " B

T " 51; “Pastoral Letter of the General Association of Massachusetts [Orthodox) tof ChurQhes '
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~ - The object in all attempted improvements if female education should nat be to: -
* lead woman from her owri proper sphere, but to qualify her for the better dis-. . -.
charge of those duties which lie within it. It is for you to prove by meek and gentle:- . -
. o manners, by your pious walk and conversation, that the daughters of Eve may edt
APV = . . . atthe tree of knowledge, without danger of sin.”. . o
. . -The nineteenth-century woman’in America was by popular definition; a.
~. - household saint. She was expected to be the embodiment of all that was + . "
" nurturing and pure in a viclent and untamed: country in the process.of , .
o .. founding itself upon principles of equality and self-reliance. She had .
w.w ¢ — . . learned the lesson of eourageous exploration in her emigration to\these
..~ . - - strangeshores;she had learned froma revolution Wwhat was later tobecyme
- 2 the basis for a tradition of dissent; she had ‘watched education emerge . °
S [ . .+ asoneof the most vital values,in & country establishing its national -
‘. -~ 7 . priorities."The importance-of her role’as-the educator of the young was .
. S ... being impressed, upc : '
L

on her: it was the Tole of molder of the character of '
- future leaders of the country. She was to produce an educated.electorate.” -
v Yet she was to think of herself as intelléctually limited, as ‘more Spiritual
L . . than intellectual, as too geggle for public strife, as too fragile for the rigors -
e o - of learning. Role/expectations as they were embodied in the mythglogies - -
.~ %", of the day were already in conflict with social forces which would make .~
‘ N =---. - herentffnce into higher educationa cultural imperative. She couldnotbe |
L - entrusted with the education of the young without educating herself. She - .
- could not educaté herself for this pugpose and be content with a little - ©
_ learp,i,ng. It wa¥'inevifable that she would gain access to highér education. °,
. THE DOORSTEP OF - In 1684;Ithég'the question of admitting girls to the Hopkins School of New-
- HIGHER EDUCATION  Haven had-arisen, it had been declared thdt “all girls be excluded as
. ..-o4 . . improperand inconsistent with such a grammar school as yelaw enjoins in
<L . the Designs of this settlement.”8 Yet a Professor Thomas reported that.cer-

: : tain small girls whose manners had been neglected andypad the natural . -
S . - - cpriosjty of.their sex sat on the schoolhouse step- and listened to their : -
P brothers recite.® In Newburyport, Massachusetts, near the turn of the

- eighteenth’ century, the Town Council had ordained that-during the dull "
summer session, after the schoolmaster had finished instructing the boys, = .
_ he could give the girls an hour and-a-half of insﬁ*uction;.-l""By"I7§9,',{/vhen S
', "% Boston established its public school system, girls were allowed fo attend . .. -
from April to October, undoubtedly because these were the months when
the boys were absent to meet the démands of work. As.girls were spor-. °
- . adically admitted to public schoels and as théir education kept pace with -
‘@that of their brothers through evening tutorial sessions held by candle- = -
-+ light, girlg gained in literacy so that by the first third of the nineteenth -
century there was probably as much literacy among women as among -
-meh.! [ronically, women were teaching in the Darmes Schdols before any
-concentrated effort had been made to regulate the quality of their educa-- .
o . - .. -tion, akhough academies had sprung up which’ oceasionally admitted "
f 7/ L girls, and d few seminaries had been established, beginning with the first’
) : oo female seminary in Bethlehem| Pennsylvania, founded. in 1749. . - -

~

JRobert E. Riegel: American Women: A ‘Story of Social Change (Madison. Wisconsin:
Fairleigh Dickinson University Press, 197Q). Mrs. Almira Phelps: The*Female Student.
{New York: Leavitt, Lord & Co., 1836}, 321. .. . . : F .
) ®*Eugene A. Hecker: History of Women’s Rights in the United States (Westport, Connec-
=~ - ticut: Greenwood Press; 1914), 1968." = .. . o ST
'« o7 =+ - . lnez Haynes Irwin: Angels und Amazont: A Hundred Years of Amerioggn Women -
I ' ' (New York: Doubleday, Doran.and Company, Inc..'1933), 23. . - TR
. S 1%Eugene A. Hecker: History of Women's Rights in the United States(Westport, Connec-
_ ticut: Greenwood Press, 1914), 169~ -~ T S
o Irwin, op. citl, 23, - - =
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- she stated: . : iy
It is to mothers, and to. teachers, that the wqud is to look for the character -

~1Ibid., 309. - LT ’ . .
' 1‘erlystme Goodsell ed: Pxoneers of Women's Educatron in the Umted States (New

. - . . N — .- .; . . . . = .:‘
e B A A RO

L et TR C\'
- v i . .

o "The 1ncrease in: female seminaries: and academles, high schools;’ and
- * normal-schools cmnc1ded with a new:exammatlon of theemulation of the -
" English educational model. An@md supporter of women' 'S educat&on and e

an advocate of functional educatlon declared o

‘ g
- .,_," A

. It is hxgh time to awake from this ser\nlxty — to study our own character-— to .

examine the age of our ceuntry — and to adopt manners in every thing that shall

" be accommodated to our state of society, and to the forms of our government. In .
- particular it is incumbent upon us to make ornamertal accomphshments yxeld to .- -

pnncxples and knowledge in the education of our women.*? Lfa

_ 'The seminaries were to function as a synthes121ng force in. helplng young

women begin to resolve some of the role conflicts imposed upon them‘by N

- society. Before the establishment of Emma-Willard's school for.girls'in - |
.. - Troy, New York, in 1819, much of what had passed foreducation for young, -
*~ women had been training in accomphshments ’ Emma Willard was one

of the first pioneers in women'’s education to formulate and devote her life
to practicing a carefully detailed philosophy of women's education. She
based her phllosophy on two principles: studies must be selected either

‘because they “‘improve the faculties” or ““that they may be useful for future - -

life.””13 She designed'a curriculum which included: 1. religious and moral
‘training; 2. literary study; 3, ‘domestic instruction (in'practice as wellas in -

“theory); and 4. ornamental instruction, such as drawing, painting, elegant

penmanship, and music and the grace of motion. : .

attention to the special educational needs of women and to define an Yatti- "

" tade toward the education of women which would later be reﬂected in

the goals of women's colleges. In the Plan for Improving Female Eduta- .

" tion*which she presented before the New York Legislature in 1819, she

asked support for a system of education which-would cultivate’reason, |
- _would teach systems of morality, would develop a taste for moral and intel- -
.lectual pleasures which would elevate women above a passion for show
and parade, and would be phllosophxcally enlightening.™

- Catharine Beecher establtshed the Martford Female Semiinary i in 1832

“Although it cannot be argued that Emma Willard sought to prepare her . -
. students for non-traditional roles, and although she was opposed to higher.-
education for women, she was the first persdn to succeed in calling public <

In her Suggestmns Respectmg I,mprovements in Educatron to the trustees, -

T
E2

which is to be enstamped on each succgedmg generation, -for it is to them that
the bus\mess of education is almast excluswely committed.?s -

In: pleading for the 1mprovement ‘of the education.of teachers, and in

.-pointing out the consistencies between the roles of mother and teacher,j- .
- Catharine Beecher was legitimizing education forrwomen’s roles in the * -

-traditiofial sense; while making jnroads into the educational system for

.women. She expanded on this theme when she publlshed her book,

Domestic Economy, hith at dnce reinforced woman's idea.of her tradl-j

field- Q,L study and profess1onal tralhlng

,.“ . . . . . ."

, l"zThdmas Woody: Alestory of Womens Educatron in the Umted States {New "York:

‘The Scienice Press, 1929) 1 303

- York: McGraw-Hill, 1931); 60 55 Emma Wlllard Plan for lmprovm,s Female Educatron -
{(New York, 1819)."

. . 15Goadsell, op. cit.. .146; Catharme Beecher Suggestxons Hespectmg Improvements in

Education Presented to the Trustees of the Hartford Female Semmary (Hartford Pack—
‘ard & Butler, 1829). © . o e _
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. tional role and at the ‘same time gave birth to “domestlc smence asa -,
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T Mary L‘yon who founded Mt Holyoke Female Semlnary in. 1836 ex-
.. . % a . pressed her fdeas on standards of excellence in women'’s. e'ducatxon 1n s
s . 1836 thus: ‘ _ . _ .
R IR " The grand features of thls Instltutlon are to be an elevated standard of science,
: > . literatute; ‘and refinement, - and-: a\ moderate standard of expense; all to be
"~ . . guided and modified by the spirit of the gospel...We ‘doubt not that the atmos- -
. © =+~ .. 7 " phere will be rendered uncongenial ‘to those who-are wrapped - up in self; " -
L v\ .. preparing simply to please, and to be pleased; whose- hrghest ambrtron is to be -,
T qualified toggmuse a friend in a vacant hour 16 . :
T Her plan of study included Grammar,. Anthmetlc gebra Geometry B
‘ Lo . “x% - Modern-.and Ancient Geography, Govemment of ‘the United Stateg, "
"« . % . " 'Modern and Ancient History; Botany, Natural Phrlosophy Intellectual"
., . . Philosophy, Chemlstry, Astronomy, Phllosophy of Natural Hlstory‘
. *7 - ... Natyral Theology, and Evidernces of Christianity. «
C, .o -',Wl‘ule there were acadernies; which ‘emphasized -
~f b ... % 7.0 to the exclusion of academic content, and whil
T S © - schools which prepared teachers to perpetuate 1

TN

>

_accomphshments” '
here were' normal ™
e prescrrptlve ‘and.
o R ‘ - ‘often shallow teaching of rote skills, these seminaries were formulating -
., ~. . .. "curriculdr plans and_theories of- education for women which would ~ -
S LT e pave the way for women into higher education. The rise of- the femalé -
~ -.semingries was impgrtant in upgradmg standards, -in ga1n1ng publics
. .acceptance for the education of womnlen in' foles of service, and in setting
<~ * . the -precedent qf government afundrng for the education of women.
- Although the seminaries- were regarded by most as a subsfitute: for
o  higher education; for. women, it is questionable'that the progrgss wome
o ~ .made in ‘'gaining access to_true- institutions of higher education -could -
P ' have been made without the pioneering efforts of the women who made '
_ ‘ - the seminaries educatlonally respectable ' SO

< . o LI )
. . H . T e

: L. Mo . . Lot : S . ’ : o . I I .
THE SISTER COLLEGES - Women's colleges and coeduc%‘tronal 1nst1tutlons exper1enced a gradual
T A ;femergenoe before- the Civil War. The Wesléyan' Female College was
T . -« founded in 1836, Mary Sharp College for Women in"1852, angd Elmira

R - Female College in 1853, to name a few. None of these colleges approached

- ..#.  the academic standards of the prestlglous institutionis for men,. however,

~ and during-this time repeated efforts were riiade to secure the admission
-of women to existing Eastern centers of h1gher learn1ng such as Harvard,
. Columbia, and Johns: Hopkms These efforts were in every ‘case sternly
. resisted. What was finally worked out was somethlng like the: compromlse
- then emerging in the great English universities; namely, coordinate col- i
. . leges’ for women: affiliatéd with: colleges or uniyersities for 'men.%In .
. 1874, a “Harvard Annex” offered courses with the Harvard faculty ‘to
" . . - women,andin’1879, thatannex became Radcliffe. Barnard College: be'came
, S dffiliated- with Columbia in 1889, Sophie Newcomb Memorial College
DA ..~ - with Tulane Umversny in 1886 and Pembroke with Brown Un1ver51ty in --
o T 7t 1891, : . - : S ‘ :
. o . % Inhis first address to the trustees of Vassar College Matthew Vassar'ex- '
oL Sy '.plarned his commitment to the establrshment of an 1nst1tuhon offerlng
- quality higher. educatlon to women:. - . : R .
It occurred to me that woman, having recéived from her creator the same mtellec- '

R ; IR - tual constxtutlon as 1nan, has the same rlght as’ maiy to lntellectual culture and
e - development.® . . e

. / M

< 1%Goodsell, op: cnt 263; Mary Lyon Mount Holyoke. Femole §emmary (Mount Hol\foke

. 1835

L. 17Rona)ldW Hogeland “Thel"emale Appendage Eemlnmefoe Stylesm Amemca 1820
o E .t 1860. “Cxwl War History, 17, 2, June 1971, 111.. - S

‘ /. ... 18Mabel Newcomer: A Century of ngher Educatrqn for Women (New York Harper & o

, LT o Brothers Publlshers. 1959] 1. ) e :
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THE SISTER COLLEGES -

L - el ;temergence before- the Civil War. The Wesléyan' Female College was
«. founded in 1836, Mary Sharp College for Women in"1852, angd Elmira
- Female College in 1853, toname a few. None of these colleges approached

TN

Mary L‘yon who founded Mt Holyoke Female Semlnary in. 1836 ex-
'_presseil1 her ideas on standards of excellence in women'’s. e'ducatxon 1n :
1836 thus: '

e "-;e;_,t

The grand features of tlllS Instltutlon are to be an elevated standard of science,

. literatute; ‘and refinement, - and-: a\ moderate standard of expense; all to be
- guided and modified by the spirit of the gospel... We ‘doubt not that the atmos- - "

" phere will 'be rendered uncongenial ‘to those who are wrapped - up in $elf; " -
preparing simply to please, and to be pleased, whose: hxghest ambrtron is to be -,

>

- schools which preparegd teachers to perpetuate 1
_“often shallow teaching of rote skills, these seminaries- were. formulating-

- qualified toggmuse a friend in a vacant hour 16 .

Her plan of study included Grammar,. Arlthmetlc gebra Geo‘fnetry ‘

_accomphshments” '
to the exclusion of academlc content, and whil

here were normal” _
e prescnptlve ‘and.

. Modern -and Ancient Geography; - Govemment of ‘the United States, “’
" Modern and Ancient History; Botany, Natural Phllosophy ‘Intellectual
Philosophy, ChemlstJ:y, Astronomy, Phllosophy of Natural Hlstory‘

- Natyral Theology, and Evidernces of Christianity. «

‘-',Wl‘ule there were academles Wthh ‘emphasized -

“curriculdr plans” and_theoriés of - education for women which would ' -

pave the way for women into higher education. The rise of- the femalé
' ~.semingries was impgrtant in upgradmg standards, -in ga1n1ng publics

acceptance for the education of wonien in'foles of service, and in setting

«- ' . the -precedent of government afundlng for the educafion' of women.

- Although the seminaries' were regatded by most as a subsfitute- for

L.

-

higher education; for. women, it is questionable:that the progrgss wome

" .made in ‘gaining access to_true- institutions of higher education -could -
' have been made without the pioneering efforts of the women who made '
- the seminaries educatlonally respectable -
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Womens colleges and coeduc%‘tlonal 1nst1tutlons experlenced a gradual

the academic standards of the prestlglous institutionis for men,. however,

" and during.this time repeated efforts were riiade to secure the admission

-of women to existing Eastern centers of h1gher learn1ng such as Harvard,

. Columbia, and Johns: Hopkms Thesé efforts were in every ‘case sternly
. resisted. What was finally worked out was somethlng like the: compromlse
- then emerging in the great English universities; namely, coordinate col-.-

leges for.women; affiliatéd with: colléges. or ‘universities for ‘men.¥:In -~

1874, a “Harvard Annex” offered courses with the Harvard faculty ‘to
- women, and'in1879, thatannex became Radcliffe. Barnard College! be'came
dffiliated with Columbia in 1889, Sophie Newcomb Memorial College

" with Tulane Umvers1ty in 1886 and Pembroke with Brown Un1vers1ty in -

"+ 1891. : : IS :

- In his first address to the trustees of Vassar College Matthew Vassar'ex- -
‘plained his ¢ommitment to the establlshment of an 1nst1tuhon offerlng
- quality higher. educatlon to women:. - ' Dee e

It occurred to me that woman, having received from. her creator the sams intellec- -

- -fual constxtutlon as 1nan, has the same rlght as’ maiy to 1ntellectual culture and
“development.18 . . : : e

- 1835).

. "Ronald W. l—logeland “Thel"emale Appendage Eeminine foe Styles m Amemca 1820

1860."Civil. War History, 17, 2, June 1971; 111.,

18Mabel Newcomer: A Century of ngher Educat;qn for Women (New York Harper & ’

Brothers Publlshers. 1959] 1.
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.~ .. He mtended that Vassar would “accompllsh for young ‘women. what
- colleges of the dirst class accomplish for young men; that is, to furnish
them' the méahs of a thorough well-proportioned;-and liberal edUcatlon
‘but one adapte‘d to their warits in life.”1 Although some concess1ons were-

S # . made t6 women'’s special sphere in the beg1nn1ng the main ‘advantage

\.: . . epvisionedin the-establishment of the colldke was'in its residential char-

-

T 4 3 erJ er than 1n a currlculum d1ffe1}ng from that of-the men.20.. %+

Iohn Raymond othe ‘flrst pre31dent of Vassar, dutlined his’ currrcular
plan d ob]elz:tlves in‘a prospectus presented to the trustees 2.

" . First, physrcal edumtxon 1§ fundamental .and pecullarly 1mportant t0- women,
 though sadly neg\leqted among educated American women. The, Gollege will -
provide rooms, food, hours of study and Tecreation under; careful samtaryrregula-
tion....Second, the1 llectual training will bé liberal, for women, aregular'course;

S -the -essentially' similar’ intellectual facultles of girls, copgtitutional 'd ffer,ences
. - intéllectual and morla\l will be’kept in view... The required'studies wilkbe those of
« umversal importance....The regular branches wil be English, Lat1n, French or
3. " German, algebra, géometry, natural philosophy,. botany, zoology, mineralogy, -
2 physmal geography,-anatomy and physiology.and hygiene, outlines of history, -

most place.”:.. Fourth, domestic education...Trustees are satisfied’ that a ful

.2 - has responsibilities to teacha correct theory of householcl management... Fifth,-”
- -social education. It is “hers to refine, 1llu1n1ne ‘purify, adorn.” The methods of -
“social’ training will be womanly. No encourdgement, therefore, would be given to
. oratory and debate....Sixth, professional education.. ..There m.lght be courses of - -
lectures on teaching, but examples of good teaching wereassured in thei 1nst1'uctors
.. Bookkeeping would claim attentian for, its general’ pnnmples a

R .. documient, they are - subordinated; to what emerged as the major- pnonty,
e “not onlyat: Vassar, but at the oth 'l! sister colleges — concentration upona-
ST & Jiberal arts cumculum o - - : »

&

_"course cannot be successfully incorporated intoa liberal eddcation. Butthe college 3

< Although concess1ons are made for the ‘social sphere of women in this

_ for four years. While the ordinary college curriculumywill furnish a guide ide for )

G

. theordtic and practical ethics.... Third, moral and religious education has the “fore-, ¢

e - The sister colle es adopted from theu' begmnlngs a spec1al mission from N

which they weidagly much later and very reluctantly to deviate. If it was

“true that they were to show a marked’ tendency to folIOw rather slavishly

* .the programs: of men’s. colleges and to'prove that-women’s minds were.

~ identical to'men’s,?2 perhaps it was because they were intent on.contra-

ST drctrng the system of ‘myths which’ had been perpetuated concern1ng
. % . women’s 1ntellectual lnferlonty :

' AN choosmg to emulate the1r brother 1nst1tutJons academlc goals Vassar

~ and the othgr sister: colleges were rejecting-the’ empha31s on educational

. socrahzatlon which had bccurréd both at earlier women’s colleges and at -

_ many “of the seminaries and: academles They. were intent to‘fnstill in.

- women students a lové of learmng and to afford them an opportunity to

demonstrate their intellectual abilities. Because of the resultrng dedicatiorn..

of resisters to the vocational movement in. h1gher education: -
Iron1cally, in res1st1ng the growth of profess10nallsm and the flltenng of

20 .55, ’ Ut
" aky es Monroe Taylor Beﬁore Vassar _
64.

' B9,

to liberal education, women'’s ¢olleges were to be among the most adamant ~

*i»
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o o oy vOca_tlonahsm_lntB: professionalism, Jthese women’s colleges chose to*
- .. . ... 7. emulateamalé model of educationdvhich was soon to.lose some of its
. 4 - supremacy in higher education. Ag the elective system, thé i reasing

.~ industrialization of society, the Morrill Act, and other “liberafizi g” trends - ..

affected higher education, liberal education would increhsin y be ac-
+_ cused, unjustly for the most part, of:being an area of study dilet-
~ . fantes,® ‘ang some critics would blame liberal education. for -keeping
L Y+ 7 “women fr _ advanc’ing into non-traditional vocatiens and professions.
i« .. .. ., Despitetlieseimplications, the wamen’s colleges did agreat deal to resolve -
ARy -+ .roleconflicts which existed during'the nineteenth.century. In a time when « -
Coa e T - woinen writers and intellectua)s were rifliculed and Iabeled “bluestock- -
" e ."7ings,” these instit?tio_ns made scholarship respectable for women, justify-
. k T \é .ing 'their cLan'that students need not.see womanhood and scholarship
e - .© . ..., ~asopposites, N\ . ' - - s <

- COEDUCATION - When Oberlin College opéned its doors'in 1837, it opened them f6 every-
o one and was the first institution of higher education to ufdertake the joint
.. education'of the sexes. Critics who enjoy the benefit of hindsight have
- belittled the impact of this historical event by claiming that *although

Ty

o

" of both parties equally, upon closer inspection one realizes that the educa-
tion of young. ladies was- at best only a secondary aim of the school,”’2* "
and that “the néw college offered a much dilutéd and abridged ‘ladies’

-course’ to youtig women as an alternative to the more advanced course "
e _ leading to a degrée [with the result that] many fair students appedr to have .

e - preferred the less strenuous path to learning.”?$ Indeed, Oberlin did offer. -

> - <« special courses for its first women students — courses which more nearly

~ + resembled thé seminary courses of the time, which stressed *“accomplish- .
“ments” or “feminin " There were'no models upon which tobase an -

" open admissions @licy for women who had not been socialized to aspire
. to academic achievenient. Only four young women students enrolled that
first year, and much has been made of the fact that the women ‘who
did so received a different education from that of their'male counterparts.

‘t,"

. the idea of the joint education of the sexes appears. to be for the benefit - )

- If one takes a broader historical view, it is possible to look beyond the -

impact of education on these few women.and to see the larger issue — -
- that of the role expectationg which were altered by this event. =, _
- Analumnus of 1864 reports on the conflict the presence of women created
in the institution?, R SR ' :
" The feeling of hostility was exceedingly intense and bitter: As I now recollect the -
- entire body of students were without exception opposed to the admission of the
* young ladies, and the anathema3 heaped upon the regents were loud and deep.
~ Some of the students left for other colleges, and more of us were restrained only -
by impecuniosity from following their example. During the remaining year of my .
own college life, the feeling of intense and bitter indignation caused by the change
-continued almost unabated.26 R - C
-Yet his view ofthe situation is contradictory to the view expressed by
- President Fairchild, who declared the experiment a success, claiming that
" "'the women’s presence did n®t prove a check on the men’s progress, that -

v .- #3Frederick Rudolph: The American College and University (New York: Vintage Books, - .

s . 1962), 324, P R . .
- - . »Hogelahd. op.cit.. 111. ﬁ J S e

“#Willystine Goodsell: . The Educatit}h‘ of Women (New York: The MacMillan Co., 1924),

© 24, S ' . _ L e oo ,

26Anne Firor Scott, ed.: Thé American Woman: Who Was She? (Englewood Cliffs, N.J.:

~ Prentice-Hall, Inc., 1971), 64. o R . A
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women's helth did not break down as had been prophesied, and thaf the . -~ _
- discipline problem was décreased as the commingling of the sexes “made. = - -. .~
‘young men of boys and gentlemeh .of rowdies.’? This defense of the . . -
~ " commingling of the sexessin an institutional setting was to be echoed by
" advocates of coeducation formore than a century. Those who chose to oL
_ - defend coeducation would often justify their.choice by praising the civiliz- e
o \ . ing effect of women on the college campyis, by declaring that intellectual 4 '
g . standards did not have to crumble; and by pointing out that-eoeducation.- =~ -
_ could become the basis of shared intellectual interests between the.sexes. - '
> - .- 'Coeducation emerged as a gradiia] process .the result of a number of social -
- /A _ ~ forces sometimes independent .of ggotives to create special edutational
="+~ . programsyo méet-the needs of women students. Although one sourc of
¢ . - the.occurrence was ideological, the anajor impetus for worhen’s hi\g%ler
"V« . education came in the second half of the nineteenth century, a time of dire :
economic need for many colleges, causeg ghiefly by the shrinking enr@l- - = ..*
. ments of males. The sag in college enrollments was attributed to the Civil ' '
_ _ _War; to economic'depressions, and to dissatisfaction with college curri-
/ - -.+* " cula.®®Even before the,Civil War, a new pattern of educatiofal expecta-
R - tions was' emergig’ﬂ'\eWést. The West was just emerging from its pio-

Y

. neer period whepwomen actually fought Indians, ran ranches, worked
; - side by side with théir men in founding and regulating the institutions'of - .. -
). . suddenly born communities. Along the western march, the pioneers had - S
., - shed many of the old social taboos, $othat women were often admitted o
( "~ 1o the néW state universities with men-without question.? Additionally,
‘women weré gdining ifi economic indépendence; and the religious doc- .
. trine which declared that man was the head and woman the body within -
- ** marriage was losing its force.3° P B B
. Immediately after the Civil War, the number of colleges admitting women
- as undergraduates almost doubled’3* so that by the early twentieth cen-
tury all state universities, with.the exception.of Virginia, Georgia, and
" Louisiana, admitted women.*? In 1902, 25% of the undergraduates, 26%
of the graduate students, and 3%.of the professional students in America
‘were women.3*These figures indicate the tremendous rapidity‘with which
- _ women had gained access to higher education; yet the old role conflicts
Lo ' . .were not yet resolved, for many women tended to see college as an endin
! ..." " itself,and did not acquire the same aspirations for graduate and profession-. -
~ al studies as-their male counterparts.3" - L
«. Nfirgaret Fuller, in commenting upon the attainment of equélity in educa-
tion achieved by women in the nineteenth century, observed that: .
Women are now taught, at school, all that men are; they run overssuperficially,
even more studies, without being really taught anything. When they come to the
business of life; they find themselves inferior, and all their studies have not given
. *_them that practical good sense, and mother wisdom and wit; which grew up with .
", - ourgrandmothers at the spinning wheel. But, with this difference: en are called
on, from a véry early period, to reproduee all ‘that" they learn. Their college
exercises; their political duties, their professional studies, the first actions of life

. 27R6bert Fletcher: History of Oberlin Céllege {Oberlin: Oberlin College, 1943), 1, 383.
* 28Constantina Safilios Rothschild;ed.: Toward a Sociology of Women (Lexington,.
" Massachusetts, 1973); Patricia Albjerg Graham, *“Women in Academe,” 34. ’
.~ BIrwin, op. ¢it., 123, L R C IR .
¢ - 3%Wogody, op. cit., 11, 260. T L ) : BT
31Naficy Frazier and-Myra.Sadher: Sexism in School and Society (New York: Harper an&'\;_‘ :
" Row, 1973), 261. - Do I R
" 32Brubacher and Rudy. op. cit..69. . _ S » oA
33Edith Hoshino Altbach: Women in America (Lexington, Massachusetts: D. C.Heath and oo
- 'Company, 1974),180. -~ e e IR :
. 34Betty Friedan: The Feminine Mystique (New York: Dell Publishing Co., 1963), 347. - _ ‘f/ :
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'in any du-ectlon, cal on them to put to use what they have learned But women -

" learn withgut any atternpt to reproduce Theu* only reproductlon is for purposes '
-‘of dlsplay 35 A

‘But women ‘who wanted to “reproduce what they learned” in activeser-

- ‘vice had made gains throughout the nineteenth century and had dis-

tinguished themselves scholastically, made’inroads into- professions

greater gains to-be made before the American woman could synthesize

- which. did little to encourage the admisston’ of women. Yet there were . .

her academic and professronﬁ roles and her domestic and social roles and '

experience herself as.an autonomous, contributing individual. A few pio-.
~neers had been admitted into medicine, the bar, and the ministry; yet
there were still graduate and professional schools which barred women:

from admrttance‘Women were likely to enter either co-educational or

‘women’s institutions of higher learning which imposgd limitatichsupon.:
their learning’ in subtle and ‘unconscious ways, preparing themn to be »
* educated wives and mothers who were not encouraged to- tl’ug.k of career"

".-options or profess10nal potential.

* Despite these difficultips and challenges 0 the future of hlgher-educatlon
noone could deny that this period of Amer an History had seen the’ great- -
est and most rapid advdhcements made in the education of women in the \ -
CEe hlstory of humamtyt At -
*_ this way: : ‘
) Flfty years ago' woman lnahéﬁrﬁtedSﬁtes was w1thout arecogmzed 1nd1v1duahty
in any- departrnent of life. N6 provision was made in public or private schools* ”
. for her education in anythmg ‘beyond the rudimentary branches. An' educated
" woman was a rarity, and was gazed upon with something akin to awe. The women *
~ who were known in the world of letters; in the entire country, could‘be easily.

d of the century SusanB. A.nthqny reﬂected

1

» _counted.upon the ten fingers....The ‘close of this nineteenth century-finds every

" trade, vocation, and professmn .open to women, and every opportunity at therr

command for preparing themselves to ligllow these occupations.36.-

Women in Amerlca 'had and still have far to go, and educators had and

- still have much to learn in order to help students emerge from the restraints

and limitations® of the past and continue to advance in accord with - - '
1.prormses Wthh began to unfold in the nmeteenth century :

“3Cross, op. cit.. 117.

-

-

3

ssFrederick C. Giffin: Woman as Revolut;onary (New York NewAmerxcan lerary, 1973) :

- 81; Susan B. Anthony, “The Status of Woman, Past Present, and Future,'.' The Arenc, :

XVIL, 90 (May, 1897), 901.

»
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'he Women s Educatlonal Equrty Act

Annette TenElshof

L]

: ’Vhen the Womer's Equlty Actlon League flled sult in 1970° agamst a
« humbper of colleges and universities under a little known and little puh
L o - licized. presndentlal directive prohibiting federal contractors from sex
: ( S dlscrlmmatlon the” action representd# the first major br.eakthrough"
S ’ enabling educational institutions" to, eal with discrimination againgt
- academic women. Executive Order P46, amended by Executive Order -

11375, was initially the mast impor protec’flon available teeffomen in. -

- R - hiring practices-and was also the fost widely invoked. While the provi- * -

= - g . sions of the executive orde‘fs differ from those of otH\g‘r regulations, by
' i ' omplying with the’ prnv1s1ons an 1nst1tutlon ‘will also fulflll the .requu'e-
lents’ df othe¥laws. - . : i c . :

.. government contractors, including’ institution§ of higher-education,- set
. goals and timeta es to achieve equal employfhent opportunity. -

- T . - Another legal weapon against d1scr1m1nat;9111 in higher educatlon is T1tle
SR " VILof the Civil Rights Act of 1964 as o
-+ Opportunity Act of 1972, which forbi&s discrimination in employment.*

with respectto éompensatlon, terms, ondltlonj,-clsrnp}rlvﬂeges or)éhebasm '
- of race, color, religion, national origih, or sexJFurther legislation in the

R | \ o ?A}/lere then combined and called Revised Ord;e‘%lNo 4. They required that

_'Act .of 1972, which includes executive, professional, and administra¥yve
4~ personnel, prohibits discrimination in salaries and fringe benefits on the ...
- basis of sex. The Equal‘Pay Act states that jobs which'require equal skill,. .

5 R " tionsalsorequireequal remuneratlonol‘hese laws.and executive orders dre -
of that’ employment e ,
T T The next major legislation; TltleD( prohlblts‘dist:mmlnatlon w1th respect
" . &’ ' . . 14 - tostudents ip“Thatters of housing, financial: :ald, adrhissions, athletics,
- E} ~ facilities, et/ The 1mplementat10n of Title IX glves support td the concepts *
~ of equal agtess and equity in famhtles and adds'a new d1mens10n to anti- - ¢
- discrimifatory legislation. - - ‘

However, the legislation at this point does not’ prov1de for affu'rnatlve»
steps, does not include curriculum, and does not méntion' the sex-role,
) soc1ahzatlon process in the educational setting. Many. women’s groups
< were concerned and felt that further legislation was needed ' develop |
e ' programs. which would promote educatlonal equlty for womenaln the :
. “United States. :

‘Some leglslators who were comnutted to ‘women’s equl,ty were also con- . -
cerned about the lack of legislation to meet the basic causes qof discrimina- .
o  tion. Patsy Mink and Walter Mondale sponsored a blll called the Women s
.. Educational Equjty Act which stated that - .- .o
" (1)...educational programs in the United, States.. o as presently conducted are
~frequently mequxtable as such programs relate to women and frequently limit
the full partlcxpauon of all 1nd1v1duals in. Amencan soc1ety >

S T Further, thls law would B @
.. . e (2] proglde educanonal equity for wbmén in the Umted States : ' .
a R » . . Publlc Law 93-380 Sec 408 (b) (1-2] August 21 1974 L

Ve

\1970, Order No. 4 arid th® “Sex D1scr1mmatlon Guld ines "were issued -
flaborated the concept of affirmative actionTHese two regulations .

iended by thé Equal Employment - B
~ form'of the Equal Pay £ct of 1963 as amended by the Higher Edu‘bxtl‘;): o

, effort; and responsibility and are perfopmed ur.der similar working condi: . - - ,

‘ " basically concerned ‘with the employment of women and the Condltlo,ns.: Lol
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“Q[‘he bill was wrxtten' however the House Su

' Flrst Annual Report‘ 1975 ' '

b" S --3'."'],-; S '3

The spec1flc goalsfor the program are: e

(A) the development, eyaluation, and Hissempination by the applicant of currlcula, ;
- . textbooks, and other e ycation materlaIs &ated to educational equity;

E . '(B) preservice and i ervxée training for educational personnel including guid- -
. ..ance and couriseling With special emphasis on programs and act1v1tles des1gned '
‘top ovide educa

*(C) rhsearch, develop ent and educatlonal act1v1t1es des1gned to advance edu-‘-

eqinty, s Lo

cational equity;

(D) guidance and countse],ing act1v1hes,.lnclud1ng the development of nondis-
criminatory tests, demgned to assure educational equity;

" _(E) educat}onal activities to increase gp?b‘rtunmes for women, 1nclud1ng con-
. t1nu1ng educational a.ctlvmes and programs for underemployed and unemployed
 women;, :

:(F) the expans1on and unprovement of educatlonal programs nd act1v1t1es for

women in vocational education, career education, phys1cal edyfcation and educa-

. tlonal admxmstra’tron

' rPubhc Law 93- 380 Sec 408 (d) (1). August 21, 1974

N

(Clmake mmendations to the Commissioner with respect to the allocatlon of

- any pursuant to this sectien, including criteria developed to insure an-

| The blll also requiced- the.. .establishment . of an Advxsory Councﬂ on:
‘Women's. Educational Programg which was to: o

- (A) advise the Commlssmner w1th spect to generaT’pehcy matters relatmg to. .
2T the. administration of thrs section; :

_ (B) advise and make recommendatrons to the Ass1stant Secretary éoncemlng the
T 1mprovement of educational equity for women; :

appropriate: geographical dlstrrbutlon of approved prograrns and pro;ects- :

throughout the Nation; and

(D) develop crltena for the establrshme/r(l%program prlorltres -
l%::c Law 93-310, Sec. 408 (f) (3)

tunities of the Committee oni Educatmn and Labor) hxch had:to review the ,_
bill, did not permlt it to Come out of the cOmm1tt33e , .

that these are reinforced in their educational ékperience. In the schools, textbooks

;{ ally illustrate that women just don’t count as much as men: studies show that- -

storig$, examplgs, and illustrations chpose boys ‘arid men as subjects more fre-
qitently than girls-and wBmen. When females are represented, they are usually
drawn as helpless, frightened or stupid people usually doing housework, or

'watcbmg, or being rescued by males. Equmy damaging are -the attitudes of -

teachiers-and counselgrs whose different expectations of boys and girls are trans-
mitted tb the students who- incorporate them into their own self-images. Boys

_ learritobe strong, assertive and competent and girls learn to be weak, passive and

dependént, Children also learn that, while boys cai grow up to engage in a great
variety of interesting occupations, girls will'grow- up only to be housewives and

* mothers. One thing they séldom learn is that 4b% of wormnen over 16 are in the
work force and that more than 90% of women wdtk outs1de the home atsome . °

t1me.1n their lives. .. : _ v L

«

- dv1sory Councll on quén;s Educatlona] Programs

ittee 6n Equal Oppor- -

" At the AAUW. natlonal convention ig Washington, D.C, in Apnl of 1973‘ e
it was announced that the women'’s educational equity act was having dif- .
flculty in committee and the delegates were requested to contact their
~state Tepresentatives. The Kansas’ delegatign,-along’ with many . ather o
- state delegatlons held sessions w1th thelr leglslators Hearjngs for the bill .~ -

- were held in ]uly, 1973. T \ .
,-In the’ course of the. heanngs the Senate-and House subcommrttees leamed that,

" frombirth, women face discriminatory attltudes stereotypes and assumptions and

.-t

it
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‘ )\ " Passage of the bill did not actually occur;until the following year, August =~ - IR

- 21,1974. The Advisory Committee was named in 1975 and was composed ;3

- nﬁeilenteen members who were “broadly représentative of the general ‘&%

.y public” and were “‘conversant with issues involving therole and status of -~

women in American Society.”? The four statutory funetions of the Council-

were: - B : c . :_,._ . _‘,g

- ® toadvise the Commissioner with respect to general policy matters relatingtothe ™
administl'ation of the Act; 3 R S

-

-~ etoadvise and\méke fecbtnme_nda&ons. to the-‘Assistaﬁt'Sécretary for Educhtion . 3

el concerning the improvement of educational equity for women; L
L , ® to make recommendaions to the Commissioner with respect to theallocationof .~
« . .Y . . . WEEA funds which included the development of criteria to insure an appropriate. .~ .

0 - . geographical distribution of approved programs and pNec’ts throughout the - .- -~

Nation;-and =~ = S , - B
_ ®to develop criteria for the establishment of program priorities.> B
* “To carry-out its responsibilities effectively, the Council organized itself ™ dr C
into an Executive Committee gnd three standing-committees and left lati- -
“tude for the formation of special cominittees as needed....In 1976, a Spe-
. cial Committee on Rural Women was established to implement the Coun- -
.47 cil’s project on the ('edu'catibnal needs of rural omen,”3 . ot
% . - Preceding the initial year of the awarding of grants in 1976, studies were- _
: * made 1o review sex; discrimimation_in education and program develop-
. 'mentand policy.were formulated (“WEEAP determined from the onset not
to ‘create a new stereotype woman'’ but rather only to provide the means -
+; + for increasing the options af_women").‘.‘?he WEEA Regulation establish-
- ing grant guidelines was mailed out to approximately 6,000 institutions.
and individuals: The 800 preapplicatioris receivecggere evaluated; 130 of
_these were asked ta.submit full applications; 'and\ fter all processes were
-+ follewed, 46general grants ($4,350,489) and 21 small grants ($301,933) -
- were funded.” Project DELTA (Design for Equity: Leadership, Training,
- Attitudes) "Was_ong{pf the general grants which*reaeivea‘fungling;

~

+

. .
N o7

N ‘Women‘?Edu'catioh;l%quity Act, First Annual Report, g_eptembe&SO. 1976, p? 1,
R AZ_Ibm'Q-p- 3 R C .. . .-,_ A’,.‘, R4 . - B ] ‘
3National Advisory Council on Women's Educational Programs, Second A@nual ‘Report,” |

1976, p. 2. - ? P

. '°  " 4Women's Educaiional 'Equi'ty' Act, op. cit., p. 3. Lo o R RIS
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* " And What

N . . . °

, "' ..‘v - L. . ‘;;v'-n .. '» X "\ : ,‘ . . . e ! S s 4 .
‘of the Young Wemen? =~ . -
. ' . . I o :
H . .v. - ' . C S N ‘. . . -\.
- _Geraldmg 4Ha{n:mon,d -Int-a recent journal directed tp English teachers, R

d - , is advertisement, this
- .. frantic cry, appeared: ' - X N .

2

.. ¢ L - . . . - - - A T PR - S
- .. & The University of __ is looking for'two or three young fifen who have recently -
' R received their master’s degrees. Experience inl teaching is not niecessary. Teacling
. load will consist of nine hours of composition and four of litetagure. Salary will be
<% . $2400 for nine months, with the dpportunity of earning $450 additional in night
_ o :~.schools . 0 L o L e
ot 8 v -4 Theoffer seems to'meé a good one, especially when I remember that when-
e N { was in just the circumstance of these young mien I taught sixteen hours,
Y e " all freshman composi#on, for $720 a year, There was a depression, yes, but .

. ® .. .it.could hardly have made that-much difference. However, that situation

+'__ hasbeenremedied and this is no personal complaint. It is rather an attempt
- ... 7. ¢ - ‘minority group and perhaps to’corréct some mistaken ideas about that
A RN group. . - . e ‘ L
e e (. The militant feminjst is a pathetic and 2 beateri character. SMQ
. - mind all the objections to her position before she has even stated it. Pam-a

" tobring ta the attention of members of this Association some facts about a -

. feminist;but only in the interest of congérving Wuman resgrurces arsd in the " "
~ interest of making better use of society’s full'possibilities gladtime when it:}, o

P 4

; . -+ . isobvious that weneed to make use of them:

well Known to everyone and are easily put out.ef mind by everyone except
~ the women themgelves, especially theyyoung women just entering the pro--
" féssion or still growing in it. It seems to me| very strange that it is the -

) © - A 'to the ancient (and.modern Hitlerian) idealof woman’s “place.”” Reasons .

b . Y .. advancedbyour “best” minds forthe continuation of this unequal treat-.

e - " ..7 . ment.are probably-the least intelligent-and the least well-thought-otif

\ .. . . ... -reasens which they-art likely ‘to advance. for anything. What are these
“ S o "ciB”ntinue_ to opefate? = . . ® T 3 o

N * - {When a young woman, and fam speaking of the well;trained, efficient,

\JP © 'ambitious young woman, asks why her salary and status are lower than her

.

-

academig, the enlight€ned, world which clffigh with death, ordying; grip- ",

. « The inequalises that exist between men and women in collegé teaclfing ér"eké -

N

bs.a7 7SI+ reasons? Are theybased on fact, on wishes, on false congepts? Must they .

male colleagwe’s, she is told that it is still “a mdlﬁﬁv‘orld” and thatifshe " -
j 0

~ doesn't think so_she should try toget a job in an
. -in another profession and she Wi at
o ~generally given to women and men for eqiral } _
& reason sometimes bethinks himself in time to-add that it is a deplorable
' ~ ,situation and patently unfaif/but what can he do?. * =~ =
L _The real reason behind this obvious stall is not, I think, any conscious
* .. .  antagonjsm or wish to drive women out of college teaching, but the at-

. :;:f»"

part of the male professor or administrator to think of woman as being.out
.- of her natural sphere in academic surroindings; so he'usés the worn-ou
S meaningless remark as an excuse, hoping she will accept it as a-

er.institution or even .
> that equal salaries are not4
rk. The propounder of this

A woman is all right as a coed, but when $he comes back after college
~ with all the same training and preparation male students have been given, - - .

o Reprinted with permission of the American Aéso_éiatitjn of University Prpfessdrs} Bul-

- letin (Volume 33, Summer 1947, No. 2). .~ *:

-

TN
..: . -. | - o ; 15 '.v.l‘-.‘.: ] ' - .ID;

-

“\~ titude'is often based on a deep-lying, even unconscious, tendency on thie ¥

R
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on the lower levels. Perhaps for all his advanced thinking, the male pro-

« - . fears that his prestige would beilessg_nedvby admitting women to equal
' -+ status. If that is true, then he needs/seriously to reconsider the kind‘of

-~ 0, inars? Should he not in fairness make ‘clear to them that they should not

expect to teach in college? . / -

S ment i rank and salary~is this: “But you have no family to support.”
’ jt is unnecessaty to.point out to members of this organization the utter -

, ..+ . -education hehimselfis giving to women students. Do women merelyswell .
. - thenumbers of his Milton class, his'education courses, his graduate sem-

- .'shie is syspect and welcomed only as a stdp-gap or a permanent instructor

.- fessorisclinging to his ancient Teutonic rank as a marrand a professorand * R

R ’ a‘Ano'tBer apology offered the young woman for the obviouslack ofadvante- ;

~ychaos corifingent on this implication. When she sess a salary-scale based =

,V_' A 7 ateacher as a young man of equal training would be,” then she might -

~ pause for reflection and self-evaluation. For this appears to me to be the " o

e + -~ . . “only valid reason fcg:othe differenges. Yet how can.such a generalization

— women are not as good college teachers as men = be used seriouslyand

conscieritiqusly by nan ordinarily wary of generalization and unproved

an innate; and inaneNattitude towards.women:. It is akin to other general-
izationg: they hav@ no sense of humor; they cannot reason logically and

o
»

_ ‘ T - without émotion; they are unstable. The syllogism works out; it is sound . .
) L . except for4ts major premise;: all vomen are inferior to all men intellec-. .

+  _and number of dependents, she will bemore inclined to give ear to this

N -peason. Incidentally, under this system of limited free enterprise, she
T . might logically expbct to see even men’s salaries stop at a certain level -
. ' when they have “enough’ to s¥pport their families. : S

- universal stategiefits? The feeling, it is not more, that a woman will of -
necessity.bé&a poorer teacher of college students is merely another form‘of -

» " on careful investigation of each faculty member’s financial obligations =

@’

: . : S S o4
- Now if our suppliant were to be given as a reason this: “You are not as good . .

‘tually and emotionally. I repedt that:if that is what Amerjcan educat®®s.® -

':_ . . believe, themitis imperative on them tO‘c_:ha_nge American education dras-
' Lo, tically Ypu cannoE"Open all’the doors through collegé and. t#en with no -

J ..~ - -warning clese
& .. andin good faithe -

It happens that Women are sub’jeét;to as niaxiyind’ivi@élfdifféréhc‘:‘es within

P

... '\ - their sex as men are
: . than anyone else.” .~ _ » Lo

. .
[

) - Since it is safe to assume that the disctép_a_ﬂcies are not dﬁe’to established -
' 7 and recognized differences in the abilities of the sexes, what then are the
- real causes of the inequalities? I think there are two main ones, and in .

~ discussing themI can only hope to expose some fallacies lurking in the un-
admitted background-opinion that colors: otherwise rational concepts,

A-‘ % - . fallacies that cannot live in the light of intelligent, considered thought. -

c ‘The cause that operates most grongly, I believe, is'a wish on the partof
% . . - administrators and heads of departments to build prestige and reputation.

' young men. Why? For no goed reason except that it is like that everywhere

- .. fallacious attitude is in common sense. Names, unless’ of well-known

all at graduation. At least you cannot do so morally .

, a fact which college professors should know. bett_erﬁ‘

Prestige can be achieved only by bringing in the ambitious, well-trained -

o

else. Why does our University of __ quoted above want “fwo or three =~
. young men?’ Why not two or three people with possibilities for becoming -
s. good teachers? Because it wishes to build prestige. Th&:emedy for this .

S
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scholars, wrll ndt give presnge Only good teathers can build a good RE

depar ent.

Apropos of presnge, a reason frequently g1ven for not apporntrng the

- young woman is this : “We do not want to be over-staffed with: women.’ o

Over-staffed with women in nearly all ‘departments means from fen to -
. thirty per cent, never as high as fifty per cent. There seems to be a strong

and persistent feeling that women weaken a departnrent. Héwever, it seems,
to me that students are entitled to thie male and the female point of view
“and approach to subjects. When I maintain that women can be as good
teachers as men, 1do not mean that they become men teachers. They retain
the valuable assets of their woma.nh'e

they are stupidly sentimental or overly emotional. There should be meffe
'women teachers in college and more méfrtéachers in high school to main-
- tain a normal balance and a distributed viewpoint. It has always seemed

“strange to me- that although ‘there are many men teachers in women’s,’

colleges;there are never or very rarély. any' wonren in men’s schools. What~

mafe and female students and prevents women from: oing #he same?

S :Zt;lr_yyh.lte and black magic that enables men to tea uccessfully both

rthermore, in regard to presnge one of the methods by whichgheads of.'i )

departments force or brmg about raises in salaries for teachers is the use of
~an offer ffom another institution as a lever. This is not gxe place to discuss
- the ethics of this method; for the time being I shall | acGept it as prahncal

or at least as practiced. The. disagvantage to the young woman here is

ood, feminine sensitivity and what-
ever else is womanly in the begt sense ©f the word. That is not to say that -

serious. No matter how good a teacher she has become, unless she hasalso .-
B become famous, and I usé thé word advisedly, she will not receive offers "

- of professorships or.even associate or assistant professorships from Sther.

2 "schools. They are still' seekmg the young men for prestigeand for strength-

" téacher; she can also write a book. In her case scholarshlp and productlon'

are not only advisable; they are necessary if she is to expect any great " o

degree of academic and financial advancemqpt

. The second o£t,,hese causes of d1scr1m1nanon aga1nst young women in’ the- o |
.' ., appointment of college teachers is the poor reputation of some wornen in

college-teaching. Men have had difficulties with some women teachers

and these difficulties thave frequently been annoying — ‘“No .more-of -

" that,”” For this I cannat blamethem, though I-can point out there isa
bas1s for some of these difficulties, namely, frustration. A ‘who

o “serves year after year faithfully and more conscientiously than many of her

. ‘male colleagues may finally becomie embittered by the lack of recognition .
* of her value; she suffers the permangnt slight, the obvious scorn for her old- -
ma1d1sh cqnscrenﬁousness while the young men rise rapidly, sometimes '

- even With more outside pull than inner push. However, I cannot in faith -
" hold a brief for these’'women;"they constitute a major cause of the diffi--
culty of the younger ‘more ambitious, more capable women. I shall point - -

~out, however, the unfairness of this’ situation in which\gtherwise fair--

minded men allow their attitude towards all to be based or their experi- .
~ ences with afew. Again the’ syllogrsm i$ sound, but the major premise looks - -
- foolish: This old lady is hard: toget along with — therefore...I can alsopoint

-~ 'ening their departments. What can she do? She can keep on being a good -

out)that‘the bitterness of even these-'women would disappear if reason forit -

glven for length of service. Quahty is the only sound basis for rewardgBut - - '

‘were ‘removed. | certamly do- not pr ose that advancement shou{ll:e

how will a young woman have. opportunrty to prove her qualrty hen
-is faced by this blank wall not'of her building; this*fact’ that some women
. may have been hard to get along \mth"" It wrll even be drfflcult for her to.

'b
- . .
I LTt
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avmd bltterness hg:rself 1f she is glven the sa‘me treatment small retum _ h
for~hard wo&li = B L , _ .

o .IIIQ " - . v "

The. strange dlfferences hmglng on the mantal status’ &Wmen Lo
. teachers is still another difficulty in the way of the young woman. She is. . - /
- %, . not a%ood risk bgcause she might get married, whereas the young man's _ '
\chances at.a good position are increased if he plans marriage. Thismaybe -~ .
-a real problem in our present sodiety but it is far from insoluble and will - = . -
disappear entirely when it is more w1de1y understood thatawomanas well - '
' . asaman carfthave a career and marriage both. It is hardly up to an admin- -
_ ‘istrator to tell her4that it is impossible for her to have both unless he has
moral scruples against married women teaching or is laboring under a
false pr1nc1ple of economics. What is this contradictory concept of free - . . .
enterprise that says a married woman may not work but placesno-top limit - . .- R
. on the earnings of a man? In a society based on the fights of the individual,” o
the choice should be hers. If she has made a career of teaching,she should
not be asked. to give it up if or when she marries. A career-teacher given = .
N 'opportumty and salary equal to a man’s will not suddenly leave her job "
" . .atmarriage. In the past women have used work as a stop-gap before mar-

. riagebecause that is just: what it was, made so by the employer himself who \ o
explaihed to her that h] lary was low because she might leave at any '
oo . time: Women doctofs ar ers do not give up their practices for mar<
. ~ riage or because of marriag d neither would the trained and serious type*.g o
. " of college teacher. - :

‘4 Thereare many problems based on practlces of long standxng, but itis not
' enough tosay, “Itisn’t fair biit what cariTdo?” Democracy itselfisbuiltona . . . = - ..
- far'different basis. If the rfiale Professor or administrator is notafraidtolook -~ ...
- closely into his own mind for fear he will see some unjustifiable or ridic- . - -
- ulously old-fashioned: 1deas then he can do something. If he wants
SR " women to go back home, and I will be the first o agree with him that that
\ ¢ LT would lea¥ to hisgreatest physical comfort, then he should say so clearly’
LT . and ithout equivocation, If he believes ip the minds and abilities of his
o A women students; he.can start by being consistent in his own thinking.
. e . Wehavetrained the young women; we have encouraged them; let us follow
% ... . ' ourown precépts. - .

. _ ' ‘Surely in this democratlc and enhghtened society, nurtured by Amencan

oy " education, we can arrixe at a point where the sex of the teacher applying

S - fora position will be an interesting and even important item of mforrnatlon
but w1ll not be;,‘the determmmg and hmltmg factor it now is.

.._»
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- The Status-6f Women in Higher Education: ..
~ Review Essay - - -, AR
-Marion Kilson - Despite raised .consciousnesses, affirmative-action guidelines, day-carge_: -
-+ . ..~ centers, and women’s studies programs, the status pf women in higﬁgf L
L .. .. education promises 1o.decline. Even were positions within institutional
‘ ' . hierarchies allocated séx blind or preferentially to women, the impact of
dembographic changes and economic constraints would limit opportuni-
ties available to them. With a declining population and a restrictive econ- -
. omy, fewer positioitg will exist in academe. Consequently, even if- en
. fillalarger proportion of academic positions than they do now, thentimber .
- so employed is unlikely to be significaritly increased. As it s, such societal -
-+ forces threaten to underming recent gains made by women at lower levels
. of academe as_stiidents and junior fagulty. Men .and %women in-higher -
Sl education will have to be.vigil'ant-ifins‘ty‘utidnal gains for wornén are to be
' consolidated #nd not erpded.”. . /- . s

W

« THE PATTERN-OF . The pattern of status decline is seen most clearly in institutional demise .~
- STATYS DECLINE ' and occupational constriction Ter women in academe® Between 1870 and .-
C ... 1970, igstitutions of higher educa}ion increased more than four-fold ir the -
United States, froin 582 to 2,573”Among these institutions the proportion
“of women’s colleges rose from 12 percent in 1870 to'an all-time high of 20
" percent in 1890, tapering off to 13 percent in 1960 and 8 percent.in 1970}
' The 298 women's colleges in 1960'had diminished to 146 (49 percent) by + - :
~1973; a large proportion (40 percent) had been transformed into coed: .
~ ucational or coordinate institutions, while the remaingder (11 percent) were . -
* defunct.? The decline of women’s colleges has begffaccompanied bya ..
decline in occupational opportunity for women in higher education. The - - -
- pebportion of women within faculties and administrations has declined - -
. both in women’s institutions that have bécome coeducational® and in * .
. ‘women’s colleges that have remained single-sex institutions.* . .. ! _
The demise of women’s colleges has negative implications not ‘only for
: - professional women’s occupational opportunities but for women students’y
— = 7 educational development. An educational environment that includes both -
# .. professional women role models and high intellectual expectations for all
. ~ undergraduate students appears to be critical for the qualitative education: .
- al experience and subsequent careers of women students.5 Hitherto such

t

Signs: Journal of Women in Culture and Society 1976, vol. 1 no.4. @1976"by:’1‘he University .~

- of Chicago. All rights reserved. . - S S o k

. For advice p’nd assistance in myriad forms, I'am grateful to'my Radcliffe In'stitu.te'col_-
leagues, especially Patricia Albjerg Graham, Hilda Kahn, and Carol froyer-Shank. *. - ‘

™\ - !Carnegie Commission on Higher Education, Opportunities for Women in Higher Edu-
" .~ cation: Their Current Participation, Prospects for the Future, and Recommendations
for Action (New Yorki McGraw-Hill Book Co., 1973), b. 71, table 6. = - - o
¢ . - 2Judy Bertelson, ““Two Studies of Women in Higher Eduéation," mimeographed (Oakland,
i ~ Calif.: Mills College, 1974), p. 4. - R : T
‘ . 3bid,p.23. . " - ' IR e v
. *See, for example, Jacquelyn A. Mattfeld, “Many Are Called, But Few Are Chosen,” -
' in Women'in Higher Education, ed. W. Todd Furniss and Patricia Alb!'kgrg‘Graham .
- {Washington, D.C.: American Council on Higher Education, 1974), p- '2;§<For acase -
* 1 study of such processes in one prestigious women’s college, see AlicesB~ Dickingson, " . -
“Smith Academic Women,” Smith Alumnae Quarterly (February"@?&%‘pp. 4-8.
S Elizabeth Tidball, “The Search for Talented Women,” in Women on Campus: The.
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- educat1onal m111eus have been prov1ded most effectlvely by women’s *
B colleges6 SN oy g R
. Status .decllne for women in h1gher educatlon is also revealed in the E
'~ diminished number ‘of top-level administratots who ure women, the de- “~ -
, _ _Greasing proportion of tenured faculty who are women; and the'i increasing
“. . salary differential between men and women-in colleges and universities.
’ - Between 1972 and 1975-76, the number of wemen “‘chief .executive of- . -
T ficers” in institutions of higher education .decreased from 162 to 148.7
: } .. Moreover, the proportion of women in top-level administrative positions
" in four-year institutions declihed betweerr 1969-70 and 1971-72: women
. presidents fell'from 11 percent to 3 percent, women d1rectors of develop- -
- mentfrom 4 pefcent to 2.7 percent, women business managers from 9 per- "
. - .. tentto 2.7 percent. 8 Although the overall proportion (22%ercent) of wom-
o ~en faculty in colleges and .universities remained constant from 1960 to - .
‘s 1971,after declining from the peak decades of the interwar years,® and =~
o Pl although the proportion of women faculty has risen slnghtly in four-year -
e ‘1nst1tutlons during the past decade, especially in the lower ranks,10-the o
. ~__ proportion of tenured women faculty dropped from’ 17 percent in 1871-72 * * .
, to 13 percent in 1974-75. Moreover, among women faculty members, the .
: o proportion of tenured women dropped from 44 percent in 1971-72 to 27~ .
‘percent- in 1974-75, while the proportion of tenured male faculty-only.
diminished s'hghtly from 59 percent to 57 percent.!1 Although the decline
of tenured men occurred only within private institutions," the prlnclpal ‘
.- . decline of tenured women was in public institutions, from 46 percent in .
- - 1971-72 to 25 percent in 1974 75 and from 36 percent to 34 percent in -_. ;
a ' pr1vate mstltutlons 13 - : Lo

S Accompanylng the trend of dechmng proportlons of tenured women: in _' 0
- .. academe is a growing salary differential between men and women faculty, -~
In 1959-60 the median salary for. .women in- four-year institutions was 84.9
'percent of the median salary for men; in 1965- 66, 83. 4 percent in1971- 72

S ) - Unfinished Liberation, ed. EdllOl‘S of Change [New Rochelle. NY Change Mdgozme. :
‘ - . /1975), p. 153;.Committee on the College Student of the Group for the Advancement of - - :
Psychiatry, The Educated Woman: Prospects and Problems {New York: Group for the .
‘Advancefent. of Psychiatry, 1975); K. Patricia Cross, “The: Woman' Student,” '
" Women in Higher Education, pp: 29-50; Kathierine L. Jelly, Lisa Getman, Barbara
Deinhardt, and Grisel Rodriquez, “Undergraduates View the Coeducatronal Campus, _
"in Women in Higher Education, pp. 61-71. » .
‘ o . 6 See Catharine R. Stimpson, *“Women at Bryn Mawr,” in Women on Compus, Dp. 69-
L o ) lgaéfllne Bird, “Women’s le and the Women s Colleges. in Women on Campus,
: - . pp 35 . -
7 Betty Vetter and Eleanor L Babco, ProfessxonoL Women and Mmormes A Mon-
power Resource Service (Washington, D.C.: Scientific Manpower Commission, 1975),
ble A-WF-9; see also the article, “Up —1It's the Only Way to Go," Comment 9:(Fall

1975): 3.
8 Vetter and Babco, tables A-WF—lO and A-WF-11. .~ ,
he percentage of women faculty in academe was: 26 percent in 1920 and 27 percent !
1930 and 1 (Department of ‘Education, Digest of Educotxonal Stotrstxcs [Wash-'
ton, D.C:: Department of Education, 1973}, table 100} .
10 T e percentage of women faculty members is as follows; for all ranks;. 1959 60,19.1;
'~ 1965-66, 18.4;1971-72,.19.0; 1974-75, 22.3;-for professor 1959 60, 9.9; 1965- 66, 8.7;
'1971-72, 8.6; 1974-75; 94 for associate professor, 1959-60, 17.5; 1965- 66, 15.1;
"1971-72, 14.6; 1974-75, 16.5; -for assistant professor, 1959-60, 21,7; 1965-66,, 13.4;
©1971-72,20.7; 1974175, 26.5; formstr'uctor 1959-60, 29. 3 1965-66,32.5; 1971-72 39.4; -
.~ 1974-75,47.8 (Carnegie Commission,.p. 111, table 7; Vetter and Babco,table A-WF-6).
11 Vetter and Babco, tables A-WF:7 and A-WF S .
12 The decline was from 64 percentin.1971- 72}53 percent in 1974-75; the proportlon
: ‘increased in public institutions from'57 percént in 1971-72 to 59 percent in-1974-75. o
% 13 JAck Magarrell; *“Who Earns How Much in Academe,” Chronicle of Higher Educotxon =
o9 (February 1975): 53 Vetter and Babco, tables A-WF-7 and A-WF-B S h
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o i ~ .82.5 percent; and in 1974-75 even lower.!4 By contrast,.in two-year public’ -
e - and private institutions, the median salary for women has been at least90 . - .
S . percent of the median salary for meti during the past decade.!® When these ..
. 7 - % -dataare considered in the light of the impact of economic constraints and. -

" projected demographic decline in the wider society on higher education, a - a2
cumulative pattern of declining status for women in higher education - -
~ominously emerges. As Juanita M. Kreps' observes, “If the .number of ' .

N

- additional professors required to”staff uniVersities and colleges in. the " .}
-~ 1970s is small; the probability of improving the lot of academticworteénis: * '
~ much lower than could occur in a high.growth period sich as the 1960s, . -

even if sex discriminatitn‘were discontinued:”16 ... .\~ = e K
) = e AR L e e 4 I o vy
’ T L NN CUNELIER -~ SIS
Coupled with the pattern of:status decline for women is the preVa‘lhng;‘ PR

~ pattern.of inequality between women and men in American higher educa- -
tion. Arising from diverse psychological, cultural; and social sourcds,1” ..
the pattern. of inequality is cenveyed most foreefully in differential.sex =
 ratios between degree recipients and academic personnel and in-the"difs: .
- ferént postdoctoral careér patterns of men and wamen: Since 1910 the pro:.: L
.. portion of women degree recipients has exceeded the proportionof women -
- g faculty in academe.” In 1970 women received 40.4 percent.of all dégreds; s *
#:41.5'percent of bachelor’s degrees, 39.7 percent of master’s degrees, .
“anid 13.3 percent of doctor of philosophy degrees.!? Despite the large pro* L
- . portion of women students, women faculty not only are underrepresented ..
_ , ;. butareconcentrated in the lower ranks. Thus, while 50 percent.of themen =
"% v.  inacademe were professors or associate professors in 1974-75,25 percent ¢ . - :
N w.. i of women faculty mémbers held. corresponding positions.20 Moreover, " -
IR . . thedifferential in high-ranking status between men and women is greater

-

. %in universities than in either other fur-year institutions or two-year insti- -} -
tutions. "Thus, in 1974-75 the propoition of faculty holding associate or .
-full professorships was 60 percent of male facultyand 30 percent of female. -
faculty in universities, 54 percent of male faculty and 30 percent of female -

) oo faculty in other four-year institutions, and 17 percerit of male.faculty and Lo
", Wl . 7 7 11 percent of female faculty in two-year. institutions.2? The more pres -+
R U ' tigious and influential an institution is, therefare, the greater is the in- -

-equality between men and women in American higher education. c

141n.1974-75 the median salaries for women faculty represented.77.8 percent of male ¢
faculty median salaries at universities and §5.7 percent at'colleges. =~ |~ <.
15 The Status of Women Faculty and Administration in.-Higher Educational Institutions, ., -
' 197172 NEA Research-Memo no. 1973-7 (Washington, D.C:: National Education Asso- -, o
_ ciation, 1973}, pp. 1-2: Magarrell, p. 1. Of practical interest is Bergitrann and Maxfeld's. .
' 'recentarticle on computing salary equity (Barbara R. Bergmann and Myles Maxfeld, Jr..
" "How to Analyze the Fairness of Faculty Women's Salaries on Your Campus,"* AAUP
" Bulletin 61 [Autumn 1975}:-262-65). - . . = S e .
- © 1% Juanita M. Kreps, “The Woman Professional .in Higher Education,” “in. Women in -
. ! Higher Education, p. 76.- - e G
S o 17 B8r perceptive discussions-of these issues,'see Group for the Advancement of Psy- -
RS TR A chiatry; see also Florence Howe, ed.; Women and the Power to Clange (New York:
_ . .+ . McGraw-Hill Book Co., 1975); Saul D. Feldman, Escape from-the Doll’s House (New. - *
. L - York: McGraw-Hill Book Co., 1974); Dianne S Peters, And Pleasantly Ignore My Sex: - -
: L : "~ . Academic Women, 1974 [Ann Arbor, Mich.: Center for the Study of Higher Education, .. *,
oL o .. +1974); Joan Ahramson, The Invisible Woman (San Francisco: Jossey-Bass, Inc., 1975).- - -
) ' - " 18 Thé figures for women factilty are as follows: 1900, 19 percent;- 1910, 20 percent; 1920, - _
26-percent; 1930, 27 percent; 1940, 27 percent; 1950,'24 percent; 1_'_9_('50.'_22 percent; .
'1970, 22 percent(Digest of Educational Statistics, table 100); the percentage of women
. ) . : _ degree recipients (bachelors, masters, doctorates.combined) is: 1900, 17 percent; 1910, ‘s .
TN . .+ . 7 23 percent; 1920, 34 percent; 1930; 40 percent; 1940, 41 percent; 1950, 24 percent;. .| =
: o : S 1960, 34 percent; 1970, 40 percentfVetter and Babco, table G-D-3). L s
19 Vetter and Babco,'table G-D-2.- ..\ =~ T U ooeest SR
¢ 200bid., table A-WF-6. 7. . - LN e R e
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ot gas percent; and in 1974-75 even lower.' By contrast,.in two-year public’ *

e - and private institutions, the median salary for women has been at least90 - .

R - " percent of the median salary for met during the past decade.15 When these
. oo % dataare considered in the light of the impact of economic constraintsand

. projected demographic decline in the wider society on higher education,a . -

. cumulative pattern of declining status for women in higher education -
~ominously emerges. As Juanita M. Kreps' observes, “If the number of . |

- additional professors required to”staff universities and colleges in. the - .
- 1970s is'small; the probability of improving thg lot of acadertichwomén is” >

~ much lower than could occur in a high.growth period sich as thé 1960s,” . .
even if sex discriminatitn‘were discontinued:”16 ... .~ = _.ji» K

Coupled with the pattern of:status decline for women is the prevé‘ili’ng;* T

~ pattern of inequality between women and men in American higher educa-- - -
tion. Arising from diversé psychological, cultural; and social sourcés,!?
the pattern of inequality is cenveyed. most forcefully in differential sex
* ratios between degree recipients and academic personnel and in‘the"difs: . -
- ferént postdoctoral careér patterns of men and women: Since 1910 the pro: . .
.. portion of women degree recipients has exceeded the proportionof women -
s faculty in academe.” In 1970 women received 40.4 percent.of all dégrees; :
%:41.5'percent of bachelor’s degrees, 39.7 percent of master’s degrees,
“anid 13.3 percent of doctor of philosophy degrees.!? Despite the large pro* L
- . portion of women students, women faculty not only are underrepresented ..
. , ;. " butareconcerntrated in the lower ranks. Thus, while 50 percentofthemen - -
" . inacademe were professors or associate professors in 1974-75,25 percent ¢ . - :
-~ oo of women faculty mémbers held. corresponding. positions.?® Moreover, . * -
- thedifferential in high-ranking status between men and women is greater " : -
.~ ¥in universities than in either other four-year institutions or two-year insti- . : .
tutions. "Thus, in 1974-75 the propoition of faculty holding associate Qr. .
-full professorships was 60 percent of male faculty'and 30 percent of female. -
faculty in universities, 54 percent of male faculty and 30 percent 6f female -

) co faculty in other four-year institutions, and 17 percerit of male faculty and .
", \. - 7 11 percent of female faculty in two-year. institutions. 2t The more pres -~
R R ' tigious and influential an institution is, therefare, the greater is the in-

-equality between men and women in American higher education. c

-

faculty median salaries at universities and §5.7 percent at colleges. -

141n.1974-75 the miedian salaries for women faculty represented.77.8 per(_:eflt,' of male ¢

' The Status of Women Faculty and Administration in-Higher Educational Institutions, L
' 197172 NEA Research-Memo no. 1973-7 (Washington, D.C:: National Education Asso- -, e
_ ciation, 1973}, pp. 1-2; Magarrell, p. 1. Of practical interest is Bergitrann and Maxfeld's. .
‘recent article on computing salary equity.(Barbara R. Bergmann and Myles Maxfeld. Jr..
'"."How to Analyze the Fairness of Faculty Women's Salaries on Your Campus.” AAUP. .
" Bulletin 61 [Autumn 1975}:-26265). - . . = IR
o * + ¢ Juanita M. Kreps, “The Woman Profess
PR ! Higher Education, p. 76.- _ x L Ce T
Coi ST 17 B8r perceptive discussions-of these issues, see Group for the Advancement of Psy- -
BT A chiatry; see also Florence Howe, ed.; Women and the Power to Clange (New York:
_ . .~ . McGraw-Hill Book Co., 1975); Saul D. Feldman, Escape from-the Doll’s House (New. - :
C - .- York: McGraw-Hill Book Co., 1974); Dianne S: Peters, And Pleasantly Ignore My Sex: - -
: L . © .- Academic Women, 1974 (Amn Arbor, Mich.: Center for. the Study of Higher Education, . . *,
Mool o . . -1974);Joan Abramson, The Invisible Woman (San Francisco: Jossey-Bass, Inc.. 1975).- - -
) ' S " 18 Thé figures for women factilty are as follows: 1900, 19 percent; 1910, 20 percent; 1920, - _
26 percent; 1930, 27 percent; 1940, 27 percent; 1950,:24 percent; 1960, 22 percernt; .
'1970, 22 percent(Digest of Educational Statistics, table 100); the percentage of women
. ) o : . degree recipients (bachelors$, masters, doctorates.combined) is: 1900, 17 percent; 1910,. ».
TN S .+ . 23 percent; 1920, 34 percent; 1930; 40 percent; 1940, 41 percent; 1950, 24 percent;. .| =
: o : w 1960, 34 percent; 1970, 40 percentfVetter and Babco, table G-D-3).. S s
1 Vetter and Babco, table G-D-2.- ..\~ - T e ST
", ¢ 20Ibid., table A-WF-6. 7 -. . - N L T s R
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- less time writing than-

.. 32 Mattfeld (n i4 above) p- 123. ¥ R :
:23.See, for example; Arlie Russell Hochschlld “In51de the Clockwork of Male Careers.",.'., :
in Women -and the Power to Change, pp. 47-80; Feldman; passim; Mina Rees_,‘v‘The E

_'_'_3°Centrap72 . :
. * 31 ]bid;, p. 89; Baye’r and Astln P. 801
' 32 Hochschlld (n. 23 above), p 70

! These data on étatus dlfferentlals between men and women faculty mem-
_bers have implications both for women in adiministrative positions and for -

the relations between faciilty and students: On the one hand, these data

" suggest that the niimber of top-level women administrators in prestigious -

' institutions is unlikely to increase rapidly, for as ]acquelyn Mattfeld has -
. observed, recruitment to. such positions ordinarily is from the ranks of
high-status and long—term faculty.?2 On the other hand, the fact that.there

- are few women ‘with high-ranking and tenured positions in academe

“facilitates the perpetuation of certain-negative stereotypes about women’s .

intellectual, interests and capabilities? that lead to lesser faculty involve-

tons, 57 pergent past 1nterrupt10ns) 1ncludmg institu-
tional nepotlsm"rules

Y

. . S~ *
.:.{“ ] . N 4_. RES .

-Graduate Education of Women,” in Women in. Hrgher Education, pp. 178-187.:

-

L - 2 Engxn Inel-Holmstrom and Robert W. Holmstrom, *The Plight of the Woman Doctoral '

~+Student,”»Americas Educational Research. ]oumal 11, no. 1 (1974) 1-17. _
2K, Patritia Cross (. 5 above),"pp. 29-50. . - - -

26 See, for example, Abrariison, -passim; see also Betty Rlchardson Sex1sm in: Hzgher . S

Education. (New York: Seabury Press, 1974).

ervice, 1974)

""-28 16id:, p. 46.. - B e S Coe
25 AlanE Bayer and Helen S. Astin, “SeX leferentlals ﬁtgthe Acadgmic Rewardﬁyst'em,f-.. L
.9' L . T . .

- Science 188 (May 1975) 796-802 ¥ :'
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ment with those women — namely, worien graduate students?* —who
experience greatest conflict about personal and professjonal roles. 2 More-
over; the limited proportion of women associate and full. professors per-

, petuates both the internalization .of negatiye feminine stereotypes by men

" and women faculty members and students and the maintenance of the
o 'nonsupportlve Queen Bee behavior pattern among hlgh-ranlqng faculty -
- women.?¢ . The current status differentials between men and women -irf
. colleges and universities, therefore, have s1gn1f1c nsequences for the
' d1vers1f1cat10n of. WOmen s status 1n ‘academe-in th ture. ' >

. ‘The pattern of mequallty also expresses itself in career dlfferentlals formen -
_ .and women with coinparable education,.as Centra’s 1973 fesearch on the
postdoctoral careers of three (1950, 1960, 1968) doctoral cohorts shows. .
Significant differences exist in the employment patterns, time allocations; - .
- - publications, and incomes of men and women in the same doctoral cohort. - -
= gThus 95 percent of the men"and-78 percent of the women engaged infull- -/
- time' employment after obtaining their dactorates;?’ women’s Careers, but,, L
.. -never men’s, frequently were interripted for family reasons (40 percent . -
- present mterrup i .
omen academics spent more time teathing and
ir male cohorts;?° men pubhshed .more than .
* women and the publlcatlon differential increased with time;3° men earned
- more than women,* and this income differential also increased withtime.
- The difference in’ men’s and women'’s careers within academe may be
o attrlbuted to factors ranging from institutional discrimination, through”
*"» svomen’s internal ambivalences which produce a pattern of “autodiscrim- ..~
" ination,” to'the existence of a culturally preferred academic career pattern -
.. "tailored“to the image of a “family-free’” man, as Arlie Russell Hochschild. ;
- has fo persuaswely argued.32’ Synthesizing these factors in a slightly -
. diffetént way, Joan* Abramson concludes_that “the combination — an -
academ:lc yardst1ck where product1v1ty is: the key to success ahd a fu’m

2" hn A. Gentra, Women Men and the Doctorate (Prmceton N I Educatlonal Testlng " T



’ Be_lief in the low pr'bduétivi_ty of women as a class — has served to keep

oy ... women from-achieving success in the academic world.”??

" 'THE PATTERN OF . Although contemporary trerids suggest that women’s status in academe is o

-~ -AMELIORATION: declining and that status inequality between men and women persists, a

S .-~ -pattern of amelioration has developed during the 1970s through changes

- in student career aspirations, student recruitment, curriculum, and affir--

mative action programs. While a large ggoportion of women doctorates are .

“‘concentrated ir only six fields: anthropology, biclogy, education, health -

sciences, psychologyand Romance languages,””3 women undergraduate

.- .and graduate students increasingly aspire to entér nontraditional fields ‘
. such as dentistry, engineéring, law, and business and increasingly aspire
7 to combine family and career responsibilities.3¢ Second, a new source of

" women students is being recruited into higher education through “recur- .
- rent education” programs?’ fostering further institutional clgnge within -

. , - .~ academe. Third, curricular changes are being introduced through courses, -

LT .- and programs in women’s studies,which Florence Howe has termed “the ..
S © educational arm of the women’s moveiment.”38 Finally, institutions have -

.

33 Abramson, p. 69; for discussion of specific. careers see the following articles in. -
Women on Campus: Elaine B. Hopkins, “Unemployed! An Academic Woman’s Saga,”
e .. T pps 140-51;Ruth-‘Fischer.-“Black,'Female_-‘—andQuaIi_fied,"‘pp. 160-66; Nina McCain,
v. . - - . “Jacquelyn Mattfeld of Brown,” pp. 167-73. Moreover, Patricia Albjerg Graham re- . -
o - 7 .- centlyhas discussed the need to study the career patterns of “the women'in nonpres-
TN . - ... 7. .- tigious positions in higher education, for that is where nearly all the women have

A ' been” (Patricia Albjerg Graham, “So Much to Do: Guides for Historical Research on
" . Women in Higher Education,” Teachers College Record 76 (February 1975): 428). -

34 The figures.are 47 percent in 1969-72 and 45 percent jg1972-75 (Joseph L. McCarthy

* .. and Dael Wolf, ‘“Doctorates Granted to Women and Mif Group Members,” Science

. 189 (September 1975):857). . - v e

-, 35 Vetter anid Babco, table G-E-3 (*Probable Career Choices of College Freshmen by Sex,

‘ 1966 to 1973"), table G-Pro-5 (*‘First-Year Enrollment of Women'in Professional Train-

- : .o+ .. . ing, Selected Fields, 1965-72""), and table G-D-1 (*Number and Percent of Doctoral
St ...~ . ... --DegreesGranted to Women, by Field, 1920-1973"). See also John B. Parrish, “Women
o0t .. % inProfessional Training,” Monthly Labor Review 97 (May 1974): 41-43; Rudolph C.
~ . Blitz, “Women in-the Professioris, 1870-1970,” Monthly Labor Review 97 (May 1974):

- 34439, . R a0 e N R S : ’ R
‘ 3¢, Group for the Advancement of Psychiatry (n.-5 above), passim.” )
Ty "*., . 37Elizabeth Hansot, “A ‘Second-Chance’ Program for Women,” in Women on Cainpus,
4 O o ...+ Pp.242-49; Pat Durchholz and Janet O’Connor, “Why Women Go Back to College,” _
T e "7 inWomen on Campus, pp.236-41; Jean W. Campbell, “The Nontraditional Sgadentin =
o : © . . Academe,” in Women in Higher Education, pp. 192-99; Rosalind Loring, "Expanding
e ' S .~ Opportunities through Continuing Education,” ih Women in Higher Education; pp..
Ve ey o : 199-204; Jean A. Wells, Continuing Education for;Women: Current Developments
Lo 4 (Washington, D.C.: Women’s Bureau, 1974); Eugenia Kelman and Bonnie'Staley, The
A Returning Woman Student: Needs of an Important Migority Group on College Camp-
4 " ~.7 uses, Student Development Report, vol. 12, .no. %.(Fort Collins: Colorado -State -

»

_ o . _+‘University, 1974). o R _ . 4
" soo . . ig o 98 See Carnegie Commission on Higher Education {n. 1.above); p. 242; Florence Howe, -
e B o " “Introduction,” in Who’s Who and Where in Women’s Studies, ed. Tamar Berkowitz,

v+ .. . JeanMangi,and Jane Wiliamson (Old Westbury, N.Y.: Feminist Press, 1974), pp. vii-ix;’
e o Barbara Sicherman, “The Invisible Woman: The Case for Women'’s Stidies,” inWomen
. in Higher Education, pp. 155-77; Catherine R. Stimpson, “The New Feminism and |
T C "7~ - Women’s Studies,” in Women on Campus, pp. 69-84; Florence Howe, ‘Women and the -
.. ... . .Power toChange,” in Women and the Power to Change, pp. 127-71. Adjunct to such
‘1 i, p7- - programs are women'’s cehters.on campuses and in communities. For a comprehensive _
S AR - ..~ list of such tenters, see Project on the Status and 'ﬁucat_ion of Women, WWomen'’s
S \ S }Cemers;WhereAr,é They? (Washington, D.C.: Association of American Colleges, 1975). -

-

-
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A 1naugurated afﬁrmatl action programs intended to. decrease status in-
. - equities of women- minorities within higher education. The inade-
T quamesmthe operatlon of these programs, however, have been chronicled
in general and specific terms* .— most effectively in Joan ‘Abramson’s
‘case study of her tenure dispute in The:Invisible Woman. While the varied -
components of the ameliorative pattern are to be welcomed, their success . -
. in the foreseeable future seems doubtful given.the twin constraints of
‘economic recession and population decline which promise to increase
conservative rather-than 1nnovat1ve trends within higher education.

e Ifthls analysis of the dominant trends for women's status in academe today
' lS correct, we must agree with Lewis Carroll’s Red Queen that it-will talge
“all fhe running you can do, to keep in the same place. If you'want to get -
somewhere else, you must run at least twice as fast as that!:+ Y

" 39 See Kreps (0. 16 above) pp. 75- 94 Rxchardson passim; Manlyn Glttell “Thé Hlusion .
" of Affirmatlve Action,” Change 7 (October 1975): 39-43; Charles J. Sugnet, ““The Un-

B _ . - certain Progress of Affirmative Action,” in Women on Campus, pp. 53-68; Margaret C.
Lo Dunkle and Bernice Sandler, “Sex Discrimination against Students: Implxcatlons of .~
N ‘ -+ TitleIX of the Educational Amendments of 1972,” Inequality in Educadtion 18 (October -

" 1974): 12-35; and articles by Margaret L. ‘Rumbarger, Leo Kanowitz, Martha P. .-
- Rogers, Robben W. Fleming, and Katherine M. Klotzburger in Women in Higher Ed-

-

_ (such as Abramson and Hopkins). seem to- have been unsuccessful in their pleas,
" success has been achieved by, Kristin Morrison at Boston College (see The Heights
" (April 30, 1971 and February 4, 1974)). In order to facilitate the implementation .of

_ affirmative-action guidelines, the. recently developed committees on the status- of

ucation, pp. 207-36. Although most of the people writing about their tenure disputes - -

‘women within professional associations often have organized rosters of-women inthe .

professxon and reported on the status of women. The Association of Umversxty Women -

issued a list of the names and address of “Professional Women's Groups” in August.

. 1975; a great deal of the statistical data in such professional reports and rosters have
; been collected.in Vetter and Babco’ s invaluable Professional Woman and Minorities.
- . Additionally, articles have appeared recently on the status of women in various dis-
ciplines, such as Rona M. Fields, “The Status-of Women in Psychology: How Many

and How Come?” International Journal of Group Tensions 4’ (March 1974): 93-121;
- : ’ Eva Ruth Kashket, Mary Louise obbins, Loretta Leive, and Alice S. Huang; ““Status
L, - . of Women Microbiologists,” Science 183 (February 1974): 488-94; and the historical -
“ - v ... - biographical sketches of LynnM Olsen, Women in Mathematws (Cambndge, Mass.:
©+ MILT Press, 1974). = .-

" 4 Lewis Carroll, - Through the Lookmg Glass [New York: Random House. 1946) p. 32.

- For a'recent comparative view of the status of women in. British higher, education, see
~ Margherita Rendel, **Men and Women in ngher Educatxon " Educat:ona] Hevxew 27 -

Uune 1975] 192- 210 .

. }
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Academlc Admmrstratlom

TheHardCoreofSensmmAcadéme L J

Y ot

" The'last few years have w1tnessed dramatlc changes in the role of wqmen
. -~ in American collegés and universities. Hundreds of institutions now have

affirmative action officers, and more faculty search committees-make at

" least token attempts to include women among their candidates. These

‘changes have occurred in part because of the women’s movement;in part -

because of fetleral ‘affirmative action legislation, and in part because re-

~ search has demonstrated significant sex drscnmmatlon inawarding salary
_and tenure to ‘women faculty members (Astln & Bayer 1972 Bayer & Astrn -
©1975).

*.One area where sex dlscnmmatlon has recelved relatlvely lrttle attention

~ Is in recruiting and hiring administrators. Even though more institutions

than ever before are advertising openings for top administrators; a casual

' - 160k at the makeup of most college-administrators reveals that administra-
tion is still a male-dominated field: To a large-extent; key administrative’

NUMBER OF WOMEN
ADMINISTRKI‘ORS

'positions in American hrgher education are occupied by men. To increase

the representation of women in college and university admmrstratlon wﬂl
take certain changes in recrultlng and hiring pollc1es

#

" ‘How many women occupy top admmlstratlve posts in hlgher educatronal
institutions in the United States? Table 1 shows the ‘nber of women in

 the five highest-paying positions in the central administration of American

| colleges and. universities. These five positions have been ranked by

median salary, generally regarded as-an irfdex of status or power.. Except -

~ for chief student life officers, fewer than 10% of these top posts are
- ‘occupied by women. Since the percentage of women in these' positions..

declines when single-sex institutions are omitted (last column), one can:

~conc§fde that the-overall percentages are inflated by the high concentra- -

tion

. colleges are included, the representation of women;in top administrative *

-* _ posts is far below the1r representatlon on college facultles or 111 student
o bodies. : -

women administrators in women’s colleges. Even when women’s -

.-

Table 2 shows the representatlon of women among deans of ma]or schools

~ and colleges. For only two— nursing and home economics — are wémén -
~ a majority. among deans. This result is not so surprising, consrdenng that

g most men avoid these fields (see Astin, King, & Richardson, 1975), Library

. R

sciénce, another field with relatlvely high proportions of women stu-

dents, shows a modest proportion of women deans (30.3%), but the repre-

». - ‘ v . " . C . -.':"

S

1

ot
ws .

£1

- sentation of wpmen drops off dramatically for social work (18 2%) publrc >
- health (16.7%), and physical education. (10%).
" The seven deanships with the lowestproportlon of womeii'or no women at
- all are the highest-paying deanships..In fact, the salary figures for six of .
“these seven deanships show a higher median salary than all central ad-
- ministrative positions except the presrdent {see Table 1) In five of these
 seven deanshlps there are no women. .. , :

[

. Reptmted thh permxssxon of the UCLA Educator (Volume 19 No 3 of the Spnng, .
" ...1977 issue).. N
. - This study was S“DDOHed in part by a grant frorn the Exxon EdUCanon Foundanon
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_ Is it pdssrble that womenare more thhly represé‘ted among persons -

occupylng low-level admlmstratlve posts?

S . ' - TABLE 1 :
' hl Women in Ma1or Admmlstranve Posmons :
A _ i
N\ N e "« i Percentage -
. _ 1.+ .1, of Women T
v N ~ Men**  Women**: . - CAll . Coeducational * Median
Position . (N) (N} Institutions Institutions , - Salary*
President . 1808 132 " 68, 56  ° $34,800°
Chief academic officer 1,659 160 . 8.8 ' 72 ... 27,500
Director of planning 278 9 5 | o .25 . 26,000
. Chief business officer. 1,684 ., 153. 83 - . = 75 5 " "24378
Chief student life officer = " 1,219 . 176 . . 126 - + - - 10.6 . 22,750 -

. *Chronicle of Higher Education, February 17, 1976. [Certain hrgh-paymg deanships. not generally
tegarded as part of central administration, and staff legal co , ot generally regarded as
“administrators, have been omitted.) :

. **Institutions reportmg sex of mcumbent from the 1972 73 Hi

er Educatron,General lnformatron‘

Survey
N\ i TABLE 2
CR Sex of Deans of Schools an Colleges
S  Men'. Women (. o IR
SchoolorCollege- = =~ (N) (N} Perc ntage of Women * . Median Salary*
‘ - = -
Nursing =~ - .- 25 292 . .0920 0 . $24,000
Home economics 15 - 109 -2 87.9 25,575
Library science .- 62 - 27 - 303 o ' .
. Social work v 99 - 22 Co 182 29,000
~ Publichealth - . = .30 6 - - 16.7. - ‘
Physical education - -~ 226 26 © 100
Fine arts : . 212 -7 23 ’ .96
", Natural resources. - .. . 50 .5 S0 b9
~ Continuing education 495 45° . . 7 83 S
Graduate’ ) 389 28 6.7 © - 30,300 -
- Education D 424 . 30 - " 66 T 28,848
Music. e 171 11 ' 60 .. - .+ 23,700 -
Evening division . 284 17 ©. 56 S
. Business . . - ‘ 489 - 24 R 4.7 S 28,000
Extension” .~ .. = 17% © 8. " 44 : . - 25,627
"Arts and sciences - ’ 492 .22 . 43 - .- 7. 28,000
- Journalism - .. 68 - "3 A2 e T
- Agriculturs . ©.103 3 . 28 - - 29950
Technology ' 173 4 - 2.3 . ) . 23,500 - . .
" Vocational educatlon . 258 . 5 t1e T 22,040 - -
Law . : St 2 1.8 . . . 39,200 , -
. Architecture . 63 . ‘1 ‘1.6 < 31645
.Dentistry . -~ - . ‘54 o ' v Qo0 - . .. 42907
Engineering - - 237 0 - 00 - 33008,
Medicine; ~ - .. .63 0. . © 00 : . 52,000
Pharmacy . 53 0 - 00 . - 35,082
Veterinary medicine. 2 -0 : v oo -
~ All colleges - 4.839° - 663 : " 137 ] oy

: ‘Chromcle of Hrgher Educonon, February 17, 1976

Table 3 shows the percentage of women in mlddle- and low-level posi--

tions. Again, the positions have been ranked by the proportion of women
- occupying thes. That the percentages are generally higher than those in

Tables: 1-and 2 suggests that women are most successful in obtaining -

middle-and low-level administrative positions. Seven of the eight lowest-

paying positions (median salary less than $17,000} are occupled by.the

- highest proportion of women (more than'15%]. Conversely, all six of the-

hlghest-paylng posrtlons (medlan salary $20,000 or more) have fewer than

15% women. Once again, there is a substantial negative relatlonshlp be-

" tween the median salary and the proportlon of women occupylng “the

posmon . R o _ /\ B

% . . .. - L - , -

-

e«



L - WOMEN Are women admmlstrators equally represented in .d1fferent types of insti- -
ADMINISTRATORS - tutions, er-are those women occupying top adm1n1strat1ve posts located
- . BY.TYPEOF  primarily.in institutions for women? A substantial number of private
 INSTITUTION - institutions in the United States — primarily Roman Cagholic collegesand -
R nonsectarian colleges for women — have traditionially been run by and for - -
. ' ~© women. Since many of these institutions have recently become coeduca- -
-~ tional, it is difficult to obtain an accurate pictire of where the, top-admini- . :
o . strators are located simply by exclud1ng 1nst1tut1ons that are formally‘
e ‘ ‘designated single-sex colleges (Table 1).. e

i ‘ - Table 4+shows the distribution of 1 men and women college pres1dents by’
- : i " type of institution: Of the 132 women college presidents, 77 are in Roman '
o , Catholic four-year colleges and 32 are in private two-year colleges Of the
s _— o latter group, 23 are in Catholic colleges and 7 in colleges for women. One’
E ‘ ; - of the remaining two is president of a college with 50 students controlled..
T . - by the Church of God, and the other is president of a nonsectarian insti-
: - - . ‘tution with 2,500 students in Puerto Rico. Thus, all but 25.0of these 132

B , _© women are pres1dents of either Romar Catholic or women'’s colleges: -

i . -One percent (N=3) of' the presidents ‘of publ1c four-yeap -colleges-is,
v - - -women. One is presidert of a former women’s institution in a large eastern.« *-
. city; the second heads & college fornursing in a large southwestern state.”
. .The third is- pres1dent of a-former normal school, until recently attended
""pr1mar1ly by womeh; the institution still offers Tesidential facilities only -
for women: In short, even the few women presidents of public four-year -
colleges preside over 1nst1tutlons that trad1t10nally have been excluswely '

. or pr1mar1ly for women. r - , o i
o . o TABLE3 e ey,
e A Women in Mlddle- and Low-Level Admlmstratxve Positions .
o St " . . Institutions®- . Percentage .- Median
" Pesition- |, - - . Ry (N) - ‘ of Women . Salary**
s Bookstore | manager . CLoey 11920 459 . $11,693
! Librarian - o ST 1807 o 419 19.000
- . Registrar . S 1485 ¢, 367" 17,568
. .. T Director of food services ~ . S S v 600 . . 1343 U © 16,696 .
S : - Director of student placement 4 & . 289, .- 16,080
‘ P : . Director of student housing - o o+-830 ., . 251 ©. -15,082
< © . - 7 Director of information office .. .413 245 - .7 15636
. ' C . Director of financial aid = o . 1,346 7 244 . 15547 -
- Director of student.counseling . C 964 S ..200 . ,19,017
Director of public relations -~ : . - o © . - 098 19.6 S 17 799
Director of personnel services . - . . 557 . - 16.9 18,430 -
Director of admissions ~ - . ' 1,508 . ° 158. - 18500
- Student center director = . - o 830 TR .- 16,000
‘Director of community services : S 1235 v 149 20,873
Director of institutional studies o ) . 350 - 134 - - " 20423
Purchasing agent . . . 700 .12.9- 15,750
Comptroller - - : © 766 © 12,0 © 19,229
Budget director S ' L 281 .96 . 21,600
Director of computer center ’ ) L 831 . 49 0 19,800
Director of development T 1,073 4.7 - - . 22,700, *
Staff legal counsel ’ - R 93 - 3.2 25,580
Director of physical plant . - T - 1387 . 15 - 17,593
Director of athletics . . ' 895 - - 1.1 20,000
e N - . *Institutions reportmg sex of mcumbent from the 1972 73 Higher Education, General lnfor\matlon

.Survey, -

, "‘Chromt:le of Higher Educahon. February 17, 1976 L ‘
None of the 129 public and private un1vers1t1es is govemed by a woman A
~ president. This fact, together with the finding that more other institutions

that haVJGmen presidents are, or have been until recently, exclusively
L * for women, suggests that women candidates are simply not-seriously con-
<. .. .- .. sidered when most coeducational institutions recruit new presidents.
‘ Since these data were collected in 1973, one might argue that the situation -
A 27 ‘ S o :
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-t .7 . mayhave changed dramatically in the past four years and that women
= - are’now much better represented in'top leadership posts. To test this pos: .~ -
.. _sibility, acurrent list of college presidents— maintained by the American =~ o
X" . . Council on Education and updated weekly by the staff of the Coopera-
Je YL 7 tive Institutional Research Program at the University of California, Los
- "~ . - . Angeles — was consulted. The results of this examination show clearly
- thatthe situation remainsvirtually unchanged: As of May 1977, only about .
_one percent of all presidents of public four-year colleges and publicand .-
. Private universities is women. The situation in public four-year colleges ~ * -
. ¢ - Temains completely unchanged: Only three of 308 presidents are women, | -
* . dndtwo of these preside over institutiéns that were formerly exclusively e
- or primarily for women. Only two of 113 public university presidents are = " *

', -~ - .+ women, and oné€ of these presides over a‘women's university. None of the:
- . " 7.765 presidents of private universities is a-woman. A
s g o 7 . = Sex of College President, by Type of Institution * ..
) - ko . stitwtion . e - . Percentage =
iInstitution "~ e Ny : Men- - Women -of Women - | o
CUniversities - . F o T B
Public :- - . 81 .. ' 8 BN N 00 L L ‘
Private. = . . . . - 4g - 48 0 0w po”
-y = . . Four-yearcolleges oo - o T
- . Public S 303 © 7300 SET: B ©10
i Roman Catholic™ 192 o115 .77 . 40.1
. © T . Protestant .. = - .30 .7 - 203 : 7 .23,
Nonsectarian. - ' 281 ..27m - 1m0 ) 36 .
Two-year colleges ) - e S I e
° ‘Public ., - - .. 8597 . ... 586 - . © . .3 : 5
Private: g 176 - T144 . . 32 8.1

SOURCE: National Center for Educational Statistics. -
SELECTION AND . Do these data constitute evidence of outright sex discrimination in recruit-
RECRUITMENT ~ ing college and university presidents? It is difficult to provide a definitive
o PROCESS - -answer to that question; given the complex and somewhat unpredictable -
- .+ 'nature of thg recruiting process. A partial answer may lie in-the pool of .
R candidates from which college presidents ‘are usually selected. Although
R ~ - presidential candidates may come from a variety of positions, the most -
- L. . frequentsteps on the ladder of academic administration are probably chief -
| academic officer #nd dean of the college of arts and sciences. Persons °
- aspiring to-college presidencies are frequegtly advised to seek either of -
"~ 'these posts as a step toward their ultimate’goal” - e
L . Table 5-shows the distribution of women in these two high administrative
Lo "~ ... positions. To provide a context to evaluate the results, the table includes
' ‘ the percentage of women on the faculties of different types of institutions.
Since occupants of these two positions are frequently chosen fromamong -
the faculty ranks, comparing the percentage of women on the faculty (last
. column) with the percentages of women occupying the posts of chief . . :
A ‘academic officer and liberal arts dean provides a basis for jujlging whether \vo
~thenumber of women in theseé posts is proportional to theirrepresentation ~: -
ron the faculty. "~ . - - T o o
‘The results in Table 5 are remarkably S’imil’é to those in Table 4. Women -~
. chief academic officers and liberal arts deans are highly concentrated in "
- theRoman Catholic two- and four-year colleges, and virtually nonexistent :
~ in the public and private universities and public four-year colleges. The -
: . relative concentrations of women top administrators and faculty members ~
~y... . . are imilar, in that they are most highly.represented’ in Roman Catholic s

* "= two-and four-year institutions and least represented in public and private ’
. ‘universities. Differences in absolute percentages.of women'administrators - .
R , B L / o o e
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compared w1th women faculty how ver are substantlal for all types of

" institutions, particularly the universit) s and public colleges: Using the

" sented as*claltf academic officers in the public two-year colleges by afactor
d'in the pubhc four-year colleges by a factor of more than -

S , .
- :
« . 4 .
: gk»
CONSEQUENCES.FOR
S'I'UDENTS°
; q\’

percentage;,of women ort the faculty as vgu1de, women, are underrepre-

of 10 to 1

20 to 1. :
. Tables 4 and 5 also prov1de stnklng ev1denCe of sex. dlscnmlnatlon in

hiring top admnustratops by both public and private universities: Of the

presidents, one chief academic officer, and one ‘dean of arts and sciences

- who are women. Using the proportion of women on ‘university faculties-

- -approximately 125 universities for which data were available, thereare no .

as a gulde women .are underrepresented-in each of \llese three top '

- umversuy posmons by a factor of more than 15 to 1

One practlcal consequence of sex d1scr1n11natlon in h1r1ng top admlnlstra-

_ tors is. that'both men and women students who enter college for the first

" time are exposed to a male-dominated and male-onented adenlsmanon

The absence of women in top adenlstratlon can create an environment
that lacks not only role models for women who might ultimately*become

. admlmstrators but also the unique persp ectlve that women mlght bring to

ie V!arled tasks of admm1ster1ng a college L SR
4'-{; - P . _. - : , } . ; ’
o " TABLES Ay
Sex of Chlef Acad'emlc Officer and Dean of Arts and Séxences
, by Type of Institution and Percentage of Women on Faculty

Chlef Academic Offxcer -Dean of Arts gnd _Scxences Women on Faculty.

Type of = Institution®* -,Women - Institution®*  Women -  Institution* Mean
Institution -~ .. . (N} . (N). Percentage (N) (N) Percentage {(N)-  Percentage -
- All 'institutions - 1,819 160 . 88 - 512 © 21 T4a . ~.2,051 29.0
. Universities - C . - o . ' ,
Public - " 80 1 13 77 o po 68  17.%
Private - ..* - 47 _ 0 -00 45 . 1 22° . 44 168
Four-year colleges o - L o R o
Public 209 "3 10 180. - 2. .11 - 316 . - 245
Roman<Catholic . 189 -~ 74 . 392 = 30 5 167 194 42,0 -
. : Protestant .21, 19 | '65 21 - .1 - 48 = 300 . 234
- Nonsectarian /256 .- 25 100 . 42 . 2 .48 - 307 - 229
Two-year colleges . - . . = - =0 -0 : ot .
‘ Public - 508 15 30 . 7 112 .- 9 . 80 - 644 304
- Private =~ 154- 23 149 . .7 4 1 -20.0 - 178 444
o ‘Instirutions reportmg sex of mcumbent from -1972-73 I-hgher Educanon General Informetlon ’
! Survey .; - S . - E '
' S . TABLES ' ’{‘
Percentage of Entering Freshmen Exposed to Men and
- Women: Presidents and Chief Academic Officers. -
(N=1,829 Instltutlons)
,'_ o Percentage of Entenng Fneshmen Exposed
"Sex of President, " Institutions .. ' . Women . . * Men - ‘Total .
: Acadenuc Offlcer .. [N) - * (N=617,317) " [N=706,635) (N 1,323,952)
. Bothwomen ~ . "7 ‘86 .. - 1@ .- . 5| T
- One woman,oneman’ _ 15 . - - 48 - - 2.8 Do 3.7 r

Both men : ".1628» B 933 B 96.7 o 951 :

I\
vy T

: How many new freshmen are exposed to mstltutlonal env1ronments con- -
“trolled by mmen, by women, and by both sexes? Table 6 shows the number"

" of institutions in,which the top two administrative posts — presiderit and . -

chief academic officer — ‘are occupied by men, by women, and by a man..

and gaswoman, and percentages of men and women freshmen who enter

* thosé institutions. Clearly, although ‘women ‘are slightly more likely to~~ -
. enter colleges in Wthh oneorboth top posmons are occupled by awoman,



T . o
- the vast majority of both sexes enrolls in colleges in which both positions
~ are held by men. Indeed, 19 of every 20 new college freshmen attend an

- institution in which the top two administrators are men. . Ce

Table 7 includes the dean of the college of arts and sciences in the analysrs -
- Fewer than half the institutions have such a position and most are in uni- -
versities. The table shows'results strikingly similar to those in ‘Table 6:
Vlrtually none of the students (only a. few‘hundred men and women)-’
¢ enrolls at an institution in which all three top administrative postsare held
‘by women: About one student in 20 enrolls at an institution in which at
least one of these posts is occupled by a woman. Thus, 19 out of every 20 °
~ freshmen enter an 1nst1tutlon in which all three key admlnlstratlve posts '
are held by en. Ly : :
TABLE 7 o ' '
Percentage of Entering. Freshmen Exposed to Men and Women .
‘e - Presidents, Chidf Academic Officers, and.- . :
L " Deans of Arts and Sciences s

(N—;629 190 Freshmen at 469 Instltutlons)

‘Sex of President, v . . Percentage of Entenng Freshmen Exposed

- Academic Officer, ~ Institution . Women .. Men . - ' Total .. .
Dean™ ' "~ (N) - (N=288,655) (N=340,535). (N 629. 190) :
All three women = - - -4 o 2 0 T '
Two women,oneman -~ . . 1 - B Ay , w1 1
Two men, one woman * - - 20 o 46 44 oA
All three men : 444 - © . 951 95 5 953

SUMMARY AND Clearly, women are grossly underrepresented in all top adlmnlstratlve
'CONCLUSIONS . posts in American colleges and universities. What appears to be a modest - -
S - representation among college pres1dentsand academic deans is, on closer
examination, a relatively high representation of women among adminis-

" trators in collegés for women. Private universities and public institutions . - .

- of all types show the greatest lack of women ‘administrators. A handful of
'women occupies top administrative posts in public two- and four-year.
~ colleges; while virtually no women occupy these posts in public and pri- = -

' vate universities. Among both top-.and middle-level administrative posi-

" tions, there is a strong negative correlation between the average salary and‘ )

- the propbrtlon of women occupying the position, 5

S : .‘ ' A more recent survey by the National Association of State Un1vers1t1es and

'Land-Grant Colleges suggests that change in women occupying low-level e

... " . ‘postsmay have occurred since the data for this article were collected (mid-
B *1973), but on closer inspection the picture for academiic- administration
~ shows little change While the survey shows some increase in the propor--.. L
tion of ‘women in low-levek positions at‘the 133 member institutj ons o
“the association, which includes most puhlic 1pmvers1t1es and som
" public four-year colleges, little-change bccurred in. the propo?n of
women presidents, chief academic officers, and deans. By mid-1975only .
0.8% of the presidents and 1.1% of the chief officers of adlmmstratlve'
d1v1s10ns were women. Of the 156 women deans — 15.7% of all deans in - .
1975 — more than half were deans of either home economics or nursing
schools. Phe increase in women occupying low-level positions was inter-
.. preted as evidence. of progress, but it is difficult to accept the conclusion™ "
*..that “It is from this pool of admiriistrators that many of the higher-level "~
', administrators are chosen.” Traditionally, presidents and top acadernic’ "
. officers are chosen from among the faculty, not only among directors of
. student services, registrars, librarians, personnel. directors, assistants to

-academic administrators, -directors of. public informa®on, affirmative -

_action officers, and s1m11ar posmons Wthh accounted for most of the
- Increase. . R T
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. ,Wh.y areX ‘women so underrepresented in top adm1n1st1'at1ve posts'? Several
faétors aré.probably opetative: Traditionally, search committees for top
positions in academic administration are domlnated by older male faculty
members; many of whom are unlikely to take any worhan candidaté seri- -
.+ ously. At.the same: time, many talented women faculty members may not
.7 . have.devoted the same effort as their male colleagues to making them- °
: . selvesvisible Yo search committees. A number of studies on sex dlfferences
_have documented clearly. the distinctions. between men and women in.
_'f_status &spirations, interpersonal aggressiveness, and dominance.

Still: another potentlal obstacle is the criteria used’ for selectlon Most

- '_,.,_search committees for high-level administrative posts give considetable

' welght to prior administrative experience or even “high- devel” adenlstIa-
" tive experience. Since many potential women candldates lack such ex-
" . perience, they may not be considered seriously by committees or, if such
criteria are included in the position aﬁnouncement may never become

~ candidates in the first place.

. Although'it is not possible to assess s the relatlve 1mportance of these and

4. Active recruitment is perhaps less cr1t1cal in fllhng pres1 '

pres1dency
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.other explanations, the underrepresentatlon of women in administration

indicates a need for certam changes in recrultment selection, and promo-

" tion: -
" 1. Institutions should undertake a serious appralsal of the representatlon of

women among their top administrators, particularly in positions:that -
-are rungs on the eareer ladder for potential college presidents (chlef
academic officers, administrative vice pres1dents and deans of arts and
~'sciences and of other major colleges).

2. Institutions should undertake a careful study of the processes by wh1ch
" women are bypassed in recruiting and selecting persons for posts that~
- usually lead to top administrative’ positions (department chairpersons,
deans, and so forth). The selection processes for these middle-level ad-

- Ininistrative positions should be scrutinized and changes undertaken fo
” encourage moreswomen to become candidates.In part1cular, therequire- _
ment that the candldate have pnor admrmsu-atlve experlence should -

. be.questioned.

: 3 Search comxfuttees as a matter of routme should 1nclude women on

“their list of serious-candidates. Since women may be more reticent than

' men to make their interest in administrative positions known, search -

_committees- should act1vely sohclt 1nterest -among potent1al women

_candidates. =" 4

es than in
filling oLQ§r top administrative posts, given the dearth{ of women cur-

-rently holjling these other positions.and the fact thaj presidents are

typically récruited from the ranks of other top administrators. In other °

.words, simply filling a few mere presidencies.with fyomen- will no
remedy the basic lack of women in pos1t10ns that usually lead to th

N
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V.Three’é a Crowd: The Dllemma of
~ the Black Woman in Higher Education

a

%

- Four years ago, if anyone had said to me that the black woman in higher
- educatitn faces
“would have.taken the remark seriously. I would ha%e marveled at the
‘thetoric and pointed to federal legislation enacted on thé crest of the civil- -

- rights movement of the 1950s and 1960s,

faces greater risks and problems now than in the past, I doubt I

and nodded proudly at the

few blacks in token (“‘you’ve got to begin semewhere”) positions in major

institutions..I would ,
and Skvirley

' "',.blacks,;includiﬁg black women, have corhe a long way.” = .

tration, I would nod my head in ready agreement if the same remark were
: hade. My mind was changed not by startling new studies or surveys on .
‘the 'subject — indeed there are none — but by pefsonal experience and

" by listening to accounts of black women educators and administrators

I'would-have said, “but -

| ould have pointed to such outstanding black women as ..~
‘Mary:McLeod Bethune, Mary Church Terrell, Coretta King,
-Chisholm. “A great deal still needs to be done,”

“In 1972, after four years of teaching and working in a university adminid\

- across the country. Black women in higher education are isolated, under-

* . utilized, and often demoralized. They note the efforts ‘made to provide .

=

-

THE BLACKWOMAN - -

: .-
bl

equal opportunities for black men and white women in higher education,
‘while they somehow are left behind in the wake of both the . black and

feminist movements. The intent of this chapter is to assegs the situation of - '
faculty, and‘ad- "~

black women in higher education.— undergraduates;
ministrators.. - . - L EURE

Inthe past two ‘dééa_deS, a wealth of .rr_létéri~él has ép'ﬁeére’_d on the,su'b.jeCt,of:-' o
blacks in higher education; but most of thesé ét&dies concern only black " .

men. This is‘understandable since the great mafority of blacks who have

..~ received advanced degrees in higher.education are men. In a 1968 survey
. of doctoral and professional degrees conferred by black institutions (see

Table 9.1), it was found that 91 percent were awarded t6_blagk men,.
only 9 percent to black women.  Sug

ata mﬂitaievaga_inst'"the,.gqneral .

. assumption that black women have been facluded, on an equal basis with . .

" men, in the movement tow

- employment opportunities, ..

.

v Medicine M.D.) .
.. Dentistry (D.D.S.)
..Law (LL:B))

. ‘Theology*(Th.D), ",

~  SOURCE: ft_a'ékson-_ .19728._ o L i Lo o
“Three's a Crowd: The Dilemma:of the Black Woman in Higher Education,” by Constance .
M. Carroll, from Academic Women on the Move, edited by Alice S. Rossi and Ann .
Calderwood, © 1973 by Russell Sage Foundation, New, York. SR

| TABLE'S R

Lo .';' .-. Professional Degrees Conferred by Black Institutions in 1968
‘ ~_ by-Sex and Field of Specialization:
e T Numberof T Men = .
] .. - (percent)’ '
D S
950 oy

Field - Degrees. .

125 -}

‘904
" 965 -
- .97.8

Veterinary Medicine (D.V.M,
910w

Tota]jaumber and ‘overall percentages .

[
g -
et .

-

ard equal rights and increased eduicational and . .

. &

; ) o«

AUTHOR’S NOTE: I am grateful for the useful discussion and criticism of Dr. Konnilyn
.. Feigand Dr. Rebecca Carroll. . - . = = . - . e



@« - The few black ,women in academe today feel- isolated because they are
. - isolated. Jacqueline Johnson Jackson summarizes the situation, well:

Even if the facts were narrowgd to highier education only, if is still true that black ,
- females have been severely disadvantaged. In 1940,a slightly Jarger number of - .

B .- black'males (25 years and older) were more likely to complete four or more years -
Y N - of college than theipfemale counterparts. Twenty years later, the patternhad re- -
o S vers&d, wher a very small percentage of black females in that same age group.

had completed higher school grades than had black males. By 1970, though, .a
) - . larger pefrcentage of black males (21 years and older) had completed four or more
T - years of coI'Ielge, (Jackson 1972b:102). . ) : _ [
- _ " Even though black women enjfpcollege in roughly the same or often larger.
. 7 proportions than do black m e Table:9.2), black men are more likely

- to receive an advanced degree beyond the Master’s degree and thereby - i

~ gainaccess to positions infcolleges and universities. One has only to glance
- at the faculty or staff diréctory of eny university or collége to note the
- absence of black women. My own ipstitution, the University of Pittsburgh,
- Tepresents a microcosm of this nationwide situation (see Table 9.3). Eight -
per cent of the professional staff are black;-and a slightly larger:proportion -
. of the white slaff members than ‘of the minority staff members are -
* women (17 percent compared to 14 percent). The mgst significant contrast
S  is the difference in rank distribution —=-white men an'd black:men markedly. .-
o .. exceed white women and black women.at the upper rnks. White‘men
Lo S constitute 50 peréent of the associate or full professar ranks, black men31 -+
, percent, white women 19 percent, and black women 3 percent. Clearly, . -
‘a - -~ . sexis more of a handicap than race in the upper ranks-of the teaching *
e ‘staff at the University of Pittsburgh, apd the disproportion between the
o ‘ sexes is far greater for blacks than for whites. Among whites, men; eaboyt
.- . two and a half times'more likely than womén t¢ be in the upﬁ ranks,
BRI ‘but-among blacks, men: are ten times more likely than.women to enjoy..,

 higherstatus. ..« o T

.

4.

- ..+ %" Proportion of Black.Students in College Freshrna
o % . Fall1971. byType of Institution and'S

' (in percentages) '

" Type of Institution S Men’
- “""Coeducational.Colleges ~ - = T w0
Co o Nonsectarian ™. * "% SUREE. 120 Ty
R Catholic - -+ - o T 29 .. (.
- 4ms. - ‘Single-Sex Colleges S RS
_ Nonsectarian" ", . ) . . 53 e
cee . Cath@lle oo L / - ©30 Aot gt 3
oL - - Predominantly Black Colleges - M7 .. ... vt 7975
- AU . X - ps I - ] I o . L
. s h-s <. SOURCE: Am'arican.CqunMducation 1971:55. - Lot r e T, :
: R ‘! Ce ) . b i RS - - : v v, co

L v-.; s
C b DRSNS
. " Consistent'with this profile i

th ofile-is the tendency forwome}nofb()thraces tobe . .
disproportionately repteserited in such npntenured or “marginal” .aca-

, .+ = _samepicture holds in the instance of administrative:pgsts: These positions
e ~are far more likely to'go’ to black men than ‘black Women:=yz4 différence
PRt ' also found among white‘academics. Jackson is right: u‘fsaymg, A
_ One mustunderstand that black males have had ‘greatér.access to the more -
SRR " prestigious institutions of higher learning. This miéans:that:the occupational . -
S - opporttmitis ‘t?sg;laclsseﬁ’q«gﬁbnoz). | |

Iy

g-of black females have been limi

h . . ’
34, Y -
- B I AN i
- i R URTLI X

~ demic statuses as research associate or professional librariaris:Much the = . - * ©



| A T o . TABLE.93. .. IR =":'_-."'
o . _ E o Full-Tune Professlonal Staff at the" Umversny of thtsburgh 2 o
{ o L : " Fall 1970, by Race and Sex .1 R

4 WhiteMen Whrte Women Mmonty Men Mih‘ority Women* T s
 Rank _~ No'i % - .No..% " "No. %- """ ~ No % . 7.
Fdllprofessor . - 420 27. . | 25 7-- 21 17— _— i
Assaciate professor 355 23 - . . 42127 v 17 14 . 1.3
~ Assistant professor . = 483 31 . . 128 38 L. 4336 716 50 - N
Instructor -~ -7 196 13 T @1 277, -~ 27 227 . F11. 34 ~J
. Assigtant instructor .45 3 29 9 6 .5, 2 6 I
+ Lectureror teacher - 68 4 20 6 . .7 6. - - 26

. Total teaching . - L : : ‘ '

* rapks . 1567 " 335 .. 21 . . 32 A IR
Research assaciate : . . e . T - SRR
or roféssnonal, g oL B T T LI
libgiai ; L 38 2 58,15 ;7 12 9 CUe e e gy
- Total professnonal L e - Tt A oo T e L
: — staff = . 1605 ;- 393 R 2 R I 1 Y
- o *otalfaculty (byrace) e T 1,998 . R S R £ VRN e o Tl
. ercent female (by race) : 17. Cee e 14 R R
_ SOURCE“Computed by author from umversnty catalog B .
‘Predommantly black AT

( Th1s sltuatlon is not»umque to 1nst1tutlons of hrgher learnmg Thebla@i@
woman’s status in higher ed:ucatlon mirrors her impact ‘on the national
sceneg.One can leaf throtigh the now famous 1971 Ebony roster-of Ameri- .
ca’s 100 Jeadirig blacks and find:the names of only nine women. The prob-
lem is clgar. New surveys and‘data are not necessary.to document whatis - , ;

.+, y» painfully manifest: Mary Church Terrell, Jeanne Noble, and- Shirley Chis- ..
_ . holm notwithstandirg; the black woman has been eXcluded from mstltu- \ o
v .- tionsof hlgher educatlon as s'he has been excluded frdm all gther oppor- ) }g e
: o . tunities. » «* ‘_ SR K'
e °F or the most part black women' college graduat S have moved 1nto areas - -\
’ g@ i« that traditional}y have been “opeﬁ” to them, e.g., ei'ementary and second- - -
.+ - aryeducation, social work, and nursing. The United'States Bureau of the
. ~.Census survey of populatlon employment in 1960 showed: that among”
o / T employed black women, 5 percent were public schoolteachers; 19 percent

.

‘were nurses; 5 percent were in social work; and 3,2 percentiwere. health Tl
‘technicians. In' comparison, 1.1 percent were empl edrby Colleges as
presidents (notably Bennett, a black women’s-collegg); . professors ‘and
mstructorsio 1"percent were lawyers or judges; 0.3 p¢ rcent ‘were physr-
‘cians ahd’ surgeons (U.S. Bureau of the Census 1964) Lsge the Same trends

open to

o . Even in thiose areds where their numbers are large blac .women rarely
o " .receive the same promotional advancements. as. black: b

o ‘school systenis, few become principals and even: fewe é ,
R upper administrative posts. The same is true in spe i_governme
~. .7 agencps. This is not the case for black nien, who _Aﬂa U s y given pOSl-
v .. tioysdmwhich they can be yﬁ.lghly visible in@ rjag' ncHs of msti‘tutlon S.
- A “.crusad ’ for equal employment or affirmati A
" reaspn, black woman at aboard meeting is no#
. “vigibiliy” as‘a black male. It would be ) easyfioisay that white men who
e T . control these.agencies and institutions diftidentifcy 10Te easily w1thblack
x5 .. "7 " men and thereby practice:an “unconsé’ib'us”s ithin their affirma- °
,. . tiveaction programs. We are-ail £amrhar wfth shoc va ue gf the ]oke
e R ITE — 1 saw God- lastm t. - o D By S
R % —Really? Whats he llke""' o BRI v i
Y | —Well hes awoman ‘and shesblack' 0

.-@ .




male really feels to be e
< *his most polar opp051te one wonders how far we have come and How far-...-
" wecan really expectto] g0, ‘The strongest antagonismin the' ]oke is the God: -

When one ponders th1s test1mony fo whatihe whlte.

2N o .. woman equation; that is, the tension betweensexial “oppoates" (male TR
: L language) appears to be greater and more dlfﬁcult to tranSCend than the C S
?.‘:;fi‘-.-". antagomsm between the races. ., . : T

" Thereis no more rsolated subgroup in: academe than black womenl They S

A R " have neither race'nor.sex in common wlth white males. who'dominate the! =

~ s dec1slon-rnak1ng stratdm of acaderrie:’ black"l:nales An. academe ‘at least - ,. - -

«+ _ share with white rnales their predom.lnance -over‘women. Even in black - . 7

- " educational agencies and institutions; thereis a d1sproportlonaté'ly greater =, G

S - number of black males than black females in important positidgris.* At the S
et Un1vers1ty of Pittsburgh, for exmplé, there are only three wortteh'among - -+,
S " "the seventeen faculty members of the Black Studies Department Nocal- . -~

L culator is necessary to count the rumber of black women‘hélditig respon- ..

./ 7 sible appointments in the NAAGP theUrban League black colleges,black = ===

- studles 'departments, and minority programs in-white 1nst1tut10ns Where ' -

they are found, women tend to be at lower salar1es and to wait longer for R

promonon through the:c «CUrsus honorum B

When“.occUpatlonal qompansons afe made, it becomes quxte clear that black';'-‘

- women have'usiially had the greatest access to the worst jobs at the lowest earn-' "
‘mgs, Black females-have: cons1stent1y been in the minority-among black physi- ~ - ™
- cidns, college. pre51dehts attomeys, archrtects and other hlgh—level positions
(]ackson 1972b:102); &+ p o

R - It is'clear that. when translated into actual opportumtles for employrnent DR
.,; “. and promotlonal ‘and- educatronal benefits, the civil rights:, rnovement' AR
" really meant rights for black men, just as, h1stor1cally, the .nglits of men - e

‘ _ - haye referréd to the rights jof whlte men. - ¥, Y SRR

e T “.‘:.z‘,"q In this framework, blac nmen Feel their academ.lc oppor’tunltles are

S limited, that there are barriets:to. their futures in higher:education.and a N e

.~ ~ builtinisolation in an academic.gareer. Unlike’ ‘white and'black men, who* - - =
DU mo,re frequently are selected for apprent1cesh1ps or ass1stantsh1ps to male oL <7

' p,eople developers," black women have had very few. models-of _qham- S

o . pions to éncourage and assist them in their development. Black wormnen 3 3

e have had to develop themselves on their own, with n6 help from; wh1tesi

- R or, black men, in order to-“make it in academiciinstitutions. Th1s ha

taken 1ts toll- 0n black women 1n all areas of llfe and work S

UNDERGRADUATE In talking ;i)‘.vith.b-lack'y\(omenunde. ' aduates I have not1ced An: almos N
. WOMEN ﬁerce single-mirndedness in their prepagation for careers: More. than half '~

. _ W ‘express a desire to pursue careers in “‘traditional’” areas, e.g:, educatlon,.__ g
® .+ . . social work. Wlth very few exceptlons‘- the '1nslst that they are, fully pre- -

~ others: Black women undergraduates feel the pre fboth racial and - -
sexual d1scr1m1natlon,.$1d choose'- educatlpn and the ‘hard struggle of.. ;. - -
L .* .. career mobility as the “way out.’* Yet ‘they have few role models with. -
I whom to'identify in developing healthy self-concept$9 The gréat majority ~
S of their professors are white men, or, if they take blatk studies courses, .. . -
“black men: Rarely do they see black women. in‘responsible academic or
" * administrative positions; and so students must look to each other for sup- -
- port-and role' models. As a result they often form peer groups slmllar to-
extended family sn'uctul;g R K
] In theu- s\rrvey of blaclc students at predomlnantly wh1te un' e31t1es and S g

| ";%:';'36_ o




Lo et o e e e qaprpgg) |
R Full—Tlme Professxonal Staff at the 'Umversity of Pnttsburgh
Fall 1970, by Race and Sex*. .. -

-

:"‘ .

M o i . - Whlte Men * ' White Women Mmonty Men Mmﬁn‘ty Women N ,
7 Rank’ ff »' No. % .- No. % . ':'No. % ' No. % SR
T.%ertti. Fullprofessor X - o 4207270 28 7 21 a7 - — — e T
"o e . .Associate- profgssor - 355 23 © ' 42 12 ‘o 17 14w . 1 37 oo C
C Assistant professor- 5, = 483 31 ° © .128 38 ¢ . 43 .36 . - 16 50 *
© v Instructer.. . [ 196 13 -0 91 27. - . . 27 22 ¢ . .11 "34 e
i “» .77 - Assistant instrucgor -45 03 29 9. - e 5.t 2.8 L
. * 4, .+ .sLecturer or teacher . - 68., 4 -6 0 7 B 0 2 s
ao e® g 7 Totalteaching  .c . w0 - — —_ T R '
S . a7 ‘ranks iy 1,567 -335 . oA et g T
. . e Research associate o D e, e PR e L " X ~. B : o
o . . . or.professional R o B I i
.o librarian .38 2 58 15 ., 127 9+ - .. 6 .16 .
e -Total Drofessional I e L S -
.. staff 1,605 ©o 393 - 138 88 . ’
oo e Total faculty (bYrace) cL 1998' B P - 171 R ST
s . Percent female (by race) ~ 17 e RV ¢ e T
ST ' SPURCE: Computed by author from umverslty catalog Lt R
.. . ‘Predomlnantly black L o T o
R L IR
R Th1s s1tuation 1s not umqué to mst;tutlons of h1gher learnmg The black o
A “*7+ |, woman's status, in higher education mirrors her impact on the 'national = R
.’ = -. 7. "7 iscene.Onecan Teat thtough the now famous'1971 Ebony roser of Ameri-~ ., .~ -
e T caleOleadmgblacks and findthenames ofonlynmewo en, The prob- @ e
“ -, 7 - lemisclear. New surveys and data are'not necessary to document whatis = - ..
» ' : * painfully manifest: Mary Church Terrell, Jeanne Noble, and Shirley Chis- =
‘ -holm notwithstanding, the black wornan has been ‘excluded from institu--
: tions of higher educatlon as she has been excluded from all other oppor- :
g < o tunities” L LRI v
g I " For the most part; black women college gradtfates have moved 1nto areas -
- S that tradltlona,lly have been’ "qpen” to them, e.g:, elementary and second--

. ary educatlon, sacial work, and nursrng "The Umted States:Bureau of the
: ‘Census 'survey of. populatlon emploympnt in 1960 showed that among
Co employed black women, 5 percent were,pubhc schaol teachers 19 percent -
. were.niurses; 5 percent were in social work; and 3.2 percent were health -

%" techpicians. In comparlsoli\:‘l percent were employed by colleges as-

- presidefts (notably Bennetf\a black women’s- college), professors, and S
~ instructérs; 0.1 percent were Iwyers or judges; 0.3 percent were physi- - .7 7
.- ciansand surgeans (U,S:Bureay of the Census 1964). Isee thesame trends %
¢’ % .among lqlack ‘women students whom I counsel, either because they were’
.+ - guidedinto these areas or because they belleve that these are the only areas
+. . open to them.’ L . : , _
. ¥ Even in those areas where their numbers are’ large, black women rarely T
e e “ . - receive the same,promotional advancements as black men. In- publlc
“. . T school ‘systems, few become principals and even fewer are promoted to .
o 4. upper @dmrmstratlve posts. The same is true in social and govemment
_ R S agencies: This is not the* "case for ‘black men; who &re usually given posi-
IR R n tlons in which they can'be. highly visible in an agency’s or institution’s-
Le 0 o scrusade” foF equal employment or affirmative action. For some uncanny. -
® . - - reason, ablack woman at:a board meeting is not thought to have the same. . CoT
A PR .“v1s1b111ty” as ablatk male’ It would- be easy to ‘say:that white men who L St
~ e 7 7 " control these agencies and institutions can identifv more easily with black '
e .. Ui  -merrand therebypractice an “‘unconscious” sexism within their affirma- I
.o v 7 -tiveaction programs. We are all famrlrarwrththe shockvalue ofthe ]oke e e
Sl '—IsawCodlastmght. S - R e
=+ i . % 2 Really®What's he like? . - . R L '
D ':-»’-_-e—Well hesaWomanandshesblcckI I O 0

b .’Q""' ) - 'l‘
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" ‘his most polar: opp051te one wonders how far we have come and how far

.- language) appears t6 be greater and more. dlfficult to transcend than the
. antagonism between the races.”.”

,Sdare with white males their predomlnance over women: Even in black
ucational agenc1es,and institutions, thefeis a disproportionately greater

number of black:males than-black females in‘important positions. At the -

'University of Pittsburgh, for example, there are‘osily three women among

‘ . the'seventeen faculty members of the Black Studies Department. No'cal- -
. culatori m‘necessary to count the number of black women holding respon- - -
i slble appolntments in the NAACP, the Urban League black colleges, black . -

* studies dbpartments and minority programs in white institutions. Where

Ce ' R ’_promotlon through the cursus honorum.":

‘cians, college presidents, attomeyyarchltects and other hlgh-level positrons
" (Jackson 1972b:102). _

;4’

- really meant rights for bla¢K ‘men; just:as, hlstorlcally, the nghts of men-
have referred to_the rights'of white men. Y

In this framework black women feel their academ1c opportunltles are .

‘limited; that there:are. barriers to their futures in higher education and a -

. built-in isolation in an’'academic careef Unlike white and black men, who .
, more frequently are selected for apprenticeships or assistantships to male.
" “people; developers, ‘black women have had very few models or cham-

~or black ‘inen, in"erder. ‘to “make’it” in academic lnsututlona ‘This has
. taken 1ts toll on black women in all"areas of llfe and work

UNDERGRADUATE In talklng w1th black women undergraduates, 1 have no
- WOMEN fierce single-mindedness in their preparation’ for cdr‘eers, More ‘than half
... express a desire to pursue careers in’ ‘.‘tra_dltlonal" ‘areas, e.g., education,

socihl work. With very few exceptions; they insist that they are fully pre-
. -pared to.pursue these careers despite’plans for narriage. These findings
- are ‘consistent with thoge found by Ladner (1971), Noble (1956}, and

- others. Black women undergraduates feel the pressures of both racial and, ~
sexual. dlscngmatlon, and choose education and the hdrd. struggle of
" career mobility as the “way.out.” Yet, they have few role models with -
whom to identify in developing healthy self-concepts. The ‘great. ma)orlty

._,¢-g~,.»,' _‘lﬂ'if" et . " port and role models. As a result, they often form peer groups s1mllar to
T L B .extended family structires. - .
o S their survey’ o@ black students at predommantly whlte unlvesmes and
ooon . colleges, Willie and-Levy (1972] found that the greatest degree of soc1al

" +" ~There is.no more1solated subgroup in academe than black wormen. They_ '
. have neither race nor sex in common with white males, who dominate the
- dec1s1on-mak1ng stratum 6f academe; black males in academe at least

- _‘9‘ they are found, women tend to be at lower sa_larles and to walt longer for o

-~ When- occupatlonal comparisons are. made, it becomes qu1te clear that black. E
- women have usually’had the greatest access to.the worst jobs at the lowest earn- -
ings: Black females have consistently been rnathe minority among black physi- -

It is clear that when translated mto actual opportunmes for employment -b .
“and promotional and educahonal benefits, the civil rights movement.: -

ourage and assist them in theif development. Black- women '> -
develop themselves on their own, with no help from whltes :

tlced an almost

, o .7~ of their professors are white men, or, if they take black studies courses, -
*“ - .+ - black.men. Rarely do they see black women in responsible academic-or
LTy I admuustratlveposmons and so students must look to edch other for sup:"~-

B When one ponders ‘tf’rxs testlmony to what the whlte male really feels to be :,;'i

" .wecan really expect to go.The strgngest antagonism in the joke is theGod:- -~ ~
"¢ . woman equahon, that is, the tension between sexual “opposites” (male

e .



- moblhty and “freedom among black students exrsts in large mstltutlons
. 'partlcularly those in which the bfack student populatron is sizable.

On campuses. where black populations are relatrvely small and the'social livesof
‘their members ‘are limited to interaction with other black students, the:black- -

- * student groups take on the character of extended families; when this occurs, all o

g relationships, including those that might otherwise be sec0ndary, become in-
tensely personal. The black students who make- unlimited claims upon each other

~ stultifying and confunng (Willie and Levy 1972: 52). SN .

L ... Willie and Levy also demonstrate that even on large: campuses the s1tua-
~ tion is far from ideal. Black men have more freedom than black womento
-~ . -date both black and white students. -
4. While nearly all blacks on white campuses often feel 1solated and c0nf1ned itis
C _ the black women who feel it most heavily...our data indicates that the dating -

* - gituation may be a functron of the absence of opportumtres (Wllhe and Levy -
©1972:76).

ST e ‘Theblackwomenundergraduates W1thwh Ihave spokenconfrrmthese
..o ... -3 assertions. They feel locked-in socrally, are not awarded leadership roles
. | - inblack student groups; do not see impressive role:models with whom
E E *  toidentify, and &s a result, they turn to their studies in the hope of escdp-
N - ing their dilemma some time in the future. In this respect, they are not

. ' _unllke the small groups of black’ students on. small campuses

>

 BLACK WOMEN The sheer pauclty of black women among the faculty and admrnrstratron
- PROFESSORS AND . in colleges and universities tends to force black womep intea small, isolated”
T ADMINISTRATORS commumty My own appointment is in the Co%of Arts and Sciences, -
ST L which puts me intouch with most academic dep ents of the university.
AR R Nevertheless with the exception of black studies and minority programs,
. I'never come'in contact with another black woman professor or. admrnls-
'~ tratorin my day-to-day activities. This seems to be typical for most of the
black women in similar positions. There is no one with whom to share -
L . ¢ © ' experiences and gain support, no one with.whom to identify, no one on.
S S whom a’black woman can model herself. It takes a great deal of psycho-
: Coro logical strength “just to get through the day,, the endless lunches, and
e T - ‘meetings in which one is always “different.” The feeling is much like the .
..~ ... exhaustionaforeigner speaking an alien tongue feels at the end of the day. -

- In the wake of the HEW. investigations 6f several hundred universities for '
. non-compliance with the federal guidelines concerning equial treatment of -
- minorities and women, black.- women have raised their level of expecta-
‘tions and asplratlons just as black men-and whlte women have done.
Affirmative action programs and recriitment programs have sprung up |
© across the country, spotlighting the inequities and proposing solutions.to -
- _them. Colleges and universities have stepped up their hiring of black
women in the same way they have gradually increased the roster of black
- men. They have been recruited to fill secretarial positions, to staff black -
, : e ~ studies and minority programs and, in rare cases; junior administrative -
oo - posts. Overall, hewever, significant change has not yet occurred. In 1971,
T - - -the total number of minority women faculty at the. Unlversrty of Pittsburgh -
T T . was 57 (including part-time faculty), représentmg 1.8 percent of the total
< ... - faculty of 3,043; the number of ‘minority males in.1971 was 180, or 5.9 -
L A percent of the total faculty. There has been-an ‘increase of blacks of both
B S . *.. .. sexes since 1970; but the rate of increase has been far. greater for men than -
‘ \ L - .. for women. Viewing these developments, black women feel. a sense of -
. -« - . frustration and hopelessness It seems that just as civil rights in the'1950s =
Lo »;!-’-and 1960s for the most part benefited black men, sb affirmative action
_ St programs in the 1970s may largely beneﬁt black men and wh1te vg)men .

find such relationships sometimes supportrve but they also find them sometlmes o



When black women questlon this d1spar1ty in representat’1on responses o

+ - range from “we can’t find them” to what may be called the “two-steps
behind” syndrome. No black has ever accepted the ““we can’t find them"’

!' . _.Tesponse. Black men, when serlously sought, have been found, en- -

eouraged, ahd. promoted. In some cases, they have multiplied so rapidly,
.one begins to think twice about denouncrng spontaneous ‘generation. -

Everyone now knows that when an institution is seriously recruiting in a . -
framework of (budgetary) reward and pumshment its minority defi-

ciencies-can easily be repaired. Obviously, no serious efforts have been .

! Lo .. made until very receritly and on a very limited scale to recruit or promote S

L * black womien to important staff; faculty, or administrative positions in-
" . institutions-of higher learning. If these institutions are to pursue an equi- -
table policy that will not result in the demoralizatiog of any of their con-

- stituency, they must recririt and promote black worllbn at the same rate*

“‘and in the same proportlons as black men in all areas of the academlc '

‘ ,If,‘- . 5. structure
- 'Another ob)ectlon often ra1sed that is even more d1sturb1ng is the “two-
steps behind"* philosophy, which militates agamst equal benefits for black -
.women on the fallacious assumption that discrimination has had far more

. ‘serious repercussions for black men than for black wom black women

must now take a back seat to the black man as he “cat es_up 1 have
. received such: remarks and they seem to . be falrly comglon.even now.
One writer rebuts it-candidly: :

people from this oppressive system of capitalism. Nevertheless, thisdoes not mean -

@ - ‘that you have to negate one for the other. This kind of thlnkfhg is a product of -

mlseducatlon, that it’s either X orit’s Y. It is fallacious reasoning that in order for-
- the-black man to be strong; the.black woman has to be weak.Those who are exert-
1ng their “manhood” by telling black women to step back into’a submissive role -

. of oppressmn (Beal 1970: 343-344)

" Black women have grown sensltlve to thls dlscnmmatlon w1th1n d1s-
crimination, but their protests have not yet been translated into affirmative
action on their own behalf: The black woman is ‘told that black mian has
fared far worse from racial discrimination than she has; that when black -
S - men could find no work at all, she’could always be a maid for “Miss Ann”’
IR - or find some employment with “Mr. Charlie.” Recent studies show that
- Ce such arguments are based-‘on false assumptions and incorrect data (Wright
1972:13-15). One would be'hard pressed to say which is the more demoral-

' ~izing circumstance: inemployment or servitude. The black woman will

. never rediscover her pride and her identity by leammg to be second-class

" a-second time. Universities, black and white, must take these issues‘into

o ' "serious consideration.if the ultimate goals of human freedom and equal
Wl opportunltles are t'o be reached Ll : :

.
‘-

BLACK WOMEN’S The fise of women's hberat10n and the protests of Th1rd World woménin -

LIBERATION AND the late 1960s and early 1970s provided another framework inwhich black:- -
HIGHER EDUCjTION -women could evaluate their relatlonshlp to black men and white women.

' From the outset, the women’s liberation movement, at least philosophi- -

- It must be pointed out at this time, that black women are not resentful of the riseto’ .
power of black men. We welcome it. We see’in it the eventual liberation of all black

* are assuming a counter-revolutionary position. Black-women likewise have been
- abused by the system and we must begln_ta_lkmg about the. ehmlnatlon of all klnds ‘

A

cally, has sought to embrace and speak to the concerns of all women. © "~

This in itself is an 1mposs1ble task because of the infinite complexity and

var1ety of women in this country. As a goal, it represents the true cross-

. cultural and cross-racial orientation which was and is the basi¢ unifying. _
force in the movement. The danger in such an 1deal arises'when 1nd1v1du-

i
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als or groups attempt to put it into practice without first-dealing with its'
implicit- assumptions. With- regard to black women, for-example, the

~ women’s movement has attempted to transcend rather than confront the -

. whith after a black woman raises objections to certain of the movement's "
directions and orientations, the inevitable*reverential silence” sets in and S

racial tensions and the complexities resulting. from the black woman’s- - ‘

invglvement in the movement. I have sat through meeting after. meeting in

- then the discussion simply proceeds as before. Promises afe often made to'

study the situation of the black woman and she is reassured that the move--

-ment has her interests at heart because “‘she is a woman.” But black women

_are different from whité women. Their situation is more than a paren-

thetical remark in a chapter which supposedly includes them. _
Black women understandably have mixed feelings about wormen's libera-

* tion. At first glance, the women’s movement casts an‘all-too-familiar pic-
- ture. The black woman finds herself in a special category in yet another

- white-dominated group — a.division that in many ways mirrors society.
- as a whole and toward which she has some deep-seated hostility. Many

black women feel that the Jife experiences and life styles of white women - :

~ in the movement are dramatically differént from theirs.

* that most black women are ‘subjected to day by day: It is'not an.intellectual
persecution alone; it is not an intellectual outburst for us; it is quite real (Beal .

Another major differéntiation is that the white women’s movement is basically R

middle class. Very few bf these women suffer the extreme economic exploitation’

. Statistics bear out this poirit: 50 percent of all black w0men wo__rkih con- . |
-trast to 42 percent of all white women, and black women work in lower -

status jobs and at lower pay than white women. These facts account in part

. for black women’s view of work as more of a necessity than'an “oppor=

e

* Theblack woman sees that her numbe
- bership of the women’s‘movement,“and nonexistent among its nationd -
 leadership. She often is told that many of the problems she raises aré prob* .- .

tunity,” and that in turn may contributé to the misiinderstandings and dis-
agreements between black and white women;- "~ . < oy

6 few amang the gene‘i'.él'mgﬁi

* lems of:all blacks and, as such, are not the special concern'of the women'’s

movemerit. Why, for example, should a new women’s studies center with.

. limited funds-finance course offerings on black women when there is -

 themselves. * SRR SR
. A.black woman'’s view of teaching methods and scholarship will also be

. already a black studies center or department? Can academic issues affect-
ing.black women even legitimately be separated from those affecting her
race? These important questions and their implications have gone un-

answered for the most part or relegated to black women to work out -

_ different from those of her white counterpart. My own academic training

-"has been in Classics and I have found, for example, that black women

- students, much more than white women students, understand agd can
~ identify with the situation of Medea.*When the chorus.agrees that the

- intrinsic to grasping one of the.central issugs of the play. = .-

- plight of all Women.is dismal, Medea makes some distinctions that are

PR

Surely, of all‘creatuije,s that have life-and will, we' -
Women are the most wretched. ~ S .
Still more, a foreign woman, coming among new laws,

. New customs, needs the skill of magic, to find out what -

- Her home could not teach her...-

But the same arguments do"not»é;;ply' to you'an_d me.
You have this city, your father’s home, the enjoyment of -

" Your life; and your frienc_l’s'bcor_npany..lamalom_é‘,_l - o '

Cr
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_ Plunder from a- land at the earth’s edge. I have no,

B /in‘'a man’s (both black an
“You must be better quahfied than the men

0 e

Have no c1ty now my husband insults me I was taken as L

“Mother, brother; nor any of my own blood to tum to in v,

', This extremlty (Eunpldes 1964:24-25).

.- The black woman in higher education is not unllke Medea She is in-
experlenced in the system, just as most of her peers and famlly have

tradltlonally been excluded from it. ,Black even more than white women - ’ "
_need “magic,” that is, superlor ablllty, in order to recelve equal oppor-~ h

tumtles_--_, .

. Prior to my experience w1th the Chancellors AdV1sory Councll on

"'Women’s Opportunitiesat the Un1vers1ty of Pittsburgh and my experience

and involvement withi the women’s movemient,-1 had unquestioningly -
Q be' the black ‘wonrap’s role. I functioned
by all black women. who w1sh to su;eed‘

" -accepted what'T conceived
by the tacit formulae follow
hite) world

- You must be more articulate. = © ., - S

You must be more aggresswe L ' .

- You must have more stamina to face 1nev1table setbacks , :
. You must have more patience, since you will advance more slowly. -

. ‘Above all, you inust: remain feminine and.not. appear threatenmg '

I have found. that black women share these d1cta with white women

- It'is this seldom discussed fact which has generated" bitterness- toward

However, black women have an extra stép in the syllogism which white 1
" women do not have, that is, they must-also be better than white women.

wh1teswomen in general. In a power ladder, the white woman is seen to\

‘be two steps‘removed from the power, but the black woman is three steps

*.removed. The black woman cannot help bemg cautxous in allylng hersel{\

.' . +with a “privileged competitor.”

Recogmzmg these similarities and dlfferences the black woman’s experi-
“ence could ‘add richness and depth to many areas of higher education.

'In a women’s studies curriculum, for example the black woman's exper1- o

ence should be depicted and-studied in contrast to theé white woman’s -

experience, for the benefit and growth of both black and white students. .
- This approach would also increase the involvement of black women

faculty in such programs. Iris Murdoch’s book The Time of the Angels is

an example of a startmg point for such a venture. Pattie O'Driscoll sym-

bolizes the experience of many young black- women who, surrounded by

white women and men in academe, find themselves in a unique and de- . . -

.humanizing situation. Her situation is poignantly summarized: “[Als a
child she had not distinguished between the affliction of belng coloured

and the affliction of being Pattie...whiteness seéemed to join all the white
people together in a cozy inion, but blackness divided the black, each..

* into the loneliness of his own special hue” (Murdoch 1971:22-23).

~ Among the faculty and admmlstratlve ranks, black women face even more
'- complex problems. Institutions have responded initially to the women’s - -

- movement with twice the “deliberate’ speed” with which they responded

e

"to the black movement, for white women are far more numerous in- faculty-

and administrative positions tHan are either mihority men or women.

Institutions often have met the double threat of the black and the women’s - 4
- movements'by ‘pitting the two groups agamst each other: Everyone who ...
has worked.in compliance and affirmative action programs knows that this

1is a favorite 1ns!zmtlonal ploy. Blacks and women often are lumped to-,

gether in the corhpetition for the same famous “slice of the pie,” the same '

pos1tlons and the same beneflts Thls ploy, in a penod of flnancxal crisis

'_ 40 .



heighteried by the pronouncementsand acti

Yiw

vities of HEW, has caused new,

4

tensions and rivalries to arise. I do not know how many times I'have gone

>

- * allegiances. While she has leaztied

'to meetingsion women'’s opportunities and institutional change'where 1. ~ -
- ‘have heard avuncular remarks to the effect'that women would have to be
'+ patient since so much money had to. be spent on providing miore oppor- ..
- . tunities for minority candidates. I then'hear the same administrators ad- . -
- monishing black groups to be patiént sifice the women were usingup so
- much money. The ploy evidently works, for I know of no institution where

the women's groups and black groups have pulicly allied to putanend °

© . to such divisive tactics; and.1 know of no institution where significant. S
.. .. gains have been 'made forboth white women and minority worren and’ SR
-+ .Tnen. A bridge between.these two graups is sorely needed for the benefit - S

* . Caught between the:claims of the women's movement and the black move- «

' ment, the black women is ‘being’

~

frely pressed to define her political - . :. -
tied’that. involvement in the black move-- L
ment has not led to a significant advancement of black women, strate- Ly
gically her association with the women’s movement places her in an *

~extremely awkward position and often damages her credibility:among her

or rarely. discussed due to the powerful myth

. Some blat;k.Woméhth.lié\)e'ét.l'uggled_vs/ith these conflicts have decided -

_ ' group exclusively devoted to the concerns of black women. This- route
- seems.to ensure “purity,” pride, identity, clarity. in issues, and solidarity;

- a third'movement is, in effect, disavowing both'the women'’s movement
-and the black movement. Unwittingly, it turns these other ovements into. .~

- faM to damage the other movements; at the same time, they invite _i'ns'titu-‘ p
~ tional attempts to “‘slice the pie” yet a third way. My objection to this alters *

- dilemma, constantly at cross-purposes with themselves and others, a1

. stand alone to fight for what no one else will fight for Quite_ hard enoiig

: - Justasinsome Afric'ahmy_ths‘_bf.cjreatidn, the black woman has been callad:
‘'upon to'create herself without model or precedent. She has had enou

- timg, she has been held back, overlooked, and chided etiough to know that
.all of her problems cannot be answered in the male-oriented black mov
- ment. She has had enough experience with institutional, behavior and
strategy to know that a third interest group (at least at this time) is lethal

-and lonely road, if the black woman is t9*achieve cotfcrete benefits at the

* achieving their goals— prodding the women’s movement into confronting
. its racism and working doubly hard fo_;'th‘e concerns of black women;

.41

. black friends and colleagues. I have often been criticized for “‘déserting” . .. N
.. theblack cause and lessening the chances for black advancementin work-".  -.° " /
. ing for, the causes df women. Yet, once in the women’s movement, {find-. N

that many of iy concerns and different needs-are ignored,‘overlooked,

Y

h of an all-embracing sister-
hood. T R

that the only solution is secession from both movements in favor of a third = -
but strategically it is the one most fraught with peril. By.its aloof stance,

unnatural enemies. Black women -in this isolated position have forced - - L

y‘.&"‘ i

themselves into a whole system of moves and countermoves which cannot

native is not ideological, noram I suggesting malintent on the part of thesq
women. I share their frustration and their impatience. But I have'_sgﬁ;ﬂ; :
resentment and fear engendered within and by these women faced:witli*

gh

experience to know that, unless it changes, she can never comfortablys
confidently fit-into the white-oriented women’s movement. At the samie;

to the movements which,; to a certain ‘extent, have her concetns at heart,
There-seems to be only one feasible course, one productive but difficult

end of her struggle. She must be the gadfly who stings both movements into-



e H

and prodding the' less volatlle black movement into confrontlng 1ts 1n-. _
- "herent’ s\exlsrn and’ Tighting the injustice it has done to-black women.
The black Woman must ‘work doubly hard in both movements; she must - *

ecome the sorely needed bridge between them if their goals are to be

anslated into reallty The two _movements must become “company” in -

affrrmatlve action in order for the goal of human rlghts in h1gher educatlon
to become a reallty . ) o . o
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The second piece of adviceis: Observe the cormorant in the f1sh1ng fleet. Yowknow

how cormorants are used for fishing. The technique involves a man in a rowboat _
- with about half a dozen or so cormorants, each with a ring around the neck. Asithe

fisherman picks up the bird and squeezes out the fish through the mouth. The bll‘d

" then dives for another and the cycle repeats itself.’ C
To come-back to the second piece of advice from-the new-Taolst to the Amerlcan -

worker. Observe the cormorant, he would say. Why is it that of all the different

* animals, the cormorant has been chosen to slave away day and night for the fisher-
man? Were the bird not greedy for fish, or not efficient in catching it, or not

- _readlly trained, would society have created an industry to exploit the bird? Would

- “bird spots a fish, it would dive into the water and unerringly come up with it.
- - Because of the ring, the larger fish are not swallowed but held in the throat. The

oW

.. the ingenious device gf a ring around its neck, and the 'simple procedure of.

squeezmg the bird’s. neck to forceit to regurgltate the fish, have been devnsed"‘ _ '

" Of course not. :
Greed talent, and capamty for leamlng,then,are the bas1s of exploltatlon The: more

. ob]ecnves All of them gradually but surely increase your greed and make a
- cormorant out of you 1 S

~ 'you are able to moderate and/or hide them from somety. the greater w1ll be your -
" chances ' '

.t is néces

s afféscaping the fate of the cormorant.

reason, among others, that the schools tend to drum it into your mind the high

ambition, progress and success. These in turn are to be valued in terms of society’s

Among the other spectacular v1olent and possably catastrophlc develop-i_ A

.. ments in Amerlca in the twentieth century was the emergence of @ new
\ breed of men: the managers. Managers are the focus of this chapter, becatise -
- they are the men who have been successful in organizations. Our society.

" and schooling practices needed for the production of farmers were mod:- -
" ified to produce managers. The school became a socializing model of the - -
adult bureaucracy. Fathers increased ‘their emphasis on filial obedience

has learned how to produce managers by the millions. The childrearing

‘ ; to.remember that the institutiond of soc1ety are geared to make
' somety pro sper, not necessarily to mininizing suffering on your part. It is for this

" des1rab111ty of those characteristics that tend to make society prosper — namely, .

. and conformity to formal rules within the home gnd community, pro--- .

- - longed their sons’ dependency on the parent’s ability to-provide, demand- : ©
ed that the son engage in win-lose competltlveness with peers outside the -

home, that he earn straight A’s across the board in school, and thathe deny

©. 1977, West Publishing Company All rights reserved.
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. any confused feelings stirred by these anomalous requirements. Of the - -
- schooling provided to the boys as the country moved to'the city and the: .
. .~ one-room, multi-age schoolhouse became the depersonalizing cell-block of -
- concrete, vinyl-and glass hallways, washrooms and peer-group class-
**  rooms, it could be said that any lad who could survive it through high
“school without dropping out would survive adult organizations as well. - i
* The school prov1ded an adequate experience in pleasing authorities, com- - .-
- peting with one’s peers, working on 1ntr1nslcally meamngless tasks; and -

- Reproduced by permission. from BEYOND -SEX HOLES by Ahce Sargent Copynght -

1 Ralth H ‘Siu, Work and Seremty.]oumaI ofOccupatrgpal MentalHealth 1971 1(1) o



: assoc1at1ng feelmgs of.success and failure — self-worth and self-worthless- " '?,_
. ness — with status symbols in the form of grades. Cormorants notwith: -

' stand1ng, the proudest thing a father could say ‘was that his son was LT

~ ambitious, talented, and had a: high capacity for.learning.

Durlng most of the period of urbanrzatlon industrialization, professional-
ization and bureaucratization; the. church as well as home and school,
played an importantrole in preparing men for organizations. By- rewardmg
conformrty and obedience, by inducing guilt and a sense of sin for de- -
“ viance, and by stressing the necessity for loyalty to a supreme authority; the _
church helped lay a foundation for organizational discipline. Loyalty was
eadily transferable to other authorities — the boss, the mission, the nation, - .
the corpogation or the chief. Even the church’s geographical Qerrtage in .
S the positioning of heaven and hell supported the notion of upand downin
++ . - sociallife,identifying hierachy wrth pyramrd—-ametaphor that is perhaps R
B ~our most petvasive myth.. -, 0 . N '
‘ Some of the religions also prov1ded a s1mp1e model of tradltronal bureau-
© -cratic organization. But in this respect, the military tradition had m’hsh

greaterimpact. Foras technology and organization grew- symbrotically, we '
experlenced a series of wars, some very large and involving many of our

young men. In numerous ways military experience facilitated mastery of . h

- the art of being a superior and a subordinate, served to teach and reinforce
‘the mentality and skills needed in.large’ organizations, and. prowded a’.
language suitablefor use in an expanding, competitive organization: mis- "
sion, strategy and tagtics, mobilization and deployment- Much military -
- slarig became the a_f}élg of civilian organization: the top brass or the big =~
~“'guns onr the one harfd, the troops onthe other Managers learned to be. hard- .
+nosed and to bite the bullet. '

Standards of managerial. appearance were also rernforced by mrhtary ex-"
perience. Beards "and ‘long hair are dysfunctxgnal when dealing- wrth
wounds mud, lice, and dangerous equipment. A her1tage of the wars:

. seems to have beerra norm that hav1ng a face a$ hairless as a woman’s and

~ hair almost as short as a convict’s was an important symbol of masculinity
and manager1a1 respectability. In matters of dress, the limits of what con-
stitutes proper managerial clothing became narrow, clear and somber —_
in some orgamzatlons almost uniform, )

The experlence«of managers in 'organizations coupled w1th the work of .
‘'social scientists and engineers heightened our awareness of and created -
.1 conceptsfor organjzational structurt and process, Early in the perjod, con-
o " cepts like authorrty delegation, responsibility, span of control, line and
S staff, supervision and efficiency became fundamental prmclples Some of -
. the principles could be summed up in phrases like.one'mad,— one boss;
".no responsibility without commensurate.authority. On such fundamentals '
‘more complex and refined policies; procedures and practices were erected..
. ‘Organization charting and thg writing'of ]ob descrlptlons hiecame identi- .
o ' fiable arts. Compensation and industrial engineering bécame professronal
L . -fields. Management information and control systems became more sophis- -
- ticated. The growthof technology and the image of the organiZation asa
s command system encouraged the use of mechanistic concepts. An organi- .
: : " zation was like an automatic factory in which some functions could not yet
v be economrcally ‘mechanized, and were therefortiperformed by: human
S ’ ' parts operatlng to spec1f1catron - L s

The 1mpact ofall these mtertwme forces and processes was to produce an'

* adult male who was: dedlcated 10 the disciplined performance-of his organ- B
R izational role, and”who was capable of subordinating himself for,_the
RIS purpose of moving upward that is, of subordmatrng hx,'




S level. In doing so, he élsq subordinated any personal needs that were ir-
_-2relevant to the organization. As one manager put it, “Your work day is to - .’

. eaiTt Yayr salary; your overtime is to gain yourpromotion.” This deperson-
alization with respect to work extended to interpérsonal communication.
. e I Ar}_ignl'ate, rational, fact-based, cause-effect“discourde was a critical suc- - ;-
T . nannts cegsSkill, Interaction with the boss should:be:Businesstike. Subordinates

© 0 UBeefe. o« Were'tobe dirécted and evaluated. Issues ainiong peers should be resolved
- . bytheboss. " ' R AL - T

Relationships with subordinates were:to besimpersonal — firm but fair; .’

. Should a subordinatéhave to be “terminated;” an impersonal relatiohship-

I S .. would inake the action less awkward or,'fpé_in_fl{';ll’The psychological power -
Y e e ofthe organization over the man s suggestediin the last statement. Success ~
L . -+ [ could never be securely and perimanently: acquired. There were always =
N R -~ higher levels to aspire to; but the people at higher levels had the power'to
 ».,; offer not only a ljttle more success, but also complete failure — a traumatic .- *
blow to self-esteem. ~~ " . - o S IR 7Y
, . H men experienced the anxiety. generated by; this.threat, they were not to". -
~ show it. The emphasis on rational communication and decision making’
- meant that all. emotion was considered dysfunctional; and-gareers Cotild be -
. damaged by a shdw of feelings, especially the warmeremdtiogs. In spite of
‘what was known about “positive reinforcement,” it ‘was rarély. used as'a’
o . ‘managerial method: more attention was paid to the punishmént of un-
S S A '_wantedb'ehav_iorsthan_tothereipfqrcementofwantedbehaViors.» Support- - .
. 9 ... . .+ ive behavior of any kind was rare; admitting a need for help from others . -
_ ., was asign of weakness; offering help was"a putdown. | ' . - L
-~ . Organizational disciplines and symbols came to pervade the life of the -
.~ .« . manager. Automopiles, homes, and tastes conformed to thafrequirements .~
“».. .~ of organizational role and status almost as. much as office size and fur-
.. - nishings, The manner-and content of greeting ‘other men, eéngaging in-
oL . g .- smalltalk, and joking became ritualized and differentiated at and between
- -+ . .different levels of organization, in-the same way that communication
SR . . . around tasks or the making of formal presentations conformed to certdin. -
LT - standards. <~ .0 o S g
The above historical sketch highlights some aspects of male socialization
i and organization development to the neglect of others, and perhaps to the k

~ - point of caricature. Though b precise dates.can be ascribed to the over-
~simiplified description given above, it is'intended fo suggest the early
© 195083’ succreding years the demands of organization on men and of
“[HERHI organization have begun to shift dramatically, and this shift is
affecting male roles and relationships, and also changing the character-- .

Y . .. istics of female roles in organizations.?:

* . The impact of these histerical developments on domestic -i_fe_oQéxf aperiod ~\
- of afew generations was dramatic. As the roles of men becgpte more status- - . _ E
. oriented, more performance-oriented, more criented toward organization-. -

’ . + 3 N s, Lt
RERES " AN ? *Historically, the roles of women in organizations are relevant to the focus.of this, - "

-, chapter largely because women came to replace men as ‘adjuncts to managers. Girls
T . were not brought up to aspire to compete in organizations. In fact, girls who excelléd -
% o o 07 7 inschool or were active, competitive tomboys ‘after school, like girls. who appeared to
' e ~ . “have the female equivalent of wild oats to sow, wiere a source of concern to parents
_ . o .. andteachers. Learning to provide the support syytem: that a man needed — to be
v AL -~ . ' -decorative, emotionally supportive, and competent in support tasks like housekeep- -
U . .~ - ing and childrearing -~ these were the important things. During this period the male -
- L -y .. - confidential clerk disappeared ffom organizations. In ‘military organizations male
PR e ~ aides.began to be replaced by members of the women’s services. These support jobs
came to be seen as somewhat demeaning fof men, and it seémed appropriate to-have
- .- . women.in roles analogous in their;supportgie_chamcterist_ics to the wifely role: . -
~.?..‘J . ‘ - l’ . . .
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: 'al success less personally express1ve, and more dlsmphned —-w1th all thé B e

, _attend‘ant qualities of. orderliness, ratlonahty arnculateness, neatness,-
~efflclency, punctual*lty,, conformity, and structure — the demands on
househbld organization became more stringent: [Z{t" was during these years _
- that thie pressure-cooker became popular.) When money and status became
1mportant measures of male success, there wgs increased emphasis on
‘thehusband —father’srole as prov1der af thes’ggommodltles tohis family, -
. and de-emphasis on emotional supportand mterpersona] relations. As his*

A .--discipline and dedication to work increased. his wife seemed to develop -

- . excellence in housekeeping, the management of children, the art of being -
-a hostess and decorative compaition; and in maintaining the family image.
At the' same. tm;e,.the nuclear falmly became more isolated from external
“sources of:-emétional support. Moving. up -in the organization meant
. moving arotind the courtry. Bonds of kinship, friendship, and familiarity -

’ became superficial and transitory. The family became an impoverished

. conflict.

social system, a prison in which the: children had only two significant .
~adults to turn to, and the adults’ had only each othei Families broke up at
an increasing rate leavmg bem»ldered men, bltter women, arid children in

"< During, the flftles condltlons were rlpenlng for tadical change 1n~fa:m‘ly
"I'fe, sex Toles, huinan values, -and organizations; 'I‘he theme,of human re-
- lations had been of concern to’ rhanagement for;s ;some tirhe, but prlmarlly
. with respect to the work force. The spread .of inionism was in part a
response . to- the dehumanization of work and workers, but the human -
: relagons movement was intended moreasa counterforce to unionism than--
~as an effort to make the job worthwhlle ' L : :

_During the forties and fifties there was mcreasmg awareness of the ins, .

adequate bureaucratic principles gpverning organizational structure and

s o proceéss’. As organizations grew larger and more complex, intérnal inter:

e and in developlng

-depernidencies _could no longer be managed by the clumsy hierarchy of -
' authonty—respOnmblhty delegations; for example, teamwork and collabor-
ation among-specialists and .managers was needed for the solution of

complicated problems. And as organizational énvirongpents became more .

dynamic, the awkyvard communication and declslon-méklg g processes of -

traditional fumsfpfbvented them from g arapid; Gt ;.we resporse
- to external changes Not only were organ atlons becomlhg uﬁflt to work
- in, they were hecommg unflt to.work. -

During this peifl.od various orgamzahona] experunents were undertaken

- The ““Scanlon Plan” in which- participants in interpersonal and intergroup.
collaboration were rewarded was ‘one such experiment. National Tralmng '

- Laboratories began to 6ffer interpersonal-relations training for- executives.
A naval laboratory bega h:to hold periodic “rétreats” for its management to

resolve. 1nterpersonaI hfhcts and develop teamwork among the mem- - .
- beérs. The first ma]or’*orgamzatlon- developmept experlments were.con-

ducted at Esso Standard Oil in the Tate fifties: .- , Sor '_

~"All these experunents emphamzed the need for collaboratlon teamwork
.- openngss, trust, and the expression and use of emotion. People bégan to -
L recogmze that organizations had to become less mechanistic and more or-. |

. ganic if they were to be effective: the parts of any thriving orgamsm are =

- fully alive and in good communication withne another and actively in -

- touch-with internal and external environments. Thére weré radical impli-
. catigns for how. men and women would perform theiror émzatlonal roles.

- Inthe sixties, TRW Sy tems a leader inthe aerospace jidustry, was alsoa

*. . leader:in develo few concepts of organlzatlon atrix organization) -

""t. -

= 46' , ‘A

’ ’-1zuggmethods [organxzatlon development)for its . -



'+ .~ meinbers. Matrix organization dispensed with the one:man-ofie-boss rule, -
. -:.:. gequired that responsibility and authority be shared By peopléithther than"
..~ divided among them, and relied on teamwork within.and-bétween many .
¢ groups of sperialists for organization'a__l-é--efffﬁ‘c_:ﬁizéhess.{'.'Qi-'gh"m_"-za'tion de--
... velopment provided members with gpportunities to Jedrh hdw to build "
i relationsHips. with one-"anot,h,er‘that-’w_(fiuld'-'pe_r'r‘r,iif the ofganization to
1. - hunetion."These were “rehumanizing” experiences that emphasized per-
_sonal growth, interpersonal openness, reaching out:to: others'to confront . -
“conflict, or to seek or offer help. Such learnings were:out of keeping with
S _ traditional concepts of erganizational role or maséillilﬁé_i;ble—'-—-forerunners .
it .-+ - - of the learnings that were to _be,borne;r more widespread in the seventies. .

o SOME CURRENT' It ts.not possible to have a perspective on the mﬁlﬁfaéétéa@mnChrWe_ ar.,
o HISTORY ABOUT MEN -ngw’efitering, but some observations can be offered .on recent ‘develop-.:..

e
[ .
s

AR

>

IN ORGANIZATIONS. “‘ménts related to the topic of this ‘chapter — men in-organizations, -
W@, i . The day of the simple hierarchy, chain’of command, or buréaucracy has -~
a0 . passed, and with it the relevance and utility of many of the disciplines; -
-. concepts, and skills:that men in.organizitions learned. Some of the “fun- -
* ¥+ damentals” are applicablé in specific contexts, but they have moved from
. aposition of abslutevalue to.one of relative value. The increasing com-; "
- % plexity.of internal aiid-external interdependencies and thesincreasirgly:*
L tm‘bulentenvxronmentmake unprecedented ‘demands, on managgrs. The -
/-7 - .5ocializing institutions of family, school; and chiyrch-have not kept pace -
. with the requiréments'of organization in the adult workd, Organizations
. " are becomiing tesocializing institutions, providing intensive-contiiuing -
ST e A transforination 'of: values acc mpanies: the acquisition of new organi--
e o oo zationakbskills, Comyetiti n'dmong individuals has become dysfunctional -

A

oy

" where problem solving-¢ 1d the achievemenit of organizational objectives.
require intense collaberation and ‘commitmentto ‘éach. other’s success. .-
- - Intense collaboration requires mare than the learning of Some new skills. B
- It requires. learning. how 'to ‘earn trust and how.to extend it-to others; it-%
... . ':requires personalization rétherthan depersonalization. of relationships’

. .Imeans giving emotional as well &s technical support to'otheis; it involves ‘
- ' learnirig to confront conflitt'wjth others and to resolve conflicts on a win: :
- win basis; it requires the ability'to learn from and with others!it requires
a ‘willingness to transcend the boundaries of bne’s own and others’ job
- descriptions; it requires learming how to uisé gach other’s resources stra- -
- tegically in the accomplishment of shared objectives, All these learnings
_ . imply a change in life values from those implicit in the older concepts.. .
.- " of-organjzation.. = . "o o con

Do ‘_ Lol Control igstillthe central conceri of the.manager. In the past, control was -

.+ - - associated with "aggressiveness and’ domination as an.aspect of male "

.. ".sexism. Under the emerging organizational conditions;. these attributes .

“.. . arelikely tobe dysfunctional. Controlling has become a dynamic; adaptive,”

..="  learning process,.an aspect of organizational communication:depending

o ..} on-openness, responsiveness and trust, on'the one hand, -arid 'on, the: -

Cow ' capacity to process large amqunts’of complex information, on the othef.'

Controlling means continuously Seeking’a strategic. comprehension'of -
comiplicated processes. =~ 7 . U LR D

Similarly, authority and*obedience are no-longer the'c

&7 Tization, just.as 'monéy dnd. statds are no longer adequateas ;i
* -%.-'There is no unitary authority ovér the multiple resources lﬁ vé
.:+. accomplishment of organizatiotial goals, nor can.there be. Men in orgari-; .
-+ . zatibns mustlearn.3 broad Tange of influence skills besides: thedeof cdm-
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-_ﬁ:mand persuasron manrpulatlon, and neggtlatlon They must learn a’
" whole range of collaberative. influence strategies for which there is little
‘Tistorical; precedent how to créate common intérests, how to resolve con- '
flict;on: a win-win qr superor‘dlnate goal baSlS how to- bu11d on one |
__'anothers strengths SR T ST

Iy the area ‘of” motlvatlon psyohlc income is becomxng as 1mportant as. -
money and more 1mportant than tatus. As organizations begin {o demiand <
“'the. full: range of human potential, the’ educational ‘progesses involved . -~
: _j'cause a continuous raising of levels of awaréness.-A new kind of self-
-is s'is.emerging from-the resq)crahzatlon experiences that organiza-
tlons are’ providing for their® members; for example, Gestalt Therapy, _
_ | . Transactional Awarenéss, TranscehdentalMedltatlon LifePlanning, Con-- .+ . -
1, flict Management Personal ‘Growth, Team" Development, Intercultural = =
- Skills, Achie vement and Power. fotivation, Creatrvrty ‘Awareness Train- -
"1ng, é%nscr ness’ Expansron any of these experiences have certain-
L theg,nes and implications in comipon: learning to’ carg for- and nurture -
.|~ oneself;learning to recogmze and accept responsibility - for-one’s choices - -
'rather’thgn prolectlng ‘them onto others; learning to apprecrate the rrghtr .
. " sidé of the brain and develop-latent ;apacities that.were regarded as ir-- - .* |
S __:“ratlonal -and dysfunctlonal (and effexninate!) in organizations — like" R
“7  intuitiong ~nonverbal i imagery, _ernpathlc pprehensron of others, the exis-. . S
* . tence of auras, extrasensory perception, and - energy exchange among - ... i
(o peopley re-exalmmng one’s fundamentaly reconceptlons about oneself, ;.- =
i . » about the meaning of life, abouit rehglous social and moral.values and - ¢ -
+behavior, ‘about war, progress,’ government vand nationalism, about the BT
- roles of women and.men, aboiit sex and race, "ldhood youth adulthood. o
and och age, and- about organizational life. :

* It would be’ folly to claim that these developm fits: have as yet brought-‘ :
abouta revolution in'men’s values.or orggnizationy life or family relation- . - -
‘shipsor relationships‘with women; Most hanagers still feel guilty if they v - "'
leave the Joffice early; most, rhanagers can g‘nue tq Rlay vatiations'of the - - v
‘gamies. they leamed'i'n“collége to impress the professor.at the ¢ éxpense of . .
their fellow students; most managers are still seeking money ‘and statusin ..
the shadow of the fear of failurerather-than seeking beauty m,llfe and work;
most managers: still want-their children:to be good statis symbols; most ’
‘rnanagers still: wantto think of therpselves as good. proXiders for their -
" 'wives and other dependents And asall the above 1mp11es
i are meg " :
- But men are changlng, and by 1o, means solely in response ty changmg_»:._'
. o Y0 womengMany women are, ad]USted to theman-manager of the pagt and are

R AR DR -'alarmed dsdre becotnes more human; many women have rebelled against =~ - .

7 o+ % -7 the.man-manager of the past'and are striving fo become like hiq. But - . o

";. . current and future. orgamzatlonal requirements demand ahigher le vel of . =
‘= human functromng OrganIZatlons need both'men d ‘women wh ’are
SR developmg and usmg all thelr multlfaceted potentl s :

.




4_ Women and the Structure of 0rgamzahons-» B
' '?;Exploratlons in Theory and Behawor o

e . -
. ?

_Th1s is an orgamzatlonal” somety The hves of very few of us are un- °
L touched by the growth and power of large, complex organizations in the "
5T ‘twentleth century. The consequences of decisions made in these organiza- ..
i -tions, partlcu;ar}y business  enterprises, may affect.the availability. of.
1" -goods and. services, the distribution of ‘wealth and privilege, and the -
B I P .‘,3__:,0pportun1t3§w for meaningful - work. The' d1str1b.utlon of functions within
=i . .« - =" organizations affects the quality of daily:life for 4 large proportion of
o ..o %07 working Americans: their opportunities for growth and self-expressian,
- for good or poor health, as well as their daily sgcml yntacts. ‘Thedistribu- -
"%y tion"of power within organizations. affects who benefits, and’to what
. ¢ " dégree, from thethings organizations make possible, and. whose interests
~+ - are served by the_ organization’s decisions. Déspite a prevalent image in
;soc1al science of modern organizations as universalisti¢, sex-neutral tools, -
. sex Is a very unportant determmant of who gets twhat 1n and out of
- orgamzatlons .

i . # . Theways mwh1ch wornen have been: connected to orgamzailons and have -
‘ © . .. . operated within them, and whether these ways differ from those of mien, .
- havebeen undennvestlgated in social research. While there is a relatively
L R large and g growing literature that documents the degree to which women -
. . o ... . are socialized to perform-different kinds of.activities from men (often -
T I activities with less power and monetary reward); theré'has been less attén-
“tion pa1d to the- pattemed relatlons}ups between women and men m

I .,Thls chapter isan attempt to defme d1rect10ns for an enlarged understand-
S e T o img ofthesocmlogyoforgamzatlonsa31tconcems women,and of thestudy
©.%h e e u - of-women as it contributes.to a more comprehenswe and accurate sociol- -
B } "~ -ogy of organizations. The* focus throughout is solely on the United States

.- and largely on the administrative levels of. busmess organizations. In part,’
- this.was an attempt to place limits on an area W1th a'vast amount of luera- ot
ture. But it is also because the administrative issues 6f business tended
_ to provide the impetus for the early soc1ology of orgamzatlons Business -
- organizations, additionally, have great power in‘American society -and,
because they are successfuly are assumed to be squessfully managed, so

e - ol . & 7 7.7 that their organization and management: ‘has ofterr sefved as a model for -
@? ... 77 other systems. It issalso in business organizations that women seem most
& Sy consplcuously absent from posmons of prestlge and power i
By L : :
SRR MANAGEMENT A b Women generally do not hold pos1t10ns of power‘and authonty in organ-
o - MALE CATEGORY  izations, especially in American industgy. Those few women in manage-- -
R T 4 " menttend to be concentrated in lower-paymg positions, in selected fields, -
i Lo in staff rather than'line positions, and in.less powerful, less prestigious. -
" “w . .. ... organizations. In 1969, U.S. Census figures’ indicate that women Consti-.

Sy 0w tuted only 3.25 per cent of the maragers and administrators earning. over.
£ Dol 77 $15,000 per year. (before taxes), and- 2.26. fier’ cent of those earning over -
- "$30,000 per year. Women themselves may make the choice not to Compete

A ‘Women and the Structure of Otga;mzat{ons Exploratwns in Theory and Behavxdr by
w0 . L' Rosabeth Moss Kanterfrom the book Another Voice by Marcia Millman and Rosabeth

R J_}Woss Kanter: Copynght © 1975 by Socxologxcal Inquu'y Reprmted by. permlssxon of
,Doubleday & Company, Inc s . R T ;
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S for managerlal pbsrtlons Eduoated women for? exa,mple tend not to" enter RN
S e fieldsthatare linked to, arig arg preparatigq for, management. Asubstan- "
.~ & tially highef proportlon ‘of fema’le*colvlege r&dyates tEanﬂlnale become. . L
7 r 7 professional, techhicgl, and kmdred”wor brs rat.her anmanag@rsdnd - - -
L e e admuustrators,,f’or instance’ (7.4 pe;tent as opposkd to 589 per cent — s L

“Bureau of the Census, 1g73a] Wornen witly: doctoratgs generally dg bt~
take them ih management—related frelds ds figures on earned ddctarates -
in the United Sfatés between" 1960 1"969 indicate.! Atjeasta portion of |,

# the evidence-that wmen Bayn- les:lhan men can be gccounted orgbfthe -
-~ fact+that wemen hold dobs carrylng less®ay ‘éven in’ well—paid helds like -~ - = ..
"+ splnagement. B@reau of Labon Statistics- figlires indicaté that in 19gp thes £« -ur
fmedran anntial earnin Sffemal’e managers and admrmstratoy (exclud- T
ing farm administrati6iy were anound h&iBf that for men,’even in fields  «.5° .

% 5 .;gnch as ‘schoolfadministration and .wholesalejnetall trade, where @ale' D

admnmstrators are’clusteréd. Atéaent natébial personnel suryey,,of 163 -

e, UL /companies discovered that the farther up the managgr&ent ladder, *
evenuscgr e1*are the womien.dn over half of the.gompanies, women held - -
o - - . only:2 per cent or less of the flrst-level supervisory-jobs (including s
S L f:fposmons as nanager of. secreta;les) iin threg-quarters of the compames,.

) ‘ . g women held 2 per cent or fewer of the m1ddle-management ]obs and'ift -
7 '_over three-quorters of the comparnies; they held none of the’ top-manage-
4 T ]obs (Personnel Policies F orum, 1971)." LA

: ;The few . management women are.also clustered u§1 partlcular’lcmds of
orgamzatmns The Personnel Pohcles Forurm survey fount that: women
2 WErg proportlonately more represented in’ management in nonbus ness
_rather than in business organizations; and, within business, in nonmanu-., -~ - -_
.o,z facturing rather than'in manufacturing enterprises. A 1965 Harvard Busf. .. -t
.2 .7 " ness Review survey of.1,000 male and 900 fefnale executives (the men’ . . '
vt o7+ were drawn from the HBR: readershlp,but there wereso few womenamong =
f¢, . = top executives. that separate lists had to be used to.locate them):found
~ % - women disproportionately” represented in thes management of retail/ .. .
, "wholesale trade (merchardising . f1e1ds] and advert'isr , 'whereas men~ - .. ®
- . were disproportionately represented in thebinanagement.of banking/in- "~ % .
« . . 'vestment/insurance companies (financial concerns) and indistrial goods ™ -
' manlhfactunng (Bowman, Worthy, and Greyser, 1965). (Calculahonsbased;v I
on 1969 U-8. Census figures confirm the clustering of women managers . - - . .
“... in retdil trade and, sg@ices, including stenographic.services,and men'in =~ = "
T manufactunng 2) The HBR respondents further, felt that opportumtles for .
2 . .. = . -women ih management lie only in: education, the. aﬁl’ts, social services,
ape. - 4 retail trade; office management, personnel, work, afid nonmanagement' TR
e posrhons One-thlrd of the resporidents felt, as of 1965, that there wereno . - & :auge
. ¥ . gpportunities forwomen in the nmanagement of labor unions; construction, =
- "0 ... ¢ 'mining, and oil | companies; industrial goods manufacturing; p‘foductmn, : -
. .and. top: management dry general (Bowman, Worthy, and Greyser, 1965).. Lie
. 1 . The HBR survey is also suggestive.of the concentratien of women in staff ° .. =
e L posxtrons%where they tend not to have atithozjty over subordinates, or. in
» o . “low-status areas: Women in the HBR study were heavily represented in:
Lo A '.‘lgarketlng and-office: management (39 per, cent and 40 per cént of the .
' - female respondents, respectively, as opposed tH:16 pet cent.and 3"per cent ;, |
A . - of the males, respectively) and underre'glresented in general' management * * - *
Lo Lk o0 7e (10 per cenlt of the women, compared with 40 per cent of the men f_alhng »o
© .o et into this category). Simjlarly, the women were d&sprdporﬁonately found
oo gy poin-small (and hence less- powerful or. statuéful) orgﬂnzahons -
- o " These data stiggest that women are v1rtualIy absentfrom. the management "’ X
. - of large industrial enterprises and present to only a shghtly greater degree
- in the; management of reta11 or busrness-support ser\gpe orgamzatrons

e e et T e g
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&S " " Eveninareasin which the warkers are likely to be female; their managers

= . arelikely to be male. The nuinber of male and of female bank tellers in - -
.. '‘theUnited States in 1969 was nearly.equal,for example (255,549 men and
e+ - 220,255 women), but*‘bank officers and financial managers” were largely .
AR R -~ male (82.48 per cent male and 17.52 per cent female). Office workers are
s - .. largely female, yet office managers, a relatively low-status management., ' .-
e .. Dosition, are still more likely to be male than female (59.64 per cent male,
e -~ .- .40.36 per cent fenal€} (calculations based on figures of Bureau of the
Lol .. Census, 1973a). . S ey
R ©. -~ 'We need to know the batriefs:to women'in organizationgkleadership and. -
Ve e 7 also what difference their presence makes: how culture and behavior are -
o . . . shapedby the sex distribution of managers. The behavior and experiences -
R I - ofthefew women in management and leadership positions should be ¢on- -

* sidered as a function'of membership in male-dominated settings. (Some of

- 'the findings of the few studies done to date are reported later.) The politics

% - ' s . andinformal networks of management as .influenced by its male member-

LB .-~ ship should be further studied — e.g., the degree to which managerial

‘" . aswell as-worker behavior and culture is shaped in part by the traditions, |

, R e ‘emotions, and sentiments of male groups.3 How the culture and behavior " -
. v . i of management is affected by (or reflected in) the sex ratio of managers is

- .~ also important (e.g., how retail or service organizations differ from manu-

. facturers), as well as the influence of the sex composition of management

g - »* .- on its relations with other organizational strata.

.- OFFICE'WORK: ‘Women .are ‘o _clerical lgbor as men are to management. ‘According to
- FEMALE FUNCTION . - Census Bureau data, there were over 10 million female “clerical and kin- -
= 7 o dred workers” in the United States in 1969, 73.78 per cent of the total =
- . employed workers in this category. Men in the clerical labor force tend to
- be concentrated in“afew, physically oriented occupations where they far . . .
- outnumber . women (€omputer operators, messengers, mail carriers, ship- -
ping and recéiving clerks, and stock clerks). The rest of the occupations,
~ -the core of office work, are heavily female. Women comprised 82.14 per - -
cent of the bookkeepers, 81.84 per cent of the billing clerks, 68.96 per cent
o .- .of the payroll and timekeéping clerks, and 82.08 per cent of the file clerks. _
U © » - ,Insecretarial and related functions, men are as underrepresented as wom- -
o 4 .. .en are in management. Women comprised 93.46 per cent of the steno- -
SRR o graphers in 1969, 94.18 per cent of the typists, 94.65 per cent of therecep-
T . - tionists, and 97.71 per.cent of the secretaries. In fact, these four positions
- . - . account for nearly 40 per cent of the 1969 female “clerical and kindred "
4. . . worKers”; secretaries alone accountfor 25 per cent of the 1969 fernale cleri- -
St e C cal labor force (calculations based on Bureau of the Census, 1973a). Labor: -
s : % .., .. Bureau statistics for 1970, calculated on a slightly different basis, show " -
¥ 0% " . evenfewer men in$uch positions: of the category “‘stenographers, typists,
% .. 7 .. " "and secretaries,” 98.8:per cent are female and only 1.40 per cent are- - .-
T R . male (Bureau of Labor Statistics, 1971): Work ifi"America (1972), a task . .
@ ¢ 7 forcereport to HEW, has concluded that the job of secretaryis symbolic. - - -
: .. 2 of the status of female employment; both qualitatively and quantitatively. -

..
[~ I

L e .+ Office jobs for women have low status, litife autonomy or opportunity for -
\3‘ . i %= ... .growth,and generally low pay. % - * . o

en did not always dominate the clerical labor'férce;,‘office workin the . .

L R - - mnjeteenth century was first a male job. The same tyrn-of-the-century L
% .. ... . period(1890-1910) that brought large drganizations anigithe growth of the - ¥
Lo om0 “prbfessional managér also witnessed the emergence of the modern office,
S * with its inyention of mew roles for,women. The three-person office of -
R * .. midinineteenth-century Dickens novels was socially reorganized intg -
o - \ . .= . departments and functional areas headed by office managers, and this ..
T co o i L K . S :',", : o . R é;,f:"_ 4.&,:,.“ : . -z%‘ o
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.. change — itself a product of bureaucraticization and machine'technology
* — permitted the massive introduction of office machines. Though in-’
" vented in the 1870s, the typewriter was not widely used until the twentreth
. century; but from 1900-20, office employment rose dramatically, and

R

,typmg soon became women’s work (Mills, 1951:192-93).

The rise in the employment of women'in the offlce around the turn of the '
- century was-dramatic, and it corresponded to a large decrease in “house-
"hold occupations” (servants, dressmakers.- and seamstresses outside of
~ factories, and laundresses) In 1870 the “clerical group” (clerks, stenog- -
. raphers, typists, bookkeepers cashiers, and accountapts) accounted for.
-less than 1.per cent of the women ‘employed outside of agriculture; by -
1920 it accounted for over 25 per cent of female nonagncultural employ-- -

ment (Hill, 1929:39). In' 1880 the proportion of women in the clerical labor

- force as awhale was4 péer cent; in 1890, 21 per cent (Davies, 1974). By 1910,

women were already 83.2 per cent of the stenographers and typists; by °

ﬁﬂ/ they were 91.8 per cent.of the stenographers/typists and 48.8 per
“cent-of the bookkeepers, cashiers, and accountants (Hill, 1929:56-57).

‘Between 1910 and 1920 the: number .of female clerks (excluding store:

clerks) quadrupled; female stenographers and typists more than doubled

(Hlll 1929:33). Shghtly more women were still employed in factory than,
*_in clerical jobs in 1920 (about 1.8 million andy 1.5 million, respectively), -

. - butless than 1 per cent of those 1n'1ndustry could bé classified as managers, -
. superintendents, or officials (calculations based-on Hill, 1929: Table 115).
The growth of modern administration brought wpmen into domination in

the office but absent in managemesit. Whereas factory jobs were divided

‘between men and women;(though often-sex-typed) clerlcal ]obs rapldly
' became the work almost exclusrvely of women

T6 what extent was the nature of offlce wark and the structural posmon of

~:office workers in organizations shaped by the “feminization” of theclerical -

labor force? Did the nature of this organizational status come to be defined .
in sex-role-appropriate ‘terms,* and did the emergent relations between

office work and the:management for which it was done reinforce the female

caste of the forfer and the masculine caste of the latter? Did the sexual

~ stratification of these two organizational categories constitute a barrier to
mobility betwegn: ‘them? Sociologists have tended to neglect these ques--

tions. Studies of the history;of the office, the social relations it entailed,
and the structural relations between and within categéries of clerical and :
managerial personnel have generally not.been included in studies of

neering studies include C. Wright Mills’ White Collar [1951], Nancy Morse
[1953] on job satisfaction of white-collar workers, and Michel Crozier

- [1965] on Parisian insurance office .workers. Margery Davies’ -work ig+
~ progress [1974] considers the socral unphcatlons of the' fem1n1zat10n of the
- clerical: labor force )5 , . . ,

The secretary may be a prototyplcal and prOtal role to exarmne‘ research

~ should consider the place of this job in the clerical hlerarchy, its relatlgns
~ to management, and whether its role demands bar Women from moving,

into management positions. Even though private secretaries represent
only a small .proportion of the female clerical labor force, thlS*pOSltlon s

. sometirmes the highest to which a. woman office worker may aspire —

. the best paid, most prestigious, and for secretaries of executives; one with

. “reflected power” derived from the status of the'manager. It is alsothejob .

in which there are the most clearly defined male-female relations — the
private secretary-has been called an “office wife” (Mills, 1951; Bernard, -

1971}. My fleld work in a large New York-based corporatlon 1nd1cates

e

- modern organizations.(Miller, 1950:303; Crozier, 1965:15). (The few plO- T

e
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 that'the traditional secretary-manager relationship has striking parallelsto -
Weber’s definition of “patrimonial rule” (Bendix, 1960:425), even though =
this relationshipoccurs within organizations that social scientists have.”" '
e , ‘ .. assumed generally fit Weber’s “bureaucratic” model. The relationshipcan |
- % .7 .. - bedefined as “patrimonial” to the extent that managers make demands at L
. . : . their own, discretion and arbitrarily recruit secretaries on the basis of ¥
appearance, personality, and other subjective factors rather-than on skill,” " :
~expect personal service, exact loyalty, and make secretaries part of their
o © private retinue (e.g:, expecting them to inove when they move). Further,
" . . ... - -‘segretaries in many large organizations may derive their status from:that .-/«
o M - of their boss, regardless of the work they do; a promotion for a secretary, "
-~ may mean moving or fo.@higher-status manager, whether ornot herwork -
_ -~ ..+ ... - changesorimproves:’ Thereé may be no job descriptions, as there are for :':'
&+ .. 4 "~ ' managerial positions, that help match the person’s skills to the job .or :
T e ., .insure some uniformity of demands across jobs, so that there are often no
- .- safeguardsto exploitation,.no standards for promotion other than personal
e relationships, and no.way of deterrmining if a secretary can be moved to i,
' - anotheryjéh (all barriers to mobility out of the secrétarial ranks forwomen).8*
The relatibn;qf:@fhé secretarial work.force to management may be one of.
status in addition to function; e.g., secretaries may be chosen for the status -
, . : they.give their bosses in having educated, attractive secretaries, whether
oL s L or not their skills are utilized, and acquisition 6f a secretary may be a status
SR -7 -, symbol in its own right in many organizations, signifying a mariager’s
o ~ importance® - - . L : ‘ Co
: - ‘Within the organizational structure secretarial positions ate probably the - .
~ most dramatic example of the much larger issue of the relationships . -
between sex-typed roles. But the whole problem has, nevertheless, been-
largely neglected in organization research. Let us turn toa re-examination

.. of historical models of organizations to see why.

EARLY MODELS OF  The period 1890-1910 brought what Daniel Bell (1957) has called “the..."-
- " ORGANIZATIONS:  breakup of family capitalism” — the beginnings of corporatemerger§and . .
' MANAGERIALISM AND  finance capitalism (through bank intervention), which inéreasingly took> =
A “MASCULINE (at least-daily) control out of the hands of owners and put itin the domain
' ETHIC”  of professional managers of Jarge organizations./Iri 1941-James Burnham
-+ -7 maintaingd that "th_e’:characgﬁr of twentieth-céfitury economic. organiza-
T tio,nal'__;% was .determined by this-“manégerial revolution® (Burnham,
ce 1041 M fet?ér_ot;;ngtl-éhﬁii@l}bw:lers’actually did fade into the back- -
.. ground,a poinf of Some dispute (see Zeitlin, 1974), the rise of large organi- .. ' *
‘. “".zations created 4 new and growing profession, with an internal decision~- -
making monopoly and authority over those withinthe organization. -
T he advantages, authority, and control of the newly prominent managers -
Jequired explanation and justification (Bendix, 1963). The new. career
- managers lacked a class position buttressed by tradition that would-pro-
.. videgrounds for legitimation, seeking it i d in the increasing profes- .
- sionalization of managément, in the developfient of a“‘spirit of manageri--

o
S0

; . . alism” that gave ideological coherence to the control of arelatively small -~
e L . and exclusive group of men over & large group of workers.1 A social
V&8 . - . scienceboth of management and of organizations grew with the growth of
E o T large organizations. This early organization theory aided legitimation of .-

ke ' PR - managerialism in several ways: first, by accepting, more or less uncriti-
. . ’cally, management’s definition of itself, its ‘tasks, and its importance; .

second, by providing both concepts (ttirough-research and writing) and an
~‘academic base (through schools of administration) -that confirmed thé .
power and perquisites of managers as well aseducating them tomanageri-

.‘alftheory.1 o L . o T
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" The class or1g1ns of early-to-n‘ud twentleth-century top-bus {1ess manage- ‘-
" ment — largely white, Protestant-men from elite schools— and the con-.
: "n.ecnons of such a social base with managerial ideolagies have been rather ,
" extensively documented (Burnham, 1941; Miller, 1950, 1952; Warner and . _ f
. Abegglen, 1955; Sutton et al., 1956). Given the virtually all-male occu:.
- pahcy of these positions, it is worth examining whether sexual status, in
conjunction with class and ethnicity,.was also_reflected in managerial
o 1deolog1es and models of organizatiojthus helpxng sohdlfy the already
~apparent sex stratification of organizations.

A “masculme ethic” of rationality and reason can be 1dentxf1ed in the early
.7 -image of mariagers. This *masculine ethic” elevates the traits assumed to .
¢ ... -belong to men with educational advantages to necessities.for effective:
' .- organizations: a tough-minded approach to problems;-analytic. abilities. + -
to abstract and plan; a capaéifyto set aside personal, emotional considera-
. o .. tions in the interests of task éccomphshment :and-a cognitive superiority °
e - in problem solving and dé¢ision making; esé‘&charactenstlcs’Were asy
- ' ',sumed to belong to management in two axly- modeis of .organiz tic
...~ This view-both supported managerial authonty an gerved asii
e 'bhndfolds lumtmg the utility of:the models for ocxal research

lv\;

RATIONAL MODELS _Soc1al science first cameto defme modem orgamzations as ratlonal lnstm-
.+ .77 ments;oriented to the attainnient ofspecific goals, in which th'ésvﬁnequa]
~ distribution of authority aided effxcxency (The classical “rational” modbls~ :
*+» - have already been criticized: from a.variety ‘of perspectives, so that few - R
. social scientists today. would. actually agree to such limited def1n1tlons of o
e o orgamzatlons See especially Argyrls 1957,71972, 1973.) ’. '
R S Durxng the same turn-of-the-century period that generated the growth of" o
PR . " large organizations and profess nal management Frederick I. Taylor - 4 - -
introduced his theories of “scientific management” (the label was applied - |
by Louis D. Brandexsm1910] to American audiences, becomingabusiness . - .
. consultant and prime creator of “classical” administrative theory Taylor's- ~
' premise was the apphcatlon of the systematic analysis of science to man-
. agement methods, emphasizin ing routines, order, logic; production plan-
" ning, and cost analysis (Taylor; 1947; Tillett; Kempner, and Wills, 1970).
- His ideas influenced task specialization, time-and-motion: studles, and. . : -
A : - assembly-line philosophies. Taylors work -also SUpported professlonal P
.+ 7. management at a time when unions were ga1mng instrength and .em- - e
"~ ., - - .ployers were waging m111tant antiunion campaigns (Cochran, 1957). Tay- I
N lor separated technical ggility to perform a limited task from cognitive :
+ . - ability to abstract, plan, and logically understand the whole process; the
S - latter was the special ability of management Later Chester Barnard (1938)
SRR modxfxed the idea of rationality; his-conception of the rational orgamza-'
" tion was based on information and decisions rather than on routines and o o
,the orderly structuring of positions. He stressed communication (includ- .~ - -~ %!
~ing informal channels) rather than hierarchy per se; but the néed foraclass - T
C .~ of decision makers was clear, Goals were the special responsibility of the
. .- . manager, whose functions included abstract generalizing and long-range -
&% " planning. Authority was a necessary by-product pf these decxslon-maklng ’
..~ functions (Tillett; Kempner, and Wills, 1970). [I‘-Ierbert Simon has con- % .
- tinued this- tradition.) . '

Early organization theory thus developed ratlonahty as the central 1deal_ Ta

- of formal organizations and hierarchy as the central structural principle.. = R

" Organizations were considered tools forsgenerating rational d@,msxons and . :

_ X . -plans. Workers were motivated to, participate on utilitarian grounds and ~ . -
N . 7. could contribute specific skills, but the real effectiveness of the organiza-
B thl’l was seen to he in the efforts of management to des1gn the best. ‘way -

“,

';




tions thus was-oriented toward, and assumed to be capable of, suppressing
S irrationality, personality, and emotionality, and people who had thesg
. . unfortunate characteristics. were devalued and kept from influencing t
- otherwise flawless machine, For. Weber this gavé bureaucratic organiza:
- tions their advantage of efficiency over other types of corporate groups:
- - bureaucracy was the truly “passionless” organization (Gerth and M
1958:215-16).12- - . L ' ’

- The development of the ‘classical rati&@al_model-li'mited research

- theory in several directions. The model assumed that it was possibl
design or engineer efficient structures, given specific, measurable:

. In emphasizing the goal-directed features of modern organization:
- sideration that in itself posed analytic difficulties,’? it in turn
 attention on the visible, public-role players, the officials with the

- “speak for” and decide for the organization. The focus on goa
SR e  legitimized managerial authority on other than political grounds or;

~ agers were conceptualized as:the keepers of the “goals;” while;w

' were seen as free to act in terms of their own.self-interestalorie
 sion of the concern with goals and measutes of qutput And’ Was
of their connection‘with the spécific goals and/or iergl{ictibn
.+, | deryice ormaintenance < were generally ighored in analysi
""" conicentration of women in such maintenance-suppgrtfunc
- demands of their Toles, their particular strugturat situation, an

that the relative importance of sectors:of an orgamiatibhl\v&as see ﬂterbms
that segmerits :of the $ystéifi contributing in-6ther waysi— €,
work, it was likely that the position of women and cther such

" # . =7 ¢ .tribution to the system would be underexamined; as ‘indeed ‘these iss;
e - - have been in the organizational literatuse. Much researgh in the
- 'model tradition emphasizes-either, structural‘design
ST .  janalyses of such.issues as communicationchahhels ;
L .. veitical linkages. Wider issues of organizational stratificati
: ©*~ . tonarrower issues of the number and types df positio
B I linkages, were generally not considéred. Fin: ‘
S - - . supported managerial authority and a mascul;
/organizations were being defined: as ‘sex-n
/ principles were dominating their-autherity s

2 P2
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- -HUMAN-RELATIONS & The 1930s and 1940s gave rise to anothermodel of organi
.  MODELS - of researchers. working with’ E}ton Maya at Harvard:)
S - beginning in the mid-1920s, discovered:

- primary, informal relations among work
- (discussed later in this article; see'also

L

~ .. Mayo, 1933).1% This generated the con
R - include the emotional, nonratichal,’
-behavior in organizations, the. fjes
" “Formal organization” came to refer t
. sical modél, i.e., the organizational
~ positions, functions, division of lab
. " organization chart, distribution of materi:
official rules; “informal organization
. o - . among workers beyond the formal on
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“the, actual behav1or resultlng rom workmg relatlons rather than rote-'
‘obedience to official Tules (see Etzioni, 1964:40). The human-relations

. model assumed that people were motivated by social as well as econemic -
' rewards and that their behavior and attitudes were a function of group

.. membershlps The model emphasized the roles of participation, com-

~ munication pattems and leadershlp style in; effectfng orgamzatlonal out-

‘comes. - . .. '

“While 1nt1'odUc1ng social con51derat10ns and focusing on the human 51de.

. of organizations, the human-relations analysts supported the concept of
. managenal authority and managerial rationality. In Mayo’s view, workers -

* were controlled by sentiment, emotion, and:social instincts, and this. "
phenomenon needed to be understood and taKen into account in organiza-. .

. tional functioning. Managers, on the other Hand, were, rational, logical, -
‘and able to control their emotions in the intérests of ongamzatlonal design
(Mayo, 1933:122). Though the emphasis on informal, social factors could

E S . mnotbe fqrther from the factors considered important by scientific manage-
Y o -~ .~ ment,the view of therole of management in an organization was stnklngly
- B - similar (Bendix, 1963:312):1f the human-relations school’s meteplwr was
the “family”’ rather than the “machme of classical models, thé ¢ ‘organiza-"
tion was still‘thought to require a rational controller at its head. A con-
sequenceofthls perspective, Reinhard Bendix has indicated, ‘was a simpli-
- fied version, which viewed the successful manager as the ma.r{\ who could |
.-control his-emotions, whereas workers could not. Bendix quiqtes a 1947
- management manual: “He [the leader] knows that the master-of men has
. physical energies and skills anid initelleéctual abilities, vision dnd integrity, ©
nd he knows that, aboie: aIl" 'ﬂle leadea:“must have emot10na1 balance. and:.;
_¢ontrol. The great’ leader _..,even—tempered when others rage; brave when -
. others fear, calm when others are excited, self-tontrolled wheén. 6thersii.
indulge™ (Bendix, (1963 312] He found a. stnkmgly similar description of'#
the supenonty of the manager lying in the manager’s ability to control
fus emotions, in a 1931‘volume. Ones does not have to look too far beyond -
wich statements for the basis of the viewpoint of some managers in a1965
urvey that women ‘were “temperamentally unfit” for management be-.
ause they are too emotional (Bowman, Worthy, and,Greyser, 1965).

Furthé,r' the literature on informal orgamzatlon "dexived from the human-
: ydel, though 1ntroduc1ng ‘nonrational” 8lements into organi- -
or, in practice turned.out largely to support the rational ",
inal system‘ Roethlisberger.and Dickson as well as Warner
iished in their:writing ‘between the managerial elite’s
nd the workers’ logic of sentiment. Informal organiza- -
iedimore often amon&workers or between workers and -
the impression that only workers have informal ties —
agers, donatis Gouldner, 1959:407). There seems-to be some support
: ‘model; too, then, for managenal authority and the -
dtteristics of the “masculine ethic”” with management.

based on the human-relations model proved lnmted

.d

s

ependent of task, functional, or structural relation-
ational units, power and status outside of the group, -
tiral ‘backdrop. Thus, many studies considered,. to be
were conducted in the laboratory in artificial
the field. Findings about group cohesion, or’
, for example, were assumed to be generalizable
rg-of-kinds of groups, regardless of the complexities of
i "1n wh1ch relatlonshlps in real orgamzatlons mlght

:nded to focus on informal work-group relations in - '



e ... Such, then, was. the h@sto'rfcal legacy of American,,‘c_';rgani'za"tion, théory.
- . _.o... ... 7 .- Theearlyrational and'h’l_fman-relations models tended to support a mana- =
P - gerial viewpoint that, in turn,can be séen to have latent functions as a“mas- -

culine ethic,” congruent-with the nearly exclusively male occu-
paney of the newly prominent careers in managgment and administration.
" The focus on managerial rationality. could also justify the absence of
- 'women — the bearers of emotion — from power. At the same time, these ...
: - . leanings of.traditional organization theory also’ had intellectual cofise:
<t . quences, limiting its-analyti¢ perspective. Larger issues*of e
S ~ ° .organizational structure and- stratification and their- relation to ‘social =
- wplacement in" the Jarger society,, the:differential distributions of men ~ ..
0.+ and womer, and the'consequences of these for organizational behavior — -, .
1 these questions were largely unnoticed. If the statis quo of power in. .+
S ©. . organizations and women'’s disadvantaged position 'ﬁ’ra‘s_supp’orted, itwas
e  as much because of intellegtual blinders as because of deliberate in- -
e tent. Theorists did not necessarily want to neglect women or keep.them - '
..+ iyr their place, but the theorists tended not to see them because of the .7
A 7 limits of the early models, and the theorists tended to assume that wormén -
'~ -wefe doing just'what they ought to be doing: the office housework. %:"
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Ty A-STRUCTURALIST - 1t is now time for use. of a newer, more eclecticand integi:été,d model, -
"~ . . PERSPECTIVE ON: . one that can examilig structural issues in organizations and their.conse- -

- WOMEN AND . quences for behavior: This more zecent model, which Amatai Etzjoni has

* ORGANIZATIONS termed ‘‘structuralist” (1964:4%) (though it also encompas¥gs the '

o IR work of Argyris, Katz and Kalin, neo-Marxists, and others),: wWses . . -
o0 o 7o tself to the weaknesses of the earlier..the”or.ies'and'i's_‘qapabl-g;__'of offer- . -
v R .. ingenlarged understanding of women’s position and behavior in'organiza- = - -

Y sx' . . ... tions. A structuralist perspective views the -organization as'a‘large, = .
P T ... . complex social unit.in which many groups-interact. These  groups-are -
S . o+ defined both:by:their ‘fortal (task-related, functional) and inférmal =
IR .0 BP0+ connections and-différentiat ons. The rélative number and power of such” . -
‘' . organizational groupirigs, their’tasks, and the ways in which they-come™ ™
into contactshdpe the nature.ofithe organization. Groups may comprise
- v different: strata, like differenfsocial classes; with interests and:
&0 values potentially in conflict, and integration between. them’ limited -
‘... by thepotential for conflicts of interest. These with power wield it'in - . "
-7, . the interests of their own group .as’well as perhaps in the interests of - -
. 'a6  the system as a whole (though in this model it-is often difficult to define® :
ﬁ such collective: interests). Self-interest, including material self-:
.interest, is considered as potentially important as social needs, so that
 the formation of relationships should be seen in the more political sense of

w

- . advantage to the person as well as in the human-relations sensé of social

- - satisfaction.. Further, people are viewed as' members of groups outside - :
S § . - as well as inside of the organization, which both help to place them . .
e .- 7 = within the organization, give them status, define their involvement with . L

_it,’and may or’may not articulate with the organization’s interests. ..\ -’
R Finally, the tasks of the organization and the tasks of those within it~
T ‘4 . . (the division of-labor) -aré-important because they define the number, . - "
., ¥~ 7 " interests, and relative arrangements of organizational classes as well

as how informal relations may articulate with formal emes. =~ . = °
The “sex-typing” of occupations and professions issrelatively well =~
- known — the fact that many occupations are nearly exclusively filled -~
by members of one sex and come to have a “gender;” to be described in
-+ .sex-role-appropriate terms. But to fully describe the position and
"~ behavior of women (and men) in organizations, we must understand not . -
only their typical occupations (e.g., manager and ‘secretary) but how -
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. these are reluted to one another and to the larger context of the orgamza-. B
~tion ‘as a.social structure. Occupations carry with them membershlp in
particular: organizational classes: Each class may have its owri internal
“hierarchy; polltlcal groupings and allegiances, 1ntéractronal rules _
. ways of coming into contact with other classes, promotion rules, Iture, .
- and style; including demeanor and dress.'s In many,organjzatigns, man--

¥

i
Bhe
W

e orgamzatlonal classes,  with" separate hierarchies, rules, and reward .
structures, and prachcally no" mobility between them. The, manageri-

L -7 alelite has the power and a group interest in retaining it. The position - -
A% 0 " ofclerical werkers, on the otherhand, is -often anomalous: in cdhtact with
e 5 - * - the organizational elite, dependent on, and in service; to it, thus facili- -

“rtating identification with it, but similar to other workers in sub-

'ord1natlon, lack of autonomy, and sub]ugatlon to rout1ne (Crozrer,_t" c

1965). .

. . The economic concept of an 1ntemal labor market” (Doerlnger and Plore, o
+1971) is' appllcable here ‘When. -womgn enter an organization,: they arég:

"7 of personnel is governed by hiring, prorﬁohon andlayoff ruleswrthrn eac
"L structure,-as well as by "surtabthty ”"as-defined. by the customs of each
' 'separate wo’rkplace And ability in one workplace {is‘not always transfer:-"-
* . able to othérsi:what leads:to siiccess in one may-even be dysfunctional -
for mobility. ’to another The' rules of the internal'laber market, Doeringer -
- and Piore- theonze, may vary | from rigid and intérnally.focused to hlghly‘:_»
_ . responsive to externaleconomic forces; rules also vary among organiza- '
.~ tional strata. They argue; for example, that there is a tendency for man-"
"+ ragerial markets, in; contrast with other internal labor markets, to span more. -
than one part of'a‘company, to carry'an 1mpllcrt employment guarantee;
and to reward ability rather than semority (1971:3).But women participate -

- Their *“typical jobs” in the office carry with them'not only.sex-role de- .
‘'mands butalso placement inaclass and h1erarchy that 1tself 11m1ts moblhty S
- into’positions of -power. " :

", The issue, thus, is not'a mere d1v1sron of labor between women and men
A .- butadifference of organizational class, at least on the administrative levels -
“« . -+ of modern organizations. Simplistically, women are part of a class fe-
EE ' - . 'warded for routine service, while. men compose a class rewarded for:" -
" decision-making rationality and’ visible leadership, and this potential = -

o << . - phenomenon constitutes the structural backdrop for.an understand1ng of .
: .7 . the orgamzatlonal behavior of women and men. '

" Even thotighitis largely ignored in the orgamzatmnal beha\nor llterature i

. sex can be seen to be an important variable affecting the lives of groups,
.- given the s1gmf1cant differences'in the positions and power of women and
S . men in society and in organizations. The sexual composition of a group
.7 .. appearstohave impacton behavior around issues of power and: leadershrp, '
SRR '~ © _-- - aspirations, peer relations, and the relative 1nvolvement/v1s1b1hty or 1so- ,
' latron/ 1nv1s1b1hty of members ST . ,

SEX AND .- Does a group of women behave d1fferently from a group of men? The '

ORGANIZATIONAL_:_"_ * situations in which women and men finid themselves ure often'se different -~

EHAVIOR: FEMALE = that common-sense observation indicates a differice in hoth themes and "~
. _ANDMALE process. Orgamzatlonal research on the’ otherhand has generally treated -
ﬂlGLE-SEX GROUPS' - all-groups of participants ot workers alike; for the most part not d1st1n-',_v _

‘guishing sex as a vagiable, and therefore: 1mphc1tly; assumlng that gi T :;-i_( o

does not make a d1fference in orgamzat10nal“behav10r — re1nf0rc1ng

dgers ‘and clerical workers, for example, constitute two’ separateif-z"- o

.-in a different labor market than men, even within. the same organization.” - -

. membership affects even those found otitside their own sexual class. This o '



% 7 units in the third), expérimental manipulations (likéfewst pauses)fand

5 .
BSOS PR
T, .

~.»  ismand a “cosmopolitan” rather than a local orientation. The exception.

.- :ships, in contrast to the male themes: competition, aggression; violence,

.v_'.“-. . ::

g N

- 7 mistaken idea:that modern organizational life is universalistic and sex- " : - -
-+~ neutral. Yet, even in the classicstudy that first discovered the importance -
- of small, primary. groips in worker behavior and opened the"study of = " -
-, - human relations in organizations, the sex'of the groups studied variedand
.~ ‘may have contributed to the different sets of specific findings: The experi- .
. -ments at the Hawthorne plant of Western'Electric in the late 1920s and =~ "~
~ early 1930s developed the concept of informial organization by indicating .
“how important a role the small group might play in worker productivity - .

' V.(_cf;Roethli_sbérgér'aridlDickson_,19'39). These researchers have been exain- .

- »in€d and re-examined for all possible explanations of the findings; includ- .

. ,” ing, recently, operant conditioning (Parsons,*1974); sex composition is, ~

~+ to myknowledge, not mentioged among them. Three small groups were: - -

- studied. In two sets of conditions, the Relay Assembly Test Room and the*: >
Mica Splitting Test Room, wprkers encouraged each other in raising pro-: -

. ductivity, and believed that their efforts would be:rewarded. In.the third;

tem that discouraged “rate pusting” and kept productivity dtaneven kéel, . .-
».~ Dartly-out of-a mistrust in management — the belief that increased-pro-
“ductivity would result in highet expectations, not higher'rewards. Thére . -
““~were differences’ among the three sets’ of-condflions in size of ‘group
(fourteen in the third, vs. five or six in the first and second, depending.on’
. how the team is counted), nature,of thé task (a large number of upits-
.- processed by individuals in the first two conditions, a small number of

.~ - the Bank Wiritig-Observation Room,: workers developed an informal §ys-: ;

“laboratory’ vs. *“natural’’ working conditions, But-andther striking“dif-~ |
ference is:sex. The firsttwo sets ofgroups, co-operative and trusting of
‘managemient, were all female. The third,~'cour-iterdep§n’d_eht‘, aggressively -

 _controlling, and suspicious, was allmale. - . - " . PR
- . Thereisalso evidence, if we reinterpret pther studiestot explicitly focused
~onsex, that women in female groups may, be more;oriented toward im-
mediate relationships than men in male groups. SeVveral studies of male _
professignals in organizations found a correlafion between professional- - -

_ was a study* of nurses by Warren. Bennis and: colle4gues. In this’fernale
-~ group, the more professionally oriented nurses “did not differ from others
intheir loyalty to the hospital, and they were more apt than others, notless, /.-
.. toexpressloyalty to thelocal work group” (Blau and Scott, 1962:69). While . |
"~ ~ Blau and Scott-conclude that this is due to the ftnited visibility of the = -
" nurses’ professional competence, éther evidence indicates that this find-
- ing is'consistent 'with a’sex-linked interpretation. Constantini and Craik

'. -1972) found, for example; that women politicians in California weré |
“° oriented int aparty and locally rather than toward higher office, as men . " | -

.- Other evidence confirms that women in organizations, especially in the | .
~ clerical class, limit their ambitions, preférlocal and immediate relation- -1
ships, and orient themselves to satisfying peer relationships. .In a study | :
~ of‘Values of 120 occupational groups, secretaries, the only female group ",
- studied, were unique in placing their highest priorities on such values as
security, love, happiness, and responsibility (Sikula, 1973). Female game-
. ‘playing strategy in seVgral laboratory studies was accommodative,includ-
_‘ing rather thar excluding, and criented toward others rather than toward .
" winning, whereas the male strategy was exploitative and success-oriented ' . -
(Vinacke, 1959; Uesugi and. Vinacke; 1963). All-female group thémes in a |
_ ‘comparison of single-sex‘and mixed laboratory groups included affiliation, -
family, and conflicts about competition and leadership; self, and relation-
- .



‘groups and found,,nq s1gmf1cant differences in nine different condrtlons'.v
- except pe;suas1b1hty (higher in_female. groups] and level of -aspiration -
- _—(—hlgher in. male groups). (Cattell- bnd Lawson, 1962)

. stituted’ the- nly “Variable dlfferentlatlng men and women. (The women

can explainthis: My field research in progress ona large New York-based.

“seek promotlon into managerial ranks, where she will no longer be part of
a group of women; for men, of course; peer relatiohs are a given throughout -

~ Other differences in male and female behavror in. Smgle-sex settings. fall

. i * tobe'consistently demonstrated, as the Cattell and Lawson (1962) research,
- above,indicates. (See also ‘Mann,1959:) In studles qf sex differences in the
A '.;“nsky shift,” for example (the tendency for groups to'make riskier deci-:
. ' ~. 77 [ 'sions than individuals), there were no significant differences between

" -range (1965: 111).

oo .+ Thus it is reasonable to hypothes1ze that groups of women d1ffer from
P - - groups of men primarily in orientations toward 1nterpersona1 relatlonshlps
- _ and level of aspiration. One might interpret this as consistent with the
' * " training of women for family roles and thus label it a sex-linked attribute.
But such orientations could also be seen as realistic responses to women’s -
-~ structural situation in organizations, of thekinds of opportunities and their
‘limits, of the role demands in the organizational strata occupied by women,

_ and of the dependence of women on relatlonshlps for mob111ty

M]XED»SEX GROUPS When men and women are together 1’1,roughly egual numbers, as peers

- _.  tensions fhay emerge, and the behav10r of each sex may be 1nfluenced
- In Aries’ laboratory study, people in two'cross-sex groups were more tense, -

* .serious, self-conscious, ‘and coneerned with heterosexual attractiveness -

"~ than those in the same-sex groups. Women generally spoke Jess than men -

L , el ' .(Aries, 1973). The sexual questions and “cross-cultural” issues that can .

arige in ‘mixed*sex groups are useful explanations for their. tensions;’
William Foote Whyte has hypothes1zed extrapolating from studies of the
ethnic composmon of groups, that “other. things being equal,.a one-sex
work group is likely to-be more cohesive” than.a mixed-sex group (1961:
. i 511). Crozier's Parisian study found male-female confhcts when men and
i - . {vomen worked in the same office’ (1965 110)."

SR .. -issues when menand-women§ teract‘afunctlon ofthestructuralposmons
' L . .. --and orgamzatronal class men‘i erships of the sexes. Much social: psycho-
£~ logical research has indicated ‘the 1mportance of power and status.in -

deterrn1n1ng behavior in groups: e.g;, those low in powertend to engage . . . . '
. in more approval seekmg, whlle those h1gh in power engage m more L

kY

Qe m e e

) intwo studles icluded those in Both high-level and Iow-level jobs.) For :
: 'women . peer’ relauonshlps were a motivational factor, whéreas-for men- . -
iey were merely a‘hygiené factor (Dav1s, 1967:35-36). Structural factors .

_corporatipn indicates-that peer relahons affect a woman’s-decision not.to -

managenal ranks, and therefore, perhapg, more- easrly “taken for granted.” ",

= ', | vig imrze{tron, practlcal jo! "ng, questlons of 1denttty‘ and fear of self-d1s-. .
5 ,-closure (Aries; 1973).:An.earlier study’ Compared albmale with all-female. - *

" In - attitudinal “Studiés. dlstmgufshmg factors mot1vat1ng 1nhreased per-;: L
. formance : ‘as - Qpposed to’ thosg ‘rierely preventing’ d1ssatlsfactlon (“hy- .- .
. giene” fac g) attitudes toward- interpersonal relations with peers con-: .. - "

L , . -.> . malé and female college students‘in initial conservatism or in the shift to 3 D ;
R .~ 7" - risky decisions in'the s1ngle-sex groups (Walldch, Kogan; and Bem, 1968).'«' '

e e Orgamzatlonal comparisons are rare, but Crozier’s data on forty groups ofv. . -
o '~ French office: workeYs revealed no difference in' an atmosphere- between

' " maleand female worllc’g’rgups,_both krnds of: groups showed the sameW1de L

et o .4 In'addition to sexual and cultural issues, there are aiso status and power o




"+ inflyerice attempts; those in low-status: positions tend to communicate -~ *
e . 5'jlipw_a;‘dsin'_'a_'_.jf__l_i_efai;chg;{;:;:af_~for;'n}‘,_c_'_)‘f “substitite locomotion™ or *vicarious "
T U i mobility”” The. differential r of the more'and less powerful cc

-cides with the observed group behavior of men and women. A field experis,;-
AR ‘ment testedmore specifically the effects of high'and low power on group.":
PR ~ relations, using thirty-two' six-person’ groups- at a. one-day’ professional . .- -
R " conference, Participants’were labeléd high-power or low-power on the .. .
R - basis of the prestige.of theit occupations, assumed to correlate with ability .~ -
S ~ . to.influence. While the authors do not report the sex distribution of par- .~
... ... tcipants, it is likely:from- occupational sex-typing that ‘men weré found
S - .+ moreoften in:the high-power: category (psychiafrists; psychologists) and .~
AP .- women in the low-power category (nurses, social workers, téachers). The" . :-
: . researchers found that “highs? were liked more than “lows";*highs” liked" " -
- “lows” less than they liked other “highs”; “highs” talked more.oftenthan . .
““lows"; “lows”communicated iore frequenitly to “highs” than to other -
“lows”; and the amount uf participation by ‘‘lows" was consistently.over- =~
" rated, as though-people felt jitz, Zander, " .

«
e

s

the “lows" talked too miich (Hurwitz.
8):. o FR
s straightforward. In thixed-groups of :‘peers;”’ men:and
1 m ot,.in fact, be.equal,.especially if.their external!statiises
and organizational class memberships are discrépant. The resulting be-

S0 7 .t havior, including frequency of petticipation; 1éadership, and conifortiity,
B es more than sex-linked personality

' .o ..+ Theinterpretatio;

ey el -« "+ - mayreflect status and; power differérices mor

i

.. THEEFFECTS OF The dynamic of intéraction insettings with highly skewed sex ratios —. -
. SKEWED SEX RATIOS: ' numerical désminance by members of 6nie sex and d “lone’ or nearlyalone '
* THE LONE WOMAN IN 'member of the other sex' —also'deseives;attention; in management and - B
.~ THE MALE GROUP ¢ some professions, women are often one of very-few women in'a group of © ..
2t a7 'men: This makes “sex status’’ as important for interaction’ as occupational.*
e 1 -status.(Epstein,.1970:152).:

A4

' Skeyed sex raﬁos"~léﬁd"thém$él§es “first

. _ casgs Of “‘mistaken identit
- — tg incorrect attributions.Ldne women in. male settings are' sometimes
. initfally misperceived a5 a-result of their statistical rarity, The men with
 ‘'whom they come into contact may make a judgment about.whata woman "
- is doing in that particular situation, based on reasoning about the prob-.
o .+ .., abilities of various explanations, and ‘may act.toward her accordingly;
L+ . Thiscan be called “statistical discrimination” (Gouncil of Econortic Ad.
co.. e w - . visers, 1973:106)-to distinguish. it, from ‘prejudice; that is, an unusual
- woman pfay be tredted as though she resembles'women on the average..
. _This mgy be the case every time someone assumes a female.manager . &
- answering the telephbne or sitting in an office is a secretary (cf. examples ©
-in Lyzch, 1973; Epsteln, 1970:191). Given the current occupational distrir. 7.
~ butiop, that person is Iikely to be cortect ahigh proportion of the time. But AR
~ the woman in question 1Ray still feel unfairly treated, as indeed she is,and.. - o
 -there{ may be awkward exchanges while the worfian’s trué identity is, =

~establjshed.16 @ - - N s R R
. Attributjons may also be made\about the lone woman’s expected informal
. tole. Thebe attributions put the woman in her place without challenging .
. .7, .7 themale culture of the group. Field.observations of lone women in male- . - -
sl 2 -~ dominated groups (including business_jmeeting"s,'"aCadernic_"copferepces;:"-"'»
Lt wes et sales training programs, and postprofessional training groups) have dis- .
LU - ‘¢ tinguished four kinds of roles attributed‘ta lone women in male groups: - ©
C 0o s 7 “mother”; “sex object”” or. “seductress”; “pet” (group mascot); and “iron
S/ v, 7 maiden™ (militant"and»uﬁappfoachable]_‘(Kantek\i975).-S{u‘chaatt,rvibu;ted,_..;_;.;

. -

"\ 4. : .




ERC R :they interpret whit she does For her, the pressure is.to confine her be-- - -
R A ’-. havior to the limits of the Tole, whether or not it expresses her competence. -
"¢, el 7 Indeed, the roles provide a meésure of security and. uncertainty-reduction "
S .+ . for some women, while others may devote time to strugghng against the

p unphcatlons of the attributions. In either case, a' woman’s-behavior in.a

. hkll'onger to. establlsh them than at other times, when she 15 nota statls-
i rarity. ©_ - : '

ro}es affect beth what the men 1n t:he group expect of the woman and how L

- gituation like this is less.likely to reflect her «Eompetenmes and it may | take °

P g Several hypotheses are suggestéd When a perspn isa. statlstlcal rarlty -
TR - it may’take her/him more time to untangle mistaken identities and estab- -

:lisha competen,ce-based working relationship, partlcularly with membert's

Je -

B “ - ence for minimizing change -in work relations. with peers; superiors/ -
o - _-subordinates, or clients:. As Epstein argues,’ “'status discrepancies make -

AR \ _tivesinthe1950s suggests that this hypothesis may have, some validity; for.
o . 'the women apparently chaﬁ

-servatism: about changmg relatlonshlps among‘ lone Women m male-

. group’ of ‘eight to twelve
= groups for business; schoo] students, and three work groups, of psychiatric

.residents. ,In each casé, ‘the woman was eventually isolated, failed to’

: — R o becomealeader orally herself with the emergent leaders, and was defined:

. A s {;’f by the researchers as.a “casualty” of the | groups.. .The researchers felt that

“of the nnmerlcally dominant category. This may, in turn, generate a prefer- - .

‘ ed ‘work-situations mueh less;often than ..
. " would'be expected of male counterparts. Thus there mady be aforiger time= - o
- &%+ - span-for the establishment of competence-based relatlonsths and'acon-, -

do nated orgamzatlons L IR R

. : Isol ion and mvrslbrhty self ‘as well as group-lmposed are often con-: -

o s .Q - - sequences of status as'a lone woinan in-an otherwise all-male| c.“ollect1v1ty': R

e v o0 In one study, six small training groups with only one Woinan each in'a . ~
e, men were observed: three; sensitivity . training | -

: contlnuous role def1n1tlon necessary durmg interactions that should be ;% ST
- routine” (1970:194). Margaret Cussler’s (1958). sample of female execu- :

Cu
L

&

‘g

- the six groups'’ productlvity tended to be low, in parf because of the prob-

“lematic interactions around:the solo woman (Wolman ‘and. Frank, 1975).

-suggest dlrectlons for mtlulry

1solatlon hypothesis, They teported that'their most difficult relati¢

L . 176Y:. Epstem gj SIIggesfs that team membership may
L '.,e lone woman gmong. rhale professional peef than for.
b . _1nst1tut36na’j ﬁ

a'man, pomtlng to9
Jsolation (such asbarriers tmnembershlp inmale clubs or ‘. :
vell as: interactional isolation." As-a: consequence' she:
jrien have been less hkely to be successfulin-fields that -
'tlon,on a tea ] of peers as opposed to 1nd1v1dual act1v1ty

. Ii~ -

- dative strategies. The- limiting ¢ £v151b111ty (“taking alow proflle }is one:
.such ageommodation to'and reinforcement of‘lsolatlonr Hennig's respon- ..

. d@nts reported early career strategles of trying to minimize their. seXUal
"ttrlbutes so as toblend. unnotlceably Jnt’o the predomm.ant male culture

You dressed carefuIIy and quletly o’ aupld attractlng attention; you - had to re-,
. membef,to swear once m awhlle, to, know a few dlrty ]okes and never to cry 1f

. . R A AT
- m : e >

“The female executlves at).ldred by. Margaret Henmg (19 0) sup%orthlthe__.l

ay nships ;' V.

‘were with male peérs'when they (thé women). were in the garly to miiddle . . o
_career. The womeén: had little contact of relatlonshlp w1th ‘the mep; tnedf_--'-v i

‘tobé unobstruswe or 1nv1$ihle and practlced strategles of conflict avoid- " .

= ance, as did lorf’ rofessional women in Cynthia Epstein ' Tesearch (4970: 11 . "

£ harder for.the" . ._' Can

"..Whlle the results of this study should not be taken as def1n1t1ve 17 thby do_'i'_'v o ‘

A'v

Loﬁ’e‘women 1ma 're1nforce th ir own 1solat10n b a ser1es of accommo- : ." R
Y y

4.



o you got attacked You fended off al.L attempts of men to tfeat you like a woman.. 5
o 'you-opened, doors before they could hold them; sat down before a ‘chair could be
S held, ang; threw on a coat before it. could be heldﬁ'or you, [Henmg, 1970:vi-21].:.

e L In other reports, lone women managers ve also partlclpated in theilmlt-
% T Ting ofthemsrblhtyofthelrcompetence ynottakm% credltforaccomphsh-
oot 0L mentsor lettlng someone else take the credit (Liynch, 1973; Cussler, 1958)
g Ll . ' Some wémen, in- interviews, even. expressgd pride that they gould 1n-. - o
T e ﬂuenceagroup\ofmen without the meri fecognizing the origitrof the idea, & -
L e lel ~;j_;' T _or they rejoiced in'the seeretknowledge tha theywerereaponmblefortherr
Tad - boss’s success. (These'reports match the Megaree finding reported below. -~
* that high-dominance #omen may‘let 4 man assufe officialsleadership. - .*
e e whlle ‘strongly influencing the: dec1s10n) Epstein-(1970) points out that, ., -}-"
L SEAC S in .general, on elite levels women have less-visible jobs than:men, promote
LA Ty ‘themselves less- often, fee the need to make fewer mlstakes, AAd try to
RS I “be unobtrusrve ; j

v'y'.

.- With. another context i mmd Seymour éarason [1973] has argu d that
- members’ of mmorlty ‘groups whio have ‘succeeded * ‘may try to-limit the
.  visibility .of that success in fear of reprlsals ffdm the majority-domjinant,
. .... =7 Y group, which might not be aware of the minority’s success an¢ might- take o
;. wels 0o action against it if known, He has reported a preValent ggehng among, ]ews ' _";
SUNPEEEE that statistics about the high percentage of Jews in elite colleges such as’ :
. Yale, for example, should not be brogdcast. A concern like this, rather than *
- -afemale sex-linked characteristic;could actount for the woman' manager’s
’ acceptance of the: invisibility of her achievements: In-the case ofstone f’ -;..' .
©% % women, the pressure.to adopt this starice must be-even greater beca of
. ":‘__., o '} " attnbutes like modesty ass1gned to the female étereotype :

"“This. analys1s sugge®® are-examination of the “fear of: success ’ in'womerr.. _

.+ " hypothesis. Perhaps what has been called fear of siiccess is really fear ef -
oo visibility. In'the originaFresearch by Matina Horner (1968) that ldentlfled

- *'this congept, women responded to- a ‘hypothetical situation in which-a: - r‘;

‘'woman was at the* top of her class in'medical school — ‘presumably alone *~ *

- woman in a. male peer group.. -Such a situation is ‘the kind that creates =~

pressure for’a woman to make: herself and her: achlevements invisible. .

. When similar research was conducted us1ng settings in which a woman is

- o % w0 not a statistieal ramty “.fear of success 1magery was® greatly reducéd

. I (Tresemer, 1973] N

LY

WOMEN AND If it’s hard to demonstrate competence 4S a Woman armion; .men, 1t may be :
LEADERSHIP ‘even harder to. exercise leadershlp given the current sexstratification pat- s
.~ -tern$n organizations. It igstill an open quéstion ‘whether thereare major: -~
sex dtfferences in leadersHip style (Crozier; 1965: 126, finds none); but the S
- structural and- mteractmnal context is ¢ertainly:. dlfferent for :.women: ", . .
Taklng directives from a woman has been anathemato most men a,nd some ",
‘women, In a 1965 Harviiag Business Review survey of 1,000 male and 90Q>
A - female executives, over two-thirds of the men and, near.ly one-fifth of the * .'
S »' o '. " women reported that they themiselves would not feel’comfortable worklng :
' . . for a woman. Very few of either sex (9 per cerit of the:men and 15 per cent’

.

_ oo -~ of the women) felt that men fegl comfortable: workmg fora women; apda - .

o proportron of the malé respondents said that women, did not beloflg‘fgg .' B
B " .executive p0s1t10ns /A total -of 51 per cent,ef the ‘meh responded that..

T womenwere"temperamentallyunﬁt”for management writingcomments -

oo . 7 such as,.“They scare male executives half to.death.../As for an efficient

. . - - " .womdn‘manager, thls is cultural blasphemy R [Bowman, Wortﬁy, and

B C “Greyser, 1965.)" :

e ." . Maleresentment df takmg orders from a woman lnﬂuenced t'he wo k flow }

eeo LT e e and the 1nteract10n between wartresSes and countermen in the rest urants Ll




Co o L e e O TR R e TR s g, LT
' w, vv - = i _~ N - "U ' o oo '& g .v o s
o S stud1ed byW1111am FooteWhyte durlngWorld WarII aclasﬂc of organiza- = - B
: Fae “'tional analysis? Thege were' ‘several-devices in of# restaurant by witich . % = ..
R N ST countermenucoul'd avoid'direct contact with waitresses Qand hence duecff# h

SRR orders) or could make titeir. own decisions about the erder in which to pre--
.00 @ pare food andydriiks, , thus taking mltlanvegmd forcm@the@(valtr sBs tor T

e e wadt @rders wére written onshps and place onaspmdl anda mmg.':z“ Lo

S - . compartmenti osedahlgh barnerhetween the wa1tress 55 and; ecoun—._x

C oWk

PR ﬁ; :_ g* - termen, thus eliminating facg -to-face ‘iriteraction. In a restaurant ‘without -
g o . - .. these ‘equalizing devices, salisfaction was Tow; and there was: conStant
PREENE wrangﬁng Whyte's explanation is simple: People of: hlgher status. (men

RS “* like to do the directing for people of loweristatus (womenj and resen
S reversals (1961:128). ‘ oL G
" Evénsif. ‘women hate. formal authorlty then, they may not necessanly he
-able to exércise it:over reluctant subordinates: Margaret Cussler 3’(195&)
. _ study.of fernale exegutives’ prov1des several examples of this. In gnecase a :
.« . “womnaph had formal leadership of a grgup of men, but the'men did #iotaccept i -+ -
- this, report1ng informally:to her male superfor. The subgrdtnates further# = - .
. “met together at lunch to share information, excluding, her More fprmal'_ C e
L meet1ngs then: developed, *‘conceived of by the woinan as ‘meetings of e
oo 7w« her staff, by the men as a mutual protectlon sometir for the 1n'terchange
e T ofidems"(19587677) e L A
R : At the’same time, wogerf’tend togassum : lellr .’
- in. keep1ng with the invisibility of the loné woran ed earlier, - \
%greative laboratary stq?y discovered that for women the 51tu ,
i ‘rather than a dominan personahty tended to predlctaWO an
L .. visible 1eadersh1p Same-sex an,gl Cross-sex dyads :
L w “donunance megasure aﬁ iven a task in Which. onr 2l
» lead and one to. féllow: Assumptien of. leadershlp b S
3%* L j_ ‘j - ‘Women pan:ed witha low-df)minance man was 51gn1flcantl Tower than in
. : - any other pairing;-Fhe greate t assumption of 1eadersh1p by high-do;
-4 -~ . nance subjects occurred wheﬁ high-dominance man vg@s ‘paired wi
R low-dommance woman; the high-and logﬁdormnance smgle-sex I
. showed about the same intermediate distribution of leadershgp‘"H
S in the situation in which ahigh- dominance woman was paired withalow® =
: . dominance man, the woman' made the final decﬁslon of who 'was: tq@e the . -
- -léader more gften than in any other group, 91 per ¢ent of the time gppdint- - g .
‘ing'the man. The study’ suggests that men are not necessarily more, “domi- - -
nant” in character than women, but women are- more,celuctgnt ta assufﬁe
 leadership; . partlcularly ‘when the subgrdinate 1s4m§1§ (Mégaree;’ 1969)
- ...~ The leadefhif strategies chosen by ‘successful women executives 1n€.,
" 14" Hennig’s research (1970)utend 19 confirm this kind of laboratory f1nd1ng
" e The women. fended to minimize the authorltatwe exerc:1se of power, and . ';J
niax1m1ze Subordmate autonomy and- learmng through. delegation e L

But a leader’s style may be ultlmately less’ 1mportant for the impact. oF, hls;- SR
L TRE - or her-subordinates:than another resource uneggally distributed betheen ¥y
VPR S _ . the sexes: power outside of the immediate,work group. Early' theory'in - . ..
e orgamzatlonal behavior assumed adirect relation betweén leader behavior ..~
.and group satisfaction and morale. However, Donald Pelz discovered-in " .,
T RO the early 1950s that perceived external power was an intervening variable. - =
ol U He compared hlgh- and:- low-morale ‘work groups. to test the hypothesis ..
S oL that the supervisor in mgh-morale groups would be better at communicat- .-~ "
S ..~ "™ ing, more supportive, and more. likefy to recommend promation.” Yet,m SRR
Lo o when he analyged the data, the association 'seemed to be nonexistent or~ . -~
o “even reversed. In some cases superv1sors who frequently trecommended
EEEER s " peoplé for promotion and offered sincere prajse for a.job well done had™ '
R Iower morale scores. The dlfferentlatmg var1ab1e was: whether or not the IR
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" & . ... - leader had power outside and upward: ifffluence “on :hi; of her own
S T L superiors and how decisions were made in the department. The combina-
o o tion of good human relations and power was associated with high morale..
... Human-relations skills and lowspower (a likely combination for women
4 o ... " )eader$) sometimes had negative consequences (Pelz; 1952). -
S oo n w7 = The implications for female leadership in organizations are significant. A
" ..t .. - 'woman’s generally more limited power (partly a function of her rarity and' -
L ,isplatibni‘n_management),as.-well‘as-h \ imilari_tytoasubordinate.cléricg_l'
e e o eclass rather than the elite, may interfere With her effective exercise of lead-
To0wgt e soo 0 ershiptegardless of her own style and cor etence. This-hypothesis also
S P ‘helps explain the greater resistanceto warking for a woman. It also may
T T dccount for the evidence of the jmportance o amalesponsorin the success'.
R of women executives (Cussler, 1958; Hennig, 1970). ‘A high-statis man’
w7 %0 bringing the woman up behind him may provide the-visible sign that the-.
C e TEe ~woman does have influence upward. While sponsors serve multiple func- -
e .-~ . . tions (eg., coachingand sagialization in the informal routines)rand are

PR

. .. found’in-the®careers of men, the:“reflected power” they'provide may be " -
e +0® 7« even'more pivotal for women. - .0 - o T Ny
.+ (CONCLUSION} W_OﬁEN ~“Women’s places in organizations have largely had limited visibility and
s oo ANDTHE: . low ‘status; they have been part of the unexamined infrastructure. When,
S II\LF RASTRUCTURE OF .men and wonten interact in organizations, they often do it across barriers.
. ORGAMNZATIONS - like that of social class; women’s mobility has largely been restricted tothe .
R T .infrastructure. In'this the women within-organi_zations.haveaki_nsbip with - -

©. " the“women’s auxiliary” outside of it — the network of wives of managers .
.~ . .~.. . & .. andleaders that perform unpaid tasks, play unofficial but nermatively ex-- o
v & 00 . s s pected Toles for the organization, and whose behavior can potentially - .-
e e T affectrelations in the official organization (Kanter, 1974). Just as managers -
S0 - - have g group of women behind them 1n the office, they do-at home, for .
R & ..+, .male managers gre largely, married to women not employed in the'paid = -
A A R laborforée.}”_i e B S o )
w7 .. .."Lhave suggested a few of the issues surrounding the sexual structure of =

o0 .« . -organizations@nd groups that deserve furthep attention — from ‘the prob- -

Sl dems of token women to the nature of internal labor mé'sl"ke?sfo'r managers *

- & -or secretaries. The sexual division of brogd .administrative classes was .
* . .splidified very early.in the history of karge corporations. But the nature of -,
SRR SR organizational life for.these broad groupings and other occupational sub-
T SRR groupsygand how their opportunities and«jnteractjons vary in different -
' : -+ kinds' of organizations-(e.g%, those with Tewer: bartiers to. leadershipifor.
‘women), stillgrequire- invéstigation. Theideblogical underpinnings of ..
. . ' modern organizations, such as the connection”between ;a “masculine "
. grethic” and a “spirit of managerialism;” "need further examination. To -
““understand thestructual conditiong for men and worfien inorganizations
.-~ and the organizational behavior of men and yomen is critical for both:  °

v

%é - socidl inquiry and sociad change. -

. £ -NO'%ES - wish to-%nk.th'e&fbllowi'ng people for their critical comments and stippoft: "Nancy, .
v . 5 &2’ Chodorow, Susan Eckstein, Joan Huber, Barry Stein, Cliris Argyris; Zick Rubin, William
e _:§2_-Fgrm, Will-i'atg Torbert, Caroline Butterfield$'and Joanna Hiss, ~ " o v o
% T 1Data are frém HEW, via a Uhivgrsvity of Minnesota publication, reprinted- by the -
. -Women's Eq’uity'-A%tiqn‘L'eague, Wagshington, D.C.,-in. 1974. M:B.’s and othef .-
S ~.". professional doctorates dre not-included. Womenearred 11.63per - cent of the total -
R ;‘&)c‘tpra't.e's' reportad, but only 2.82 per cent of the doctorates in business and commerée
'~ (atotal | of 86 womenin 10 years), 5 per cent ofthose in hospital admiﬁ'istration {1woiman
" out ur:20 doctorates), and none of those in'trade or industri4l training. Women earned
"+ 11.1Q per cent of all the social science doctoratés but only 4.17 per cent of those in. -
- ‘indu¥trial relations and 8.13 per cent of: thode in public administration. - . = '
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20f th managers and admlnlstrators earning over $15 000 per year, 26.1'per cent of the

womégn vs, 17.2 per cent of the men are in retail trade, 258 per cent of the womenvs. 8.5 -

. . . pegcentof the menare in “professional and related services,” and 12.2 per cent of the

.. .. " 'womenvs. 26.7 per cent of the menarein manufacturing. Women represent 9.3 per cent

N - .. of the total managers in services but only 1 .52 per cent of the totaL in manufacturmg .

- Calculations from Census Bureau (1973b).:

"~ culture and traditions. See Tiger (1969) and Jay (1967, 1971).
glorifying ‘the feminine. traits of stenographers radlatlng sympathetlc interest,

So# © ‘stay out of offices.
S , 5See also recent ]oumallstrc accounts byGarson [1973]and Langer [1970] on secretarles
N S " see Benet (1973) and Halter et al. (1973). .
= ' : 6A New .York corporatlon informant, a former executive secretary promoted into

e . .~ management, told me that leaving her boss was like gettlng a divorce. For the first four *

@
3Several popularized accounts treat managément as- an expression of the 1nst1ncts of
ale hunting bands and make management, indeed; se'emvcharged w1th mascullne.

"%Margery Dawies (1974) discovered that-a 1916 Ladies’ Home ]ournal article was already

agreeahleness. courtesy In 1900, however. the same magazme was urglng women to’ RO

Y @ SN *  .months of her new job, she stopped intosee h1m every morning and hunghercoatinher _ . .

b -~ old office. -
© "7A manager. of- clencal employees told me that sometimes promotlons meany that

secretaries have less ' work t6 do and have trouble justifying their larger salaries to their -
» peérs ‘As with marriage, if a- woman has the good fortune to be connected w1th a.
hi

h-status-male, she gets more money and does less work. . -

®..- .. .. . . for women, has discovered secretarial work to be arbitrary and particularistic. The

T . him when he moves.

b

is the most visible sign that you have become an executive; a secretary is automatically

» " the door. At the top, the president may have two secretaries...‘Miss Amy, please take a

A " his own'importance.. .they symbolize power and status’’ (Burger, 1964:219,220).

T : -*intangible, and the results of managerial éfforts depend largely on products of the work

", - .- . .. . .Heydebrand, 1974). Barry Stein (1974) has. marshaled evidence to indicate that the
o - presumed -efficiencies of scale in- large. organizations are often instead inefficiencies,
A .. and administrative costs are oné important ciuse. A recent study of 167 large

corporatlons over a 20-year period coricludes that much of the variance in sales, .

- earnings, and- profit margins can be explarned by factors other than-the impact -of

3 ... 'management of earlier years. L e

for conception but not visibly connected to or necessary for productlon thereafter. The

_paternity — the bicldgical father can never be definitively identified. Yet in both cases

- o o ; '_ : Nancy Jay for the insight about fatherhood.)

uThe first school of business.atan Amem’:anumversrty wasthe Wharton School founded '

large corporation in my research, beginning todesign “upward moblllty prog'rams '

9A chatty adv1ce~to-'?nanagers book (Burger, 1964) devotes a chapter to “llvmg w1th your o
secretary,” with whom, the book declares, a man spends more of his waking hoursthan -
& with his wife. Sheisa status symbol “In many companies, a secretary outside yourdoor .

letter;’ are words which have inwardly thrilled every young executive with a sense of

".. , of'other pedple. Technical expertise, according to analysts. from Chester Barnard on, = -
-~ plays only a small role; indeed, many sociologists assume an'organizational conflict
_ between expertise’ and. authority — i.e., between professionals and managers. The-
[ _ . .. . necessity (in'economic and sccial terms) for. large cadres of managers has yet to be -
Dol oow demonstrated definitively (cf. the conflicting results of the- several studies in .

g uncertalnty of management’s actual connection to the results is like the uncertalnty of

oo - v change effort includes generating job descriptionsand decoupling a secretary’s status
. fromher boss’s'so that she wi}l no longer denve rank from hlm or necessarlly move w1th i

. ass1gned to each executive, whether or not his work load requiresone...When you reach'- o
- vice-presidential level, your secretary may have an office of her-own, with her name on- -

19Even today management has legitimacy issues. The tasks of management are largely

ST S - management (Lieberson and O Connor, 1972). To some extent, then, management may. .
@ o . _still have the tasks of ]ustlfylng its necessity, importance, numbers, and privileges, -
. -+ .. - thoughof course management in the 1970s is already very different in character’from‘ i

_ A provocitive analogy codld be made between management and fatherhood necessary -

control and the product’s legitimacy are vested i the patemal figure. [I am 1ndebted to :

in"1884 at the Unijversity of Pennsylvania. Management as > separate field was not - '

introduced until -decades: later, . at the Harvard Business School. The: cohnection

'backgrounds in: rndustry Barnard as pres1dent of New Iersey Bel] In Relnhard Bendlx s

\)‘ Lo . 66 R . AP .8 — .1
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S \ ! .. hetween theory and practice is especially. great in this field. Many. social scientists .
% 3. NS - .. consult.to industry and teach -at.schools of administration. A great deal of the early - -
" research on organizations'was-done at the invitation of management. Both Frederick
Taylor and' Chester Barnard, influential early- afid middle-organization theorists, had

T
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I . (1963) analysis of the development of American managerial ideology. social science

was seen as playing a role in feeding concepts to management justifying authority and -
defining distance from workers. Alvin Gouldner goes even farther in connecting social -
- science with legitimation of managerial authority (1959:414-15). ~© - . -
.. 1?Weber’s notign of the virtues of bureaucracy’s exclusion of passion converges
' Jinterestingly with Freud's argumént that women -— the bearers of passion and sexuality
‘ ... -°= must be excluded from the workaday world of men. Women, Freud wrote in
- % " s.. . 7% . < Civilization and Its Discontents (1930), are driven by emotion and ncapable of
, S . % suppressing or sublimating their passions and sexual instincts as men could. Further,
X since the work of men in civilized societies removéd them from their homes and
- - -families, women become hostile to the male world of organizations, constantly trying to’ o

e " ¢ luremenaway from their higher, reasoned pursuits. Resisting female enticements, men- -
e - carry . on the burdens of government and rational thought; rationality is the male
- o -~ . principle, in opposition to the female principle of emiotionality. Men master their
.~ .. " "sexuality; in the Freudian view, while women cannot. It would be interesting to study
" tHe convergences of Weber-and Freud, not only on male arid female principles in_
_ organizational life but also on'the origin and nature of authority. " - ) BRN
* - The literature abounds with examples of the difficulties one encounters in the concept
. of"organizational";,goals. According to familiar analyses, goals may be:" unclear,
#  undefined, utopian, or nonoperational; precarious; changeable, in a process of goal
' . succession or changing external conditions; ignored and/ar deflected. There may be , -
& .multiple goals, unstated goals, professed vs. operating goals, “task” vs. “maintenance’" "
e . -goals, and subgroup goals: There may be copflicts about ‘which gbals are thought
. ", appropriate by various segmients of the organization, depending on their organizational '
" "position, internal or external constituency, arid primary reference group. And theremay -
be a wide gap between the stated goals.of an organization and its functions for members :
, - _ or for society. See also Etzioni (1964). [ .
EEEE SISO = .. Mary Parker Follett was among the influential figures in generating this more human L
: RS : 2 approach to management and one of the only important female organization theorists. =
* . Her interest in management grew out of her experience with the administration of - ™
- . social-welfare organizatitns. L LT Do .
1sIn a discussion of labor women, Patricia Caye Sexton defines dress and hairstyle as well
~ a§'personal appearance as a barrier to upward ‘mobility, since the styles of labor.women
are very different from those of ‘more elite women (1974:392.93). Informants in a . ;
: corporation told -me that there was a *caste” barrier- between secretaries- and. .

~ professional women visible in style differen(':esDa.g'.; secretaries wgre platform shoes” -
‘while professional women wore pumps, - .= R S L
.. . 1%Sometimes the categorical attributions have extreme and negative implitations: e.g., a -
o \ # . female manager having a drink with her boss and assumed by a neighbor to be ﬂiS» o
- -, mistress (Lynch, 1973:136); In another example,a woman executive was the only female -,
present at'an executive cocktail party at a New York hotel, when a.drunk male,guest
- entered, accosted her, and tried to tear her clothes off, assuming she was a call girls " -
- (Lynch,1973:137). -~ - . . B .
"~ Aside from post hoc reasoning, one of theresearchers, a woman, was also a group leader
- in some of the groups and does not discuss the impact of her own presence as another - * -
. woman in a powerful positiog. = . S U S
- 18A total-of 93.19 per cent of the male managers earning $15,000.0rmore in 1969 were - °
" married; 72.25 per centof their wives were not in the paid labor force (Bureau of Census,
1973b). R e , ¢ faborforcel s
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o TheWoman or theSystem WhoChanges Whom'? L

o+ Sally L Kitch Magazines directed toward teen-aged-girls in the 1950s and 1960s over- - -

te-wwe oo flowed with advice about attracting the right young man by.being a good
. listener, finding out about his activities and asking appropriately interest- - . -
~ ing questions, smiling a lot; anid generally trying to fit in with his expecta-
tiohs. As ‘women have entered the male-worlds' of businesses and the _
- “professions, they have heard similarsadvice: Iearn the system from the = .

.. male point of view and pursue success in male terms. = e
. In many ways, that is not bad advice. Understandigg the functioning of
" .- .the work world and then learning how to operatg within that world must
: L " be'the basis of any woman’s ¢areer plan. Certainly; concrete and reliable
L’ -+ meansfor obtaining entry into the corporation or the profession must be
R a very high priority for career-oriented women. But for some of these
women that advice alone js disheartening. Even assuming that equity of -~ -~

‘opportunity and participation will exist someday, for many women the .

- male model of work life and success does.not match their.views of their: |

......

s own lives, responsibilities; and needs. Such women wonder if alternatives .. -
are possible, or if “out-manning” men is the only way to have a successful - -

... . ~and rewarding career.

L THE PROBLEM _Méhy'.WOfnéﬁ have Tiot experienced theconﬂlct ‘s'ligﬂges_té‘.d'fébctjve, but

- - 1hany more are contemplating careers and are seeing a host of difficulties - -
" - yetto beresolved. Some of theirconflicts concerntherelationshipbetween * -

St v work and family responsibilities; some concern questions about the qual-. " =
. - . ity of life and the enormous amount of time commitment required toclimb’ - -

o *oo .+ . - traditional career ladders in almost any field. Other conflicts include con- - -
... . 7 7. cernabout personal values as they may. collide with institutional values,

... and personality traits and sensitivities:which seem:inappropriate in the

. :Araditional systems of business and’ professions. For many women, th

**issue-may simply be that their.socialization- has'determined for them a -
.femaleness which. appears inappropriate to theynaleness of the systems *: .

;. they wish to enter. .~ , "~ .

BEFORE ANDROGYNYAnldeal which Iiiali_y p‘e‘o'p'le,_ Hvé‘{ie“en'visionéd for c;tir."cﬁiilture is ",the"an-‘.:
Coa e e Y0 drogynous. person.whaose personality and life style represent a blending of -

. traits long consideted by our.culture as exclusively male or exclusively. -
- female. Included in'this vision is.an end to the neurosis created by the =

.« suppression of individual traits by an environment which considers them’
* inappropriate. Men in‘an androgynous‘society would feel free to express

.+ i the traditionally noni-male feeling of riurturance and weakness, for ex- . -

I  -amiple. Women would, feel free to express the traditionally non-female =~ . "
- »Hostility-and feelings of ambition. All persons would fee] free to express a:
.. tange of human’fgelings-and to live a variety of human experiences. -

‘An agrany people; is an ideal hard to resist.

L - ’.We‘may',_howe'\ier, need another step, before we can reach an.aildr.ogy‘no'li‘s: o

* culture. Since our institutions have been’duminated by males and reflect .

- male values, we don’t have models, other than in the domestic sphere of. -
“:life, of the acting out of non-male values. We have no experience with -

. . done verylittle extrapolating from the values and experiences of “woman’s
- . place” as they might géfect “man’s place” on alarge scale. We do havethe . :

- -what a female-dominated university would be like, for instance. We e "~ -
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: 1nd1V1dual experlences of women who have ach1eved in busmess and pro- -
t individual women have ad4pted ina variety =
- of ways to the * ‘system.” "What might be interesting,” however, is to con- -

. sider what kinds ofinfluences might be present if we examined some of -
-~ what we know about the traditional female experience and then 1mag1ned-' '
ltheyalues which might ¢ emerge in’ the~ world of work. - A

" A better term for.the values and.experiences belng dlscussed here mlght PR
“'be “non-male” rather than “fémale,” for they. are.characterized more by -~
-~ their absence from malé-dominated  institutions: than by their presence . -
- .in women. Indeed, there is no unified female code or set ‘of values or -
© experiences, except ‘perhaps in the minds of some males wha w1sff toex-:" ..
- clude women from the world they haveclaimed for. themselves: ThIough' AR
" “much effort and support from other women, many wormen; in fact, have . - .
. * learned to redefine themselves, to evaluate their lives; to determine their” - -
 priorities, and to discover their strengths; their compatrblhty with other: . - .
. 'women, their own ambitions and ability to be independent in the determ1-’: SN
" nation of their own livés. One question is- whether or not there is indeed
_any'thmg in thé non-male subculture that women can and will chooseto . " |
s _rf'etaln and use as they achleve full part101pat10n m buSmess and pro-p:__". R
- esslons . : : R :

imestic training has‘additional consequences. Caring about the environ-

- ‘ment of the home or office is part of caring about the comfort and pleasure,
. ofthe people who will inhabit those spaces. Such caring may be the result,
* ‘as Janeway points out of being dependent on the ‘whim of another person :
.. for support.2 In any case, concern for context is'a -way-of attending to ', -
relationships at work and at home, and in ordgr to attend to these human - -
needs successtully, a kind of rad4r about people’s feelings is requ1red ‘The - -~ .
" fact that all kinds ‘of men and women with-véry- different. personahtles*
" and: backgrounds have developed this radar; this.sensitivity to human' = -
.. -needs, and this ability to provide comfort ‘and pleasure argues- 'for the
.- “teachability”” of, what we have called intuition, once considered sunply,” [
" . an inborn trait, especially of females. If allowed to develop in‘all persoris;..." " °
. --the intuitive, sensitive approach to relationships and 1nterpersonal inter-
* + . actions could operate beyond the office bu'thday party to the hlghest levels o
*, ‘of administrative decision making.

" Atleast one feminist thinker has gone a step further to say that attentmn'f i
o to relatlonshlps is.the central concern of many.women. Anne; Wilson:' R
' Schaef identifies ,,female system {although not all females live it) in which -
.. -the world is seennot in terms of tasks or self-development but irrterms o

- relationships with important others. The male system, oni the other hany .
‘ as she pomts out, has as its center. & combination o} work and self. For -
males in that system, self and work are the s same: man is what he dods.3 -

’Ananson Schaef NAWDAC lecture Denver Coiorhdo. Apnl 1977 PEERN 4

: Several dlscernable aspects of a “non male value system can be 1solated,;l-,'- R

and' mspected For instance, many recent feminist writers and researchers T

"*have noted. that part of the traditional female socialization experience is =~~~ "

.. that development of an awareness of the context of human activity. Eliza- - = ="

_ - beth Janeway recently noted this characteristic as wormnen’s trained atten-

. tion" to the physical environment in- which people work” and play! .

A ~Womens attention to..context is ot surprising since ‘many women are , - -

- taught to be concerned with homes, care of clothing, and other items and

*- agpects in theit immediate environment. But the learning produced by this

- 1Elizabeth ]aneway lecture at “*Why Womens StudIes’ A Conference Umversn_ty of .
IR Mlssourx Columbna, November, 1977.. : : - Y A
. 2bid.




that traditional world. - T T TR
."~..One possible: result. of the diffétehCé:ih-iSj?Stems‘is the;likelihood that = -

¥ " aspects of the human experience; but they have not beenr

_ " Doubleday), 1977, pp. 20-2. »

e 73 79 FHE

""" Neither system “produces the peifect life, but this :f‘ocug ‘on réiétionships‘ |

‘may well 'serve to-distinguish many women from their male colleagues. =

o -Perhaps:the $ystems have something to teach each other. What is to be

- “féared, however, is aworld in which everyonebecomBs whathe orshe does
- for aliving,and:useful non-male values are overwhelmed or Jost. If women . -
. have, indeed, béen acting out their -non-male world for men, as.they

.abandon traditional activities and spheres, there may be no one acting out”

B

. wonien will défine themselves in terms not: only of what they do but of -
% . their relationships as well. Sometimes. women may seé only the relation-
» ships; to. the exclusion of their own identities. But even if that'doesn’t -
.. occur, multiple relationships often require that women pag multiple -~
" .roles, and while a woman' may want to ‘complain about conflicts among - -
" the Toles, she may also see’a diversity of possibilities which the roles =
produce. This part of the rion-male experience also’ has its hazards. Mul- ;
- tiple roles. often contribute to feelings.of being scattered and unfocused. '
" If role complexity were.an acceptable or'even an hombred feature of men’s

. and women's self-concepts, however, those hazards mightbereduced;aftd

. if role complexity did not. entail rolé conflict; perhaps many men and - -
- “women would choose'it over the more ‘narrow, career-only ‘definition of . -

‘ :-g_-’s’e_lf, modeled by the traditional:male pattern. Meanwhile, part-time work," - |

flex-time, performance contracts; and - limited career paths:are aptions

+ + -which'iight réducerole conflict and enrich life for both mén dnd women. "

- .The non-mile subculture may hléo‘eprdvjd}é:an"in_c'r_ea.se'_d.,éppfét:iat‘ion of

life as a process instead of a product. Although our sdciety hasnot yet

::...f."found a way.to reward people for the beauty .of their lives or the thythm *
- of theif activities, as we face shrinking resources and markets and new .

e,

¥ "definitions.of progress, which may not include-endless streams of goods, -

. - We:may have to consider such rewards for ‘those who work with skill - "

' 7.and*beauty and-develop their talents, thereby increasing the value‘and -

- quality of their.work rather than the quantity only. Some Japanese busi-
.nesses have implemerted a systein'in which seniority (individual rank) is . . -

S separated from sfatus (hierarchical position). The,individual is rewardgd, .,

-« for’increasing skills‘and improving’ work: perforinatice by being given =~ .
. increases in privileges, salary, and respect, rather than by being promoted . -
- - out of & particular job to a-more prestigicus position.# Such job'develop- "
.+ ment might increase work sgfisfaction without pressuring the individual " -
- to assume more responsibility.and to dewvote more and more time to the -
- job thrdughout the career path:: And ‘the emphasis on the guality and; . -~
. process of creation would change the social definition of success. Success - -
mlghtlultlmatelybecomeaquahtymeasureratherthanaquantltymea-
sume s e e T R T
" To some extent afl people, males.and females, -have enge

.'malé world-as important metaphors for what goes on thepe
* " metaphor, “...sp_drts—-—-"the’éaines boys pldy and men foll
-~ language of 'sports as an assumed’shared experience, as¥}

determined-the strategies and"policies of bitsinesse§, professhins, and.

v 4 even ‘governments.' Few non-male valies or shared experi nq@@_hav_e_:_ .
'. .. shaped so much of the world. CEETEOTE T . D

S '?Rosébetb-Mossfkaﬁtér,»_Mén"Qn_q,wqm?ﬁ-‘-Qflthe-CdVPOTdtiéh'?I'Ne»W York: Basi'chog"J'l_cs, RS

0 Ine), 1977, pp.272-3. v YA R T TR T
- “Margaret Hennig and Anne Jardini; T. Managerial Woman (Gardgr;jCity:_A‘nchor'Pr_es_s/' o

Batiales Mas.



" FROM DICHOTOMY.
" TO.CONTINUUM

‘THE SYSTEM MOVES -

j The same. dua11st1c th1nk1ng wh1ch has separated the male and non-maIe o
-value systems. has operated té separate the- work.and non-work world in"
- our society. Efficiency arid tradition’ have'demanded that what is defined as
. male canhot alsobe female; what is work cannot also benon-work; whether’
‘orie defines non-work as. y; social' actwl’cy, or; personal life: At least part’

.

-of the difficulty which pS##e who have not beer brought up as males in P

. the Thale system of values fack when they enter the male world is.the dis-; -
.. comfort they cause themselues and’others by their- very unfamiliarity

- within that world.® They alter the landscape, and they remind the others "~ -
" of another" world, perhaps Sep w1th1n themselves or perhaps totally-_' o

- Ing life styles among the individuals participatinig in the system, would "

 strange to “thém:

“work and life, on the alternation of activities, on the integration of social .

What we may lose in. eff1c1ency when the dua11t1es of male and non-male..' L

-7 values.and activities, exist; we will gdin in increased utilization of skllls
. -and talents where they are. sorely néeded And we also gai change 1nA_ c
- the h1erarchy of values. 5. (n,a '

An’ alternatlve to the. work/llfe duahty may be the work’I]fe~sont1nuum - P f L

which assumes a flow from’ activity to-activity. A continuum offers an

~ - integration of re}ponsibilities and functions from one “sphere” to. another, S
-+ and-a definitioni of people accord1ng to their multrple functions and per- T

-~ sonalities rather than accordlng to a'narrow, uni- d1mens1onal view. :
- In current pract1ce, a person’ with multrple roles may-suffer in a h1er- o

. "archical system of values which places one ‘role below ano®s, and may

- feel: conflict and resentment. A society based on-a continuum betwéen:

.and corporate values and respon51b111t1es ‘with 1 varylng patterns for vary-

: ‘ease-the frustration. The continuurm notion would spread .the responsi-

and pollt1cal policies. =

i
—system which either demgw L
* bring with them as they entérit or assigns the act1ng ot of those values . - ' 4
~ to women only ‘The values and lessons of womérn’s sacialization mustbe - ¥
-" “"infused into the values of the: corporation, -profess1ons and laboratories <_" . '?~:.'
-of our. soclety and not bygvomen a'lone e g

"-have been d1scussrng. as'an ‘irfusion of tradltlonally female values.intoa .. o
‘male system, has already begun for- some males. Herbert Shepéard has
-pointed out that managenient pract1ces are-in the process of changing.in -

__ bility for the nurturance of our society among those wha also have respon- * L
. sibility for the- mamtenance of its 1nst1tutrons, tasks eCOnomrc growth ERRES

Orr the other hand; assumphons about women s mult1ple roles can create' L
‘a. female ghetto w1thm male institutions, The recogn1tlon of shared female-
‘experiences can ‘work against,women. There'is ofteri the expectatlon that. .

. - all women in'the organization will autcmatically take care of. housekeep- N
o -‘: ing, charitable, and human relations functicns. This expectatioftniot only

abuses 1nd1v1dual dlf_feljemc S

"*and preferences among- women:- but -also
which places achievement,‘competi-
tron and success abov_ intuiion; relationships, and nurturance. Women

: e of the “female” value system within the
"the workplace to. obliterate the:dual -

es d ignores the values which women may .-

organ1zatron It is the"

._ " ‘
There is some ev1dence th&t-‘the process of values ad]ustment wh1ch we

"-1esponse not only to the women’s movement, but also to the realizatisa - ™
_ that the values of the past have becomie dysfunctional in the success of . -

| j’7'_4'

o N organlzat1ons Competltlon has been replaced with problem soIv1ng, col- o

@

“Elizabeth‘laneWay, Between Myth ‘and Mormno Women Awakemng (New York
Wlllram Morrow&Co Inc) 1974 p 48 Co U L




laberation, and commitment to|the success of colleagues. New skills of
.. -resolving conflict, extending and’ ‘eaining trust; personalizing. relation- -

- ‘ships, and sharing resources are now requirements for successful admini--
., Stratiort: Control as aggressiveness and domination has been replaced by - =
" control as an aspect.-of open, responsive communication.” Carolyn Bird )
~has painted out that the Harvard Business Schoolis now teaching itsmale .
“students what women have:known allalong— that collaborat onand triist, .
-are better ;motivatofs‘vﬂ}ap-_c"on_ftrol‘_and correction.® . L
“Perhaps. the work-life ‘coptinuum, in which. values and ‘activities. flow " - -
. from one sphere to the '(;th'e_r; is simply the-continiuatioh of-a. process
. already begun. Perhaps oursociety andits institutions are ready for a wider -~
. acceptanceand yse of the non-male éxperierice: If s0, then the possibilities * "
+ - for chiange dre even brigliter, and the entry of women on a large scale into. -+ -
- _-i‘eSpor’xsi‘ble_‘-Iea;d'ersh_ip'po'sitions will be a change for the better in-an”

. - “alreally restless and searching system. - R R IR

e TS T

Shepatd, . . ne R ri;BeYdﬁd Sex Rolé.s.'. R
Alice Sargent (ed.) (St. Paul: West Publishing Company), 1977, pp. 392.3,:7 a0 e
e e o e aCa"r'(leli_i'_Biﬁ group discussion, Pioneers for Century Il Conference, Cincinnati, Ohlo,: "~ - -
S e T April, 976, . Ll A ST Rl

""" 7Herbert A. Shopard, “Men in Organizatiois; Some Reflections,” i

ERI
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: etwo ways 1n whlch a woman s in tegnty is, llke= s to be under» A'
e mmed by the i process. of i umversrty educatioh; Th1s ‘education-is; 6 coiirse,’
RO " yet, another stage in‘the'; Rrocess of her enfire‘educatioir-from hep earliest ol
ST a2 f.' glimpsés' of television at home ‘to the tracking and+acculturating toward
S “femmrmty “that beoome emphatrc in high schoel: But when a womaan
~admitted to.higher. -education —— partlcularly graduate school “oit i
: ;often made to. sound as if she entersa: sexudfly heutral world of “d1s1nter
."'ested" and “dniversal’ perspectrves Ttisassumed that coeducatlon eaps- -
“the equal edugation, side by side; of w women aiid men; Nothrng could be
" further from the trath: andnofhmg,could moreé effectively seal a woman
;¥ sense of her secondary value in a man-centered world than her experieng
¢ o as@“privileged’’ woman.in the tifi versrty—- if she knows how to mterpre
*“whatsKe lives darly

: In tefms of the content of her eduCaﬁon °there is no. dlscr ﬁpe‘that does’
‘not obséure or ‘devalue the: hlstory and experience ofrqg@ﬁten As.A'group.

- WhatOtto Rank said of psychology has tobé said of- every.other discipline, -

“‘“including’ the “neutral” ; scienices: itis “not only man-mad butmasculine '

“in its mentality.”” Will it seem, in 40 years, astonishing tHat’

“have been’ ertten in- 1946 with the title Woman as Féisi: #n Hlstory? ,

- Mary Beard s"title ‘does:not seem bizarre te.us now. Outsrde of. wpmen’s. .«

---studies; though liberal-male: proféessorsmay. . introdvuce material ;about

+ ‘women into their courses, we'live w1th:textbooks résearch studies, schol- -

- arly sources, angd lectures ‘that treat Women as a subspecres, mentloned

: only as perlpheral to the; hrstory of men.'In every discipline where:we are ;

.- consideréd, wonfen are perceived as thé ob;ects rather than the orlglnators J;

“of i 1nqu1ry, thus prrmarlly through male eyes, thus as a specral category '

_ Thatithe true business of civilization has begn in the ‘hands of men-i§ the .
" lesson absorbed by. every student of the ttadrtlon’al sources. How this came.: - -4
o be, and the- process-that: kept it-'s0, may well ‘be the” mdgg 1mportant"_>'.,-.- .
uestlon for the self-,' defstanding 4nd survival of ‘the human. species; - S
chsivilization has ‘beén built; ‘on.the bodles and ser-- . .-
e _una‘hknowledged unpard and unprotested in the madin
i; - appareritly unfit for soho‘larly decency. The.witch perse—
3 ¢utions’of the 14th throvi%h 17th centuries, for exagiple, involved one’ of
.. 3. the great historic sfruggles— a class struggleand a struggle for knowledge:
‘ :'—betWeen the illiterate but practlced female healer'and the beglnmngs-of
- an aristocratic niouveau séience, between the powerful patriarchal Church
;-and_enormous numbersof peasant wamen, betv\;een the pragmatic ex- :
penence of the wrse—woman and the superstltlous practrces of the early
e * - male medicine. © v - ,.g, o
AP TEEE T ‘,i The*phenomena of w0man-fear by -hatred 1llummated by these
B R . " centuries ofgynocrdearewrthus ailth :hrstoryofpsychology or c,
S e L hrstory of science, that-was not. hopelessly qne-s de woufd have'to ¢on- -’
ERR TR S "i' - front and éxamrne thls perlod and 1ts oonsequence 1k _g hlstory of T

2

e L I 1nvest1gat10ns of the humamtles and the scrences are in dct a,.collectron of*

vy
Repg‘mted with pemu"ssron of the Pro;ect on the Stv;utuslV d Educatron of Women
.- Association of American Collegés, 1818 R Street, .N.W. ashmgton D.C. 20009 The
Chromcle of ngher Educatmn and McherH Copynght 1975 TR




S e T .half-truthsand l‘acunae thiat have worked enormous damage to the ab1hty PRI
-0« 7 - of the sexes to understand themselves and ong¢ another. ‘ B
B R RRRTIE | thisis changmg within therubrlcofwomensstudles
©me ¢ face of prejudice, contémpt, and outright obstrugt
e ‘culture zecognized and transmitted by the univer
: R " -nantly.white Westerﬂ‘culture it.is also true.that within'blac]
Cen o e World sstudies the emphasrs is still predominantly magecu
U 7+ female perspectlve needs to be fou-ght for and defended
' academy at large .

itis domg soin they';""" =
it : is. true that the-;.j'_ K

* e

e

. ’ .

s 'the mmnstream of th ' '7'31um Women in t:olleges where’ a women sJ' R RAR

~sstudies’ pro] alie s where feminist courses are beginningto: . -
- % betaught, shidare off ofeelthatthe“real”currlculumlsthemalea-\ R
- = ..  centered ongsthat: Judies are (like Third Werld studies)a “fad™s ...+ =~

-7+ that ferninist tedche u‘nscholarly,” “unprofessmnal » or “‘dykes.” *.
" . Butthe contentof coutsds and programs.is-only the mage, ‘concrete formof . - .
: underm1n1ng experlenced by the woman student:. jdore ‘invisible, leSSg {
.~ amenable to'change by committee proposal or fiat, the h1erarch1cal_,:-'
.+ . image, thestructure of relationships; even the style of d1scourse including = - .-
' ' .assumptions about theory and practice, ends and means process and g@al 2

T - The u.n1vers1ty$1s abave all a h1erarchy At the topis a small cluster of
Cmen T h1ghly paid and prestigious persons; chiefly mén, whose careers ‘entail thd o
: ST _services. of.a very large-base of ill-paid er unpaid. persons chleﬂy women; - ¥
" “wives, research- assistants, secretaries, teaching assistants, cleaning =
- - .. womenywaitresses in the fadulty club; lower-echelon-administrators, and..,-.'-
. =, women-students who can be, used in variousways to gratify the ego. ;
. ¢ - -Each-of these groups of women sees itself as‘distinct from the. others,,as ¥
N -_hav1ng dlfferent interests and a d1fferent destiny. The student may become,_ SRR
.- " aresearch assistant, mistress, or even “wife; thé wife may act as secretary."v:;:--,
. .- ,or personal typist for her husband, or take'a job as lecturer or minor ad- "~
*. . “ministrator; the graduate student- may, if she demonstrates unusual bril- .

L _ ' '_hance and carefully follows the Tules, rise hrglher 1nto the pymmd *whereﬁ_;' N
“T 4. 7+ iUsheloses her identification with téaching fellows, as the wifé forgetsher
B SRR :;dentlflcatlon \Mth the student or secretary $he may once have been. -
i L : o The waitress or cleanmg woman has 1o such mobility, and it is raze. f@rzn SRS

. other - women in the university, ‘beyond.a-few socially - aware or feminist - - -
" -students, to support ‘her if she is on strike.or un]ustly fu‘ed, Each woménin.
" the university is defined by her relationship to the men 1anower 1nstead
! _.;'of her relatlons]:ﬁ'p to other women .up and down ‘the scale ; '

. Now,this frag iR igng women is merely a rephcatlon of the frag- :
. ~mentatlon from ,ach other that women undergo in the soc1ety outside; in® 7.
accepting the premise that advancement and security' ~<eyen the- ohargce e
'to do one’s best wotk'—Tie in propitiating and 1dent1fy1ng with mep who -
. have some powe? we have always found ourselves:in cgmpetltion with
each other and blinded to.gur contmon struggl’es This fragmentatlon and
the invisible demoralization it genenates work constantly agalnst the "1ntel' :
: lectual and emotlona energles ol the vac?nan student. -, c -0 /

The hidden assumptlons ‘on whlcfh t‘he un1vers1ty is bullt comprlse mor
:+ than simply.a: class system In a curlous and 1n51d10us ‘way the* ‘work” o
few_ men. r‘gﬁespemauy it themore scholarly and prestlglbus 1nst1tut1“?)ns T e
‘becomes & sacred, g whose name emotional and: econdniic explite " %
" ation of women;is taken for ‘granted: The distinguishéd professor may- - "
“understandably lﬂ(e‘ comfors and even luxury and. h1s=ego require not-:-

merely a w1fe and secietary butanau pmr glrl teach1ng as%tant program- :

v
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; Ry Bl e - SRR
- ,Iner,?and student rmstress, but the ]ustlficatlon for all th1s serv1ce is the.’
- almost religious concept of “his work "’ (Those few women who rise to the:
- top; of their professions seem.in general to get alorig with less, to get their -
;. work doneé along with the cookmg personal laundry, and mend1ng vglth— :
- out the support f-a retinue.) - '

*"In other words, ¢-structure of the man-centered un1vers1ty con!tantly :
reaffirms the use of women as means to the end of male “work” — meaning

Y smale careers - and prefessmnal sugcess. Professors of Kantian ethics or -

‘Marxist criticisf are no more &xempt from this exploltatlon of women
than are professors of military science or behavioral psychology. In its very
structure, then, "the university encourages women to continue perceiving .
- themsely  as. mean‘s and not as ends —as 1ndeed their whole sbcialization -

L&

" Itis sometlmes pomted out that because the ma]orlty of women work1ng
inthe umvers1ty are in lower-status posltrons, the woman studenthas few
. ifany “rolé mod wshecan identify within the form of women professors
o OT-@ven’ hlgh-r ng ‘administrators, ‘She’ therefore can’ conceive of her -
wifuture only in tefof Jimited ambitions. But it should be one of the -
goals,of, a woman-centeréd university to do away with the pyramid itself,
1nsofar as it'is based on: s@age, color, claSs, and other 1irelevant d1s- '

» I have been trym to .thm.kof a celebrated llterary utop1a written by a:
woman. Thy few, contenders would be contemporary Monigue, W1tt1gs

e * LesGuerilleres — but that is really‘a vision of pic struggle; or Ehzabeth

‘ - f_':" '..;prlce of betraymg her slsters

' Gould Davis’s early¢thapfersin The First Sex —bqt those are. largely based
‘on Bachofen: Shulamith Firestone noted the absence of a female utopiain -
The Dialectic'of Sex and proceedéd; ifi thelast chapter, ‘to invVent her own.’
“These thoughts gccur-because any. vision _@hmgs«other-than- as-they-are’
- tends ‘to. meet with’ the charge of “utoplamsm,” so much power has the -
Way-thmgs-are t6 denude and impoverish the: maglnaUOn 'Even, mmds
practlced in criticism of the status quo:resist a vision'so apparently unnerv-.
" ingas that which foresees an end to male privilege and a changed relatl,on- -
~ship between the sexes: The university I have been trying to imagine does:»
- not seem to'meé utopian, Bbugh the problems and: contradlctlons to.be ®
faced in its actual transforma@n are of course real-and severe. For a: long.
; time, academm feminists; like all femlmsts -are going te.have to'take per-
&, sonal rlsks —of gonfrontmg -theif own realities; of spealung their minds,
- of belng f1red or. ignored. when they doso, .of becomlng stereotyped" as.’
. * “man-haters” when theyélnce a’primary loyaltyto women. They. will -

-also; encounter oppos1tlon from successful women: who- have been the

- token “‘exceptions.” This oppasition — this’ female misogyny — is a left- -
- -.;: overof a very ancient compet1t1veness andself-hatred forcetl on women'by -

. patrlarchal culture.. What is now reqmred -of the fortuinate’ excepflonal
*Women are-the modesty and coutage to see why. and how they have beer ‘
. . foktunate at’ the expense .of ‘other. wornen; and to-begin™to, ackrrowledge
-""lhelr commumty ‘with them As. Susmn Sontag has Wrrtten e

he f1rstrespons1bxhty of; a “hberatﬁ‘!,wpman is to lead the fullest-.freest and
ost, 1mag;nat1ve life’she can: The'second respon31b111ty is her sohdarlt “with”"
T other “women: -She. may live: and work and maké love with men, But she hasno .
- right to Tepresent her situation:as simpler, or less suspect, or less full of com~ ¢
~ promiisés tha it really is. Her good relatmns wi th men must not be bought at the

».,..

To thrs_ I would add that from a, truly femxmst polnt of v1ew these two

respons1b111t1es are mseparable Cran B
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. o " '_’v Iamcur1ous tosee whatcorrespondmg risks and self-confrontatmns men of - T

e B mtelhgence and goodwill will berready to undergo pn behalf of women: It f’ ' ,
S * “isone thing to havé a single “exceptional’” woman as your wife; daughter,

- " " friend, or protégé, or to long for-a hamanization of sociefy by women;-

appears and to évade none: Many women ‘who are not ‘‘man-haters” have -

felt publicly betrayed time and. again- by men on whose good faith’ and

..comradeship they had been relying on.dccount of private convérsations. I’

- know that academic men are now hard pressed for jobs and mist fear the .

- compétition of women entering the university in greater number% and with'~
greater self-confldence But masculinie resistance to women’s' claims for -

~ fall humamty is far more ancient, deeply rooted, and urat;onal than this

year ’s job. market. Misogyny should itself become a ce t;‘al subject of in-*

" quiry rather than continite as a desperate-clinging to olék»déstructlve fears
and pr1v11eges It will be interesting to see how many eryare prepared to .

~give more than rhetorical support today to the sex frog}' _hlch they have,
L2 for centur1es demanded and accepted SO much.: R

R Ifa truly umversal and excellent network of ch11d caré: ean beg1n to de- '
..+ 7 velop,if women in sufficient numbers pervade the university at all levels ™
- .7 —from community programs through college and professional schoels fo -
o ~ " all ranks of teaching and administration — if the older, more established -
RIS : faculty women begin to get in touch with their (always, I am convinced) -
“.. - .. latent feminism, if even a few n come forward willing fo think through -
~and support &xmmst issues hlirond their -own immediate self-interest,
T s - there is-a strong chance that in our own time we would begin to see some
o D true “universality”” of values emerging from the inadequate ¢ and d1storted
LT corpus of patriarchal knowledge. This will mean not a renaissance buta -
STORER N # . ~-nascence, partaking of some 1nher1tances from the past but\worklng
et 1mag1nat1vely far.beyond them:, "~ . : - :
" © Jt is likely that in the 1mmed1ate future various alternatlves wﬂl be- ex- -
+ fplored. Women’s studies programs, where they are stafféd by feminists, -

L will serve as a focus for feminist values even in a patriarchal context. Even .
e " where staffed largely by tokenists, their very existence will make possible; . -
e some riging consciousness in students.. Already, alternate fem1n1st,mst1- -

tutgs are arising to challenge the curriculum of established institutions.
_ Feminists may use the’ man-centered university as a base and resource
- ~while doing r search gnd writing books and articles whose 1nﬂuence will: ,
be felt far bgjpond thez1 demy. Consciously womari:centered universities
‘—in wh1ch women shape the phllosophy and the d plaklng though /
Hm ex1st1ng in: L
A.shtutlons- Whatever thé forms it may take the: pro i+of, wommen’s re-
possessxon of ourselves i is irreversible. Within .and wuhout academe, the:
rise in ‘women’s expectations has.gone far beyong, the middle class and "
has released an mcalCulable new: energy »— not o ”"""  for changing insti-
qual r1ghts but for a®

)

o ".:'

* another to face each feminist issue — academ1c, social, personal — as'it { D



j : s R ';Men over Forty, Women under Forty

Carolyn G. Heil‘brun, ‘,The power to change the fnghtful 1mbalance of the sexes in the facult1es*

s - .. ofourinstitutions of higher education rests, I believe, with the two  groups

. least likely, at first blush, to offer hope for that change men ‘dver.and .
women under 40. Inspiring these two groups to action is certamly uphill

- . A “work. I am reminded of the Vermont farmer who, asked for directions, -

A - replied: “If I wanted to get where you' re: gomg‘ Iwouldn tstart from here

o S Here, nonetheless we are. :
. Why these two groups? Why not, for example the group to which Ibelong

“".. academic women; mostly tenured, 40 and over? g

I can only state bluntly that this group of older women of: ach1evement
- must be counted out. While there are marked exceptions, as in. every char-;' .
. acterization of groups oldér academic women appear to exist in-an irre-
. .versible state of fear in the presence, of their male colleagues '

_' Womeén now under40, however complacent about enjoying what hasbeen’
won for them, did not grow up as slaves. Doris Lessing has told us that

)
e

, . S ~ "slaves,set free, “‘are marked by the habits of submission; and slavesimagin- }
S oo e o ot ing freedom see it through the'eyes of slaves.”” There are many e)tplana-g
Syl e - - tions for older women'’s failure of courage, and hope one day to 1dent1fy :

¢~ . .and describe them, but this much is clear: Established academrc women.,
o o - ..+ will not offend the- male club which has initiated them. ‘
oo oy -7 7 Astomen under 40, if they can discover ways to survive in the shrlnklng' :
e ..+ academic world, and to live with women without dehumanizing them-

L _selves, that is all that can be asked of them, and it is erfbugh. CRE S

Men over 40, in whose hands all power lies, are the’ conservatwes of the
. academic world. A conservative is one who, in defense of principles he’
* . considers ifnpéiative, can bear with equanimity the squermgs of others.
s oo, We are al} in some -ways conservative, but complete consergatism and g
i .o .+ - absolute(power are a dangerous con'gﬁl?atlon I suspect that; forgnany
Lm0 T , plder academic men are now subtly aware of this, and that that
\ EOE . awarene_ Can be encouraged. (I rermnd myself that the harshest penaltyt
'fornalveélstolookafool) o SR A S §
E ~There 1s another charactenstlc of th1s group, httle notlced and less com:
R I S mented upon, whlqh they share with other successful gnen of their age:
S ‘\ " .7 . . They are atthat point in life-when thie self grows restless and‘asks, Is this

S “all there is? Freud hdd his work cut out for him exploring the unconscious
e ” B of faricy, and his followers have. paid little attention. fo the crises (or,
LT e 3ail Sheehy .calls them, the“possages ) of middle age. Colleges:and
ST e '_un1Vers1t1es are being run by men as unconsclously sick of power-as
St T \ . wormnen are of powerlessness 1t is, moreover, being contmuallyafﬁrmed '
ST . . that'the femmme selvés in males (like the: masculine sélves in; women)
-become, in migidleage; 'adamant and persisteént in their demand for expres-
S . * sion. Of course, the average.head of a department (think of one!) would
e r w7 ol sopner admit to plaglansm than toa feminine self. Nonetheless, that.
R e e powerful maleg ip crisis, although he appears as arrogant as ever, may, -
e R e Y g1vep a face-savmg Way to change, be tempted toward uncharacteristic

= "Heprmted thh ‘pernussion of the Pro;ect on the Statug d Educatxon of Women
'V.Assocmtfon of American Colléges, 1818 R Street, NW., ashmgton DC 20009 The_ .
. Chromcle of Higher Etﬁcatlon and the author. Copyrxght 1977. ¢ L -
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5 7act10ns if these can be shown tobe’ stemly practlcal
What m1ght these pract1cal actrons be?"

T F1rst those prestrglous 1nst1tutrons that set the style for the profess1on RURCANE
.~ .-+ +-" might stop trading hgck and forth the few “acceptable” women professors . ;-
B B . and administPators./There is one woman professor who must have had - -
“# . .’more offe.ys of allfagice in the last decade than Elizabeth I had in her whole = ..
. lifetime. Male professo .and administrators appear to have one c'r1ter10n L
" of ach1evement ul Harva’rd hire'-her/him?' R :

.By the txm% those in_gearch for tenured women have elumnated Womenﬂ .
v 2who wﬂl not movg, and those who are. suspected of feminism: (such a
-~ woman s often c; ed a “women’s libber”), they are, rélidy to. declare that,

Lo e ©of course they haden’t enough ' tenured women but stiitable’ candjgates’
@ ey oo (sad to admit) ]ustaren’tavallable Every study tells iis where thesew men
O .. dre: in the less prestigious institutions, where they are-usuatly. bemg mar-
R o rvelously compétent and gaining valuable experience. Since the less presti- -
L - glous the institution, the more wormien it has, the source of trained women -
* g . lsobvious. Think of farm clubs, think of the minar leagues. As to, tlrefeml- Lo
_ o . " nism of these women, is it really that dangerous?.In fact; the few frankly o
% . . .. feminist women with tenire, in or out of prest1g10us 1nst1tutlo ;/are so -
[T e L endangered a spec1es as to 1nterest a zoo ' : e

Ca e “e
o e Second so-called ‘women'’s or gender stud1es are the fastest perhaps the o
B - | only, growing academic pursuit in a dreary world. Even somé* men:are .

‘ - teaching these tourses, or trying to. Instead of treating, this-whole sub)ect - ‘
-+ as a ducheéss would treat a dog who not only: got into the drawing.roon® = . -
.. but made a mess on the hearth rug, why not recognize it forits sheer
. -money-making; scholafly, growth possibilities? No academic-field, out-
. - side of those sciences whose chief characteristic is their purity, cannot.

‘be seen in a new way if every aspect of femininity, or what has hitherto
been defined or 1gnored as femininity, is explored. The-whole question df°
.. human cognition is now. being challenged Piaget, for exampl#;considered
.- only logical rationality in his pioneering'work. Was this too limited? Male
‘administrators, scrounging for funds must not 1gnore thls source s1mply
because they find 1t not quite nice: . - g

Thll‘d the largest group of potent1al students is no lon the 18- to’ 2 2
. year-olds. Many of the snootiest universities have more -matriculate
than matriculated students, .although they are. ‘careful not to tell the
alumni. This group consists of women and men wearied of stereotyped _
. male pursuits: Courses must be geared to their needs: not made s1mpler- i
. but less rigid and less authoritarian. Women are those ‘most likely to .
* possess the skills for devising centers and programs for people who w1sh
to study after adolescence or even mrddle age.. o

A’.

..Fourth charrmen m1ght stop‘t jx g every man who is-not h1red that"," .
- affirmative. action forced the hiring of a woman jnstead. It is a'lie, and if it =
sobothes the-disappointed male applicant, it is no less evil or. harmful for- S
at. Even with all the unémployment aréund, one rarely meets these.', EREE
‘days a man turned down for any other reasom.. .. : - , ’ '

we . . : T i ’ Lo Ty

: qully, rnale adnnmstrators musst allow themselves fo recognlze that large
_ _ numbers of their students, graduate and. undergraduate are worgen. Can
E »' | me in"Power be absolutely confident that women dents will continile
- ‘ to pay hlgh“fées to be taught exclus1vely (wfth only ew token exceptlons) ‘
D by men? e ’ STy :

; é‘~

Ca




D i\thch:brmgs us-tomy»second-group ‘women under40
- - since Linclude students as well as. faculty mernbers—. icle

_-ported.in. ‘April: that a woran - ‘studerit’ at';_'Brown had'sald" “*Actwnsm is.
-_,::coas1dered a malethlng Most WOmen doi trun for offm ' .A, Io’t"of women '
. re afraldv to be labeled fermmst e : : -

-'_hppmgs 'frfom" ‘the New York T1mes (xt had
:JI had to ga)of accounts of v :

3’ apparently pOWel'l
eneratio 70f»women assistan R;‘ofess
ke their suffrléget»tejorebéa
Hturs, constltuency the wbmeu‘stude
ions. They must remlnd' ’

A m: pphcant -
R ;.These students need not b

WOUld be dlsas-"‘:"'_f’-
tudents. These " ;

rofessors in their -
‘ -d{epartments,"and those few are und’erp‘a students must learn .
their own pohtl_g:a‘l:and econormc powe and st9p actlng 'ke chamty hil- - -
<~ dren- at a Chiitrias party.- el T S S
- ‘I like. tonmagme the male chalrman and the we -student ln dlalogue e
' "'"I’Ie%xs feet @ the desk ,“Tigar in: mouth;’ atrénizes: her, ‘eagét for her:':~
ohey and brdins so long as shéwill let hi yontificate and notasktg be - .
s equal, hls.colleague she;-afraid - someonegm‘ll téll her she is ngt fem- -
inineif, sh,e EXpressés’ what Vu‘glma)Woolf callecf the manliness of hergirl- ©
? ts eart: ] like to imagine ‘that suddenly, to'him; she is the self he'never.

. «mdeqgloped, that self that:might have talkerd without its feet on the desk.:
AAnd to her, he'is’the poss1b1hty of real selfhood w1thout of cdurse E
“the pomposity. .. . .

“Can I really be fool enougﬁ' to hope for chang‘e from these two? Remember'
- Matthew, Atnold, who speke of tworworlds — one dead, the other. power- "
less to- be born’f‘ I thmk he was wrong then, and 1 thmk hé’ s Wrong now.

.
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' espo‘nmb’le admmlstt

tnf'- chang
- 43 lacegoy which coild Sfifle fig ;
df dite status quo [El@e;,lQ?Sﬁ; ' .%l_. : SR
The quesﬁon then' bg,cqmes, not what: mstltutlons dolng for women but

C 2d to.tgacki thage:; I;_-un_p _a%“mformal” ropes; of the profession to
.chosen maie PIO eg s the introdictions to’ professional colleagues, the:

: ]&B opportumﬁes.»;Bemide ngd}er (1974) suggests that men are- often un-
omfortable wlthibma]astudents and hence they seldombecorhe protégés.
.Correspondlh'glyﬂ _dy ‘Long-Laws (1976) espouses the theory that most.
men;who' ¥ made it isito .administration have.had male mentors:
ale“colledgues: who served to’ prov1d : _ose opportunltles generally
'6d fof male pr@zege/s '

2 - opportunities f
N experienced

ye mus; accept the. respons1b1hty to recommiend and recruit

~ cagmble Won¥n whenever our input is sohclted and to speak up w1th our
g - réGfhin endatlons when it'is not. . k%
R -_ wg onnilyn Felg says that what we are attemptlng is the- 1mposs1ble

s dynamlcs (Felg, 1973). . ’

B “nltty gntty ” that includes natlonal reglonal and local workshops to_

o and C nselors and the authors

nonﬁfhf 1gher educatlon are';
& upward into.the. central ad--
: fu%,n ‘of literature about admin.-
roblems ‘of somahzatlonr'

atlon and employment op=
’c‘atlonal institutions and -

T @ymg to change an institution that is- in its' worst crisis'in decades The

Y N charac eristics of higher education todaygust be kept in mind: fear, panic, inse- -
; " curit....Tochange that institution, we must planiour strategy around the strongest
':_ an&most vital motlvatlon present within.the waIls on the part of most survwaP :

&fting .

w§e are painfully a aware of what .
sTecriit agd'p promiote capable'women ifito -

Iye, ‘pQSItIOIlS_ ‘At begt, the aniswer is*'not much” B

; and ‘most cases;d def »“nothmg & y.ger and over studles are show1ng :
: mern are not @mmg"gro ' ‘fact los1ng what httle gam they- -
gimed, Peg Ider :

" rather. what arp we aliwi end fgr ourselves and ‘what are we willing
* todo for each otﬁ@;’; h;viously,-.corgﬁ tenceis not énough, but why should -
th tiehrpry rarely everis; 'The “old boy"! network-has always -

; personal reC(Jgnmehdatlons fgr feﬂowshlps the intervention for those top _

) .We, as’women, 1n,adm1,mstratlon must‘ begln to seek out and prov1de
or other women,; through ihservice programming and intern,”

. ..\5,. :

Survwal dynamics’ is what we are about,. and when we get down to the ‘

Reprinted by permission of the Nativral Assocmtlon for Women Deans, Admmxstmtors, -



 administrative mainstream. - == -
- A thorough understanding of the

“fing: The fact
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' equip‘women with the strategiés as, Wé'_H-_é's’ 'the'_skil'ls'fcf)f‘-moiiing intothe -~

CoBe .

. N

. opportunities.. . : s

The idea, for example, that neither women nor men would willingly work

_under female management is one discriminatory argument used to keep
. women otit of the tentral administrative hierarchy. Considerable avail-"

- . ableresearch suggests that those women and men who have worked fora -
- woman have found the experience to be positive, that women supervisors

were inclined to assist both men and woimen in their efforts to advance,

and were more democratic in their administrative practices. This last fact
was established in 1966 by a University .of Florida Kellogg leadership L
study team, who found the response so surprising that the researchers -
carefully checked their work, but:the Tesult remained the s_am? (Taylor,
1Q73). . et T

- In’ defining survival strategies for women in administration, therefore, -
. one goal must be the development of those coping skills which will enable
" themtorespond todehumanizing behavior in an assertive and intrinsically " |
rewarding manner. This positive, integrative behavior can onlyemerge as:
. ‘women begin tolook within themselves af-to_other women for support
- ghd feedback. . - T - T LT oo : -
- An understanding of the politics of personal power is essential if women
are to become effective adthinistrators, to take gn the risk, responsibili- .

ties and excitement of being autonorous and of having the:freedom to

shape their individual lives as well as to affect the future- of higher edu- *
cation. Recruiting women for high-administration positions means -, .
changing the status quo, and change.is never easy —o less so when.itisa |

~ challenge to the white,'male-dominated power base. Adrienné Rich asserts-

that the dniversity is above all.a hiérarchy.

~ . At the top-is a'small cluster of highly: paid andﬁrest'igidus persons, chiefly men,
* whose careers'entail the services of awery large bage of ill-paid or unpaid persons,

chiefly women....In its very sttucture; then, the university encourages women {o

continue perceiving themselves as means'and notas ends —as indeed their whole -

socialization has dogg# (Rich, 1975). .

7 ' .

Men in ,acffhinig%aﬁqn realiz

Ry

Education showed that the majority of women in this area of administra-

tion had no responsibility for fiscal planning or personnel supervision

(Sisley, 1974). -~ R

- Wohien'ghed testing gfounds and oppértunities to develop their own strat-.
egies;

.

and skills to- administer effectively. On Campus with, Women, the
vélettér of the Project on the Status and Education of Wq%n'ex'i_with,in the
‘?atioq' of American Colleges, reports that less than ti

xS

\ ) _ ature of*discrimination as well as the . -
legal means to combatiit aré€ vital tools fer wommen seeking administrative -
" roles. Although considerable.progress has been made in changing laws, -
" women have not obtained.all their legal rights. While nimerous laws -
‘exist.to guarantee these rights incliding Title VII of the Civil Rights Act .

the impoytance of fiscal control and. plan-
I at women neither realize the importarice of working with"
" budget nor seek out bﬁggeting.experience is the grown-up version of “‘girls - .
aren’t good at arithmegtic.” A recent study of women in continuing educa-
‘tion administration yndertaken by the Association for Continuing Higher

ve percent of

-of 1964; the 1963-Equal Pay Act; Executive.Order 11245, as’amended by . -
Executive Order 11375; Title IX of the Educational Amendments of 1972, - -
. our problém is educating women and men to the ‘common,but subtle "
" aspects of discrimination. They have come to accept discrimination ‘in’ ...~
. taxes, credit apd wages as well as in employment and educational



R S the colleges and umversrtles in the Un1ted States are headed by women
oL “*and seventy-five percent of those-positions which are held by women are -
. < "within.small church-related institutions (Long-Laws, 1975)..Corfrespond--
R ~ ingly, the Un1versrty Council for Edycational Administration survey re- .
e e e { vealed that only two percent of the faculty responding to: their question-
g& S L. .25 naire were women. Of these 1,333 ‘professors of educatlonal adm1nlstratlon -
oo IO :onty 24 were womern (Cambell &NeWeIl 1973j SRR
- “Let-us start by provrdmg female mentorg. Given the Iack of female models
. “in‘'the profession and:in the training prggrams for. educanonal admlnlstra-
! tion; a woman | g higl i el , :
future in terms of 2 erted ambltlons and possrbllltl tis theresponsrblhty‘
L - .. of those of us.whoire now on ‘college ‘and i univergity campuses to serve-
S, oo oo i as “mentors;” to-maké sacrifices if necessary to sed that' opportun1t1es for.
S - women begln to become fair, open ard equl.thble — to .survive. If that
. S 7 .. /.sounds martyred, . the truth is, thmgs are not getting better and we can -
* no longerafford to simply sit. baclged decry'the lack of female coIIeagues .
‘or even worse allow ourselves to'fall into the Queen Bee syndrome.’, ;..

: LT We do’ ot believe that women have to accept the phllosophles of adrni
R e .stratlon espoused today by our male-orlented | society in order to get ahead.”

L ';_',We are all naive, however, if we thmk we can ever make any headway

, t .. “without our own basé of support and power, or insights into and defenses
T s taodeal with the arguments and stereotypes wh1ch have sought to ahenate,'

[ women from one another e .

and Title IX on
ther_ campus

G TWENTY SURVIVAL 1 F1nd out who is responsrble forAffrrmatlveActlon,
- STRATEGIES YOU CAN ' your'campts. Invite them to Iunch ora ‘seminar- wi
- . START IMMEDIATELY  womien. - _ %

ko R . 2.Enroll:in an assertlveness trarmng group or orgamze"one with other
o T - - administrative and faculty women. Encourage female students and co-
R . .workersto partlmpatelnassertlveness training and conscrousness raising.
- L e 3. ‘Keep. yourself posted on professional vacancies on your campus share
B i ~ - this information w1th other w8men in your mstltutlon as weII as at other _-
B “schools. : : '
- o o o 4, Give your déan or department head a hst of the names and addresses :
;% . - . of the women’s caucuses within your professional assocratlons Then fol--
é .7 .. . - low up when vacancies arise to seefthat he or she uses it.’ e :
R TR (0): professional -organizations. and actlvely participate. (hold offlces i
- . .72’ serveon committees, write articles, deveIop workshops attendm tlngs b
% T volunteer') - : o
i - :6.Join professronal orgamzatlons whose pr1mary memb,e ship is

omen
: ' . - in ‘administrative roles {such as the National Associationfor Womien -
S ¢~ U~ . 7. Deans, Administrators; andCounseIors or theN'a&' nal Councrl of Adm1n-=._.'
. o .. . istrative Wlinen in Education). . .
: o , v 7 Estabhsh ties with™ communlty woren’s organlzatlons (hke NOW'
e e AAUW League of Women Voters, BPW, agd women’s centers)..
O T : Involve yOurself in your campus CommrssronforWornen (vou: need no
' B be~a member to attend open meetlngs request m1nutes eXpress an 1nterest o
S T or respond to an issue). . - L
T e Go to your chancellor, ‘provost or prgsrdent’ and expr¢ss your desrre to
_ : serve on- un1versrty comrmttees and/or special projects. .- . '
“_ . . .- 10, Establish a women’s Caucus on your campus. Intra-lnstltutlonal com- -
B -~ munication is important, but also spend time anaLyzrng the power struc-
'_ture and decrslon maklng praetlces at your umversrty :




'

"11 Fmd out who new'female st
' 'a women'’s caucus. gatherlng ;
. 12. Give credit where credit is due,’ :
e ;'mstltutlon who' are challengmg the system (headway they make w111 be
- -your gain also] o
- 3. Blow your own horn to your supervrsors et them know the worth-. T
‘while things you are. domg and the pos1t1ve 1mage you are pr01ect1ng for

¢ -

your d1v1510n : -

_your writing and speaking to reflect “she/he.”

¢ 20. Dlscuss salaries; ask for a salary review. Open. d1scuss1on of salanes 1s'-{ S
e one way to determ,me whether women'’are belng treated equrtably?
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and grve support to women i yourf

14. Support male colleagues who are attemptlng to promote opportumtles -
- for women. - ’

f 15. Analyze your owﬁ'kmg prag:tmes w1th clerlcal staff to insure that .
"/ygu are not practicing thos& thmgs you find, dehumanlzmg 1n the main.
Aadimmstratlve structure. -/ - o
- +16,Work with the College of Educatlon to prov1de benefrcral practlcum ex- S
';_.:-perlences for graduate women. (Share strategies as well as experierices, - -
,.-and failures as well as successes.) Be: open to learn from. your students.
-+ 17: Share the power <= delegate responsibility and involve ~peop1e in‘the "
* . decision-miaking Process; keep them 1nformed of all the information that is
'needed to make a decision.; ° -'

18 Find out when budget planmng begms and ask to be 1nc1uded Attend P
- ‘open hearmgs on the budget : ‘

" 19..Be aware of your usage of the;generlc “he” and begln to change both
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o Contrlbutmns to Practlce' Organlzatlonal Change, |
RETRTE i ?-_j“ atlve Actmn, and the Quallty of rk ere

o o Rosabeth Moss Kohter' The reasonable m&nr adapts hxmself to the world the: unreasonable one persrsts
KRR R - . .in'trying to adaptﬁe world to hxmself Therefore, all p;g\gress depends on the, :

L unreasonable man S :
T S A orge Bemard Shaw Man and Supermfmg'
B TE R T A Iong hab1t of not thlnkm ng rong glves it the superf1c1al appearance of .
S R _— bemgnght '
BN o : - — Thomas Pame Cpmmon Sense

The workplace has long\been dommated by rule of the carrot and the. stick —
SR ~ .. ‘asif we were a nation of donkeys: But the cdrrot— the lure of material well-being
g e oo as defined by money and possessions “Zis shibtly losing its savor. And the stick —

;= . .= . - onceabrutal club labelled “economxc msecunty"— has thmned down to aflaccid -
Tt : bundle of tw1gs - :
. : S - Damel Yankelovrch “The Meamng of Work" ﬁ

B Lo 'Three 1mportant concernsc’onverge around the,need to change the struc-'{
. e tures of organizations. Firstis a growing recognition that improving the-
. quality of work life’and consrdenng the human consequences of 6tganiza-
e o ' tlonal arrangements are as'important & measure of'a system’s “effective- -
P j ness”’ as gconomic indicators. This movement reflects 3 demand on the
' e - part.of the workirig: population. Opinion polls, though themselves- not
B P ,'." . always. the best indicators, have showna steady ergsion in the satisfac- .
‘v s o7 - . tion'expréessed with work since the early 1960s. Daniel Yankelovich points
e T T e - to'a cultural Zeltgelst in which ever greater numbers of people expect -
ot ', work to involve chiallenge and meaning as well as opportumtles for self- -
el expression.! ‘An. American, Management Association survey of middle
management dlscovered that over half of the respofidents foyad their work™
* “at’ best, unsatisfying.” There is evidence that blocked ]
_powerlessness affect the work- life quality of manageziilih :
along ‘with other workers in one report, dissatisfactijisas groWing in
B - middle management as‘a function of job insecurity, *®¥o%ed-in” feelings, -
e e " and responsibility wrthout authorrty 2 Remedres clearly 1nvolve orgamzal :
T tlonal changes. gy - : . -

Equal employment oppor’eumty for women and minorities is another cur- .

* rently pressing issue, and one that cannot be solved without attention to .

the structures of opportunjty, power; and numbers. Effective strategies of -

.+ affirmative action must be based on eXamination of the design of jobsand -
" their settmgs Since women -and blacks have legal remedies that-disad-

- . vantaged white men may lack, the levers aré at hand, via this. issue, to

L o encourage poh akers. to reconsrder orgamzatlonal desrgn, equal em-‘_,

'Chapter 10 “Contnbutwns to Pracuce Orgamzatmnal Change Afflrmatfve Actron, and ‘
"+ the Quality of Work ere," in.Men and Women of the Corporation, by Rosabeth Moss .

o Te a Kanter, ® 1977 by Rosabeth Moss’ Kanter, Basrc Books Inc., Pubhshers, New York
] R . c ' . . o . .
K L ’ A 1Damel Yankelovxch “The Meamng of Work," m"T‘he Worker and the Iob ]erome M )
ST . ' Rosow, ed. (Englewaod Cliffs, NMw. ]ersey Prentice-Hall, 1974), pp. 19-47. s

* 20n the AMA ‘study: Sam Zagoria, “Policy Implications and_ Future Agenda;” in The
- Worker and the Job; ]eromeM Rosow, 8d. (Englewood Cliffs, New]ersey Prentice-Hall,
1973), pp.177-201.0n managers’ discontents: Emamuel Kay,‘“Middle Manageinent,” in .

' :,. S _’ Work and the Quahty of ere ]ames O'Toole ed (Cambndge Mass MIT Press 1974]
e il PP -106-30, : : ’
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e p’i’oblems

* What canbe done, in pohcy and pract1ce about these cr1t1cal soc1al 1ssues'? o
S The analysis of opportumty, power, and numbers pro ides gu1de11nes for
." the kinds of programs and-arrangements,that will broa‘}%r
" “able positions i’ ofganizations. The theoretical framework can be tised to

'-v'

individuals — often woten, but also men - — orgamzatlons are wasting °
a large measpre of their liuman talent. Systems that are miore generally

~ opportunity- and power-constrammg are not developing the resources of ..
either theirymen or therr women to the fullest. Such problems of limited - .

- opportumty limited ‘power, and unbalanced numbers arise espec1ally in~ o
large h1erarchlcal organ;zatlons Where rewards.and status become in- .
.creasingly scarce closer to the top,’ where the gap between “professionals” -’

or administrators;@nd other workers is particularly large, and where rigid .

‘ bureaucratlc models of task organization prevail ‘thereis alsolikely tobe a o
. Targe groupof; dlsﬁadvantaged and underemployed workers. This’ grqup:

can be the source of behaworal blockages and recurrent organlzatlonal

.- suggestnew structural alternatives, on the one hand,»and to provide a con- .
..~ —eeptual underplnnlng for better-knowir strategies, on the other hand =— .
__ strategies which age currently being app11ed tosome managenal personnel -

o

.but rarely belo dolicies are useful, in, this regard if they enhance op-.
portunity, empower, and balance the ﬂUmbers of soc1ally dlfferenl Kkinds:
of people. . .. Y 7 .

Elements of strtxctural change are out11ned in- t}us chapter Systematlc

- gpplication of these principles, with supporting arrangerhents in theorgan:...«
. ization as a whole, has the potentialto make a big difference. For example,’’ "5;
people who seem to'be uncomm1tted orat the limit of their abgsties mlght

take on greater challenge-and be. more productive, with beneficial céno

.' sequences to both person and’ orgamzatlon People who seém to; be mgald

,'.become more effective and more inhovative. But:to reap such beneflts, , ,' L
thoroughgoing, Tevision of much present orgamzatlonal pragtice is: fe-’
" quired,; 1nclud"

~Tules-minded;%nd hostile to change might: with greater 3cCess: to power

.job. re“deflmtron and. redes1gn, ,rﬁodlflcatlbns of the -

h1erarchy, and.m
instances, thlsllheans developlng new strategies, -but it also 1nvolves the

- systematic apphcatlon of much of*what is already known, about stru,ctural

" change, in" organizations.. We can c0mb1ne the iftegrated a proach to.

organization 1behav1or contained in three-‘vanable mode with prfac-"
tical policiés based on eXperiences in.i#ovating orgamzatio‘ns to suggest
" some of the elements ,of opportumty-enhancmg, emp0w;r1ng, and num- . .
-~.»ber-balanc1ng strateg,les SR, @q ; T TR

. . . .
. . L v . . . o,

'Whenever people are concentrag"d in low—opportunl and low-moblhty

- ]obs with few prospects for gr0wth in slulls or advance ent and few open

S0 T S e T

cEw

o ployment opportunlty is'a stated pohcy of the Un1ted States government e
. and practically all major organizations. Furthermore, there is a'need for -~ . .
- . change models that do not merely.improve.the situation of one group at - -
- the cost of another, as is often the case now, bt rather create more generally
_ _'.',;',satlsfymg as well as more equ1table arrangements. AsIhaveargued earher L
~.. the problem of- equahty for women cannot be solved without structures .0
. that potentially, benefit all organization members more: broadly S
- F1nally, organizations themiselwes should have an interest’in effective-be- '+
" havior, Blocked opportumty powerlessness, and tokenism tend to gen- -
: ~ .erate employees who, among. other things, have low aspirations,. lack. .. .
" commitment to the organization, béceme hostile’to leaders, behave in-~
'effectlvely in ¥eadership roles themselves, take few: risks, ar; become -
. socially isolated -and personally stressed.. As1de from the:cost to such

0 .

access to favor- -

h more. ﬂex1b111ty of opportuiity structures. In some, - _ -

!
el
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.~ pathways out and up, their-full. participation »in~th'e%rgan_izatioh is con- -
o oo g strained and their invelvement-in work is limited. While some jobs offer
oo e e s high'mobility pects to their oecupants (a high probability of-advance-

el e ment, “B.sHort ‘time-span: between advances, the’ chance for increasing

N - . w-challerige, arid everitual access to the most rewarded jobs); other positions
.. osysternatically bf'qu_"cjp’po_'r,tun_‘ity:‘f.‘promb't"i'c‘m ‘rates are -low, there.is' a
co 0. 77 long timé-span between moves, tasks do not change, skill and mastery. do
«si’ .o % 7+ .. ° | notincrease, and there is no route olt of the job into rewarded positions.

;w7 °e. Internal allocation of personnel,'in'a complex organization, is governed. -

. .~ - by hiring, promotidh; and" layoff rules within®separate “labor markets’ .
.. or kinds of ‘workplaces (officé- work, professional*areas, management;».

;. publicrelations, etc. ). Each workplace alsé formulates its own definition of .-

- “suitability” for its-jobs: Thus, one issue is not onlyito provide advance-

RS ment for some individualsbut also to decrease the gap between labor.mar- -
_» w0 .. kets s6 as to raise the stature’ of low-mobility occupations as a whole.3 .
- ... % 7. ... Toenhance opportunity, the nature gf such interial labor marKets must
e . = - - first be uncovered and then _modifie%;-a_'ﬂlofOugh':review- ofjob ladders:
.- - and an effort to open'new ladders is-required. Organizitions can-also more
_ - . routinely operate in ways that increase skills and competences required for -

* . :-advancement; At the same time, opportunity can be broadened in other,
"+ less hierarchical ways that take into account the imperatives of economic .
.+ efficiency: that not everyone can be (or wants to be) at the-““top;' that some: "
. A RIE - - 'undesirable jobs mustbe done, that monetary rewards maynotbeinfinitely
LT o - expandable.New strictures can reinforce alternatives to- definitions of -
© o o Trso o success-as-upward-mobility. Organizations can make'more widely avail- ¢
“ w... . . -ableenhancement of skills, movement into new situations, or continuing"

challenige backed up by recognition.

© " "'Opening opportunity for clérical WOrkérs-fié o é§tiucthral‘»dharig!§i$.s‘ué.}, ‘

. - Because thé labor markets and advancement fad : s for clerical and man-
', . ageridl personnel are often so different, personnel strategists may have
. - difficulty'even in deciding what paths and chanriels can-be opened be-"
" . tween these two distinct worlds. What path:can a secretary take that would . -

“puther én anfdministrative ladder other than toward clerical supervisor? -
co ‘ ... What kinds of jobs can serve as the links? A system’s size and complexity"
w0 o o o canmake such questions difficult to answer. The firstrequirementis aclear; .
LT "% - ... picture of the skills and training required by different jobs, so that it is -
(A [ .t 7.7 . possibletosee whetherJobBisan appropriate next step from Job A, despite
© .. - - oo how. different their titles ‘and content areas might-make them sound; -
sl b it ee o bridges between job ladd s.can be ideiitified. But even before opportuni- -

PRV .+ ties can be created, then, the organization must acquire information and
~ . 7w find a way to make compatisons across technical, clerical, and lower-
Lt Y "management jobs. If /ds:is-often the.case; many clerical positions have no *
'+ job descriptions or non:dd-hoc way of discovering or evaluating what the |

- :skills of people’in those positions actually are, a first step might,involve : «

" .diagnesis: Sehding a.téam of people into the field ta interview clerical or .

. +*, other low-opportunity wotkers.and write-job descriptiohs. The'se descrip:
“i; “tions shquld ipclude a-ﬁs\f""df,fﬂié'?actual tasks -performed. and, therefore, =
... .| identification"of competences needed rather. than a title for the overall -

: /- ¥ function, and they'shoulfl outline the special content knowledge acquired
it - - - in 'the job. They shpuld particularly. inchide ahy special opportunities
L g - -*. " offered by the job to move'beyond the limits of the, formal, title (such as.
a4 e T LRypist) and °exer'ci§€ special skills (such as budget writing). . EO

. 3peter B: Déeringer:and Mich'a;l']}Piore',"ln,témal_Labor'qu_‘ke'ts andManpower Analy51s .
(Lexington, Mass.: D.C. Heath, 1971). On individual ‘mobility versus occupational in-,
-equality. see Christopher Jencks, et -al, Inequality (New _qu_k:_ Basic Bogks./LQ:Ls].. .
pp.196:99.. ..o v ey o T R -
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_ d encouragement for o
- learning,-as‘in a performance appra;sal system 1%hlch managers: and®
subordmates or groups of-work peers and: colleaguqs would pemodlcally :
‘meet to review the individuals’ performances suggest areas for-improve--

. ment, note areas that wére Ol@tandlng and record any changes in the skill
lqyels of the’ employees su‘rce the last’ meetmg syuch assnew proficie

_or educational. exper;.ences Some analysts tecommend' frequent m

?; plannmg and review meetmgs as ‘an alternanve to less frequent perform- =
‘ance-appraisals. =~ .t L SN

‘Both of these: steps Qave some opportumty—enhanc;ng a:spects by them- ;
5 “selves. The.people- mvolved are:. éncouraged by suth ‘processes to- see
themselves and their" ]obs in:a different way,*‘Gomg thibugh-the process '_
. can boost self esteem and: build peoples sense.of their own skills. Some: -
- can see.that they did notjust’ occupy a pagncular niche for which they were ° -j
' ‘sultéd in some gefieral and vagyegwvay; but rather. that:thiéy possessed 4 ,°
_-nimber of guite;specific competem that resembled theskills called: for .-
-in jobs up the ladder.>Where the appralsal 1nteract10n befween rnanager
- and’ subordmate or within'a peer group .works ds it is’ planned managers
P “can:be_seen as counseling; resources,’j’l‘ialplng employees decide how'to -
SR 1mprove the1r skills and transform “just a job’” into-a- step: ina con§010us
- career. ‘This. regulres ‘managers, wholare trained in “people-deVelopm”bnt
" ‘skills;” aé discussed below, and who aregewarded by the .organjzation'for
“the:development of talent rather than s usual bureaucratlc outcomes as

'. conforrmty to. rules e TR vl Cip T ﬂ';;_l_r

g

s

PRSI "The. opportunlty-enhancmg features of performance appra1sal appear tq
P P T Tequire formal plan;gmg, for there‘is évidence that ever those who think -
' B " itis a gopd idea would rarely undertakg it ‘on theif-own;? Assessment of
~ compétence is certainly an emotlonallﬁcharged igsue, for.all pa,rtles in-- ..
. volved, And*performance appraisal‘tan-also-be. yused: when'rt is used . ;
-for. control (e.g., to-justify low pay- o%mngs) rather than to-increase op- . -
. portunity; when bosses’ Wh.o are ineffectiye comi un1cators evahiate judg- ;- e
- ~‘mentally rather.than analyze capacities. ma helpful way, fécus.on person: v .
7 ality; rather than performance, or fail. 10 re'port performance accurately out . "+ -
“.of fears that their 0w1{n.ompetence as a'manager, will be called into ques-, -+
. ‘tionyor when the data are ‘used-for peer comparisons, to-determlne how .
to istribute’ d searce pool-of reyyards ‘and peoplaw ' napproprlately
.'f - fitd d to-d curve.S-But as part 6f a program tp'increase th ‘_,r«evelopment of
- human talent and, hence boost opportumty syste fldﬁ’@erforman’ﬁe
appraJsal cail be usefu"l o AT o
Atthe same time that women and other typlcally low—moghty wor@scan L
T A U "+ come to see. themsel‘tle' -through the job-description and performance-ap-; - -
P T I pra1sa€l process;’a re:mobile and “marketable" than they had thought,.
oo s L the orgamzatlon.ltseﬁ ill now have a pool of° 1nformat1pn on'the skills -
and talents of employeées to whony little¥attention- had prev1ously‘been
A s _ pald ‘Some. of the information: ¢ be surprising, revealing a ‘suitability .
T ST - for promotion-or more challénging respOnsrbllltles that might not become ¥ -
; et 3 - kniown otherwise., Inaddltlonto the increaseof inforiation, the employe’es’” &
SN o *‘themselves mlght be mcr%smg in sklll as aresult of the changed context .
R t. _ ‘qubertH Meyer.Emanuel Kay, and ]ohnR P. Fren_ch Ir, Spht Rolesm Performance s
et W7 sAppraijsal,” Harvard, Business Review, 43 Uanuary-“l“ebruary 1965).. - . (
N R SPaul. “Thompsori and Gene W. Dalton; *‘Performance ‘Appraisal Managers Bewane. I

Harv,grd Business. Review, 48 Uanuary,February 1970) ‘Alan-L: Patz, “Performance -
RCRAEE ’Appralsal Uséful but Still Resisted;”” Harvard Busingss, Review, 53. (May -June. 1975), = -«
~ o pp.74-80% “Therk aré a variety of ofher prob’lefns with appralsal’ systems thatinvolve : -~
S e measurement problems ofquanhflcatlon amblgmty,valldltﬁ.rehablllfy across bosses, .- !
: ,;f . welghtmg of performance areas, vand “halo effects"whereby genel:ally good.or generally
- bad 1mpressxons are generahzed to all areas O o <
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of opportunlty At thlS p01nt career-review. processes can be helpful
- Managers and: subordinates, -or employees and personnél specialists, or-
k colleague groups discuss'employees’ ultimate career goals gnd help them
- to mapa serjes of steps byswhmh theycan (a) 1mprove.current performance, _
(b) acquire, the additional skills, education, or training necessary to meet
-~ 'their career goal$;and (c) leok fot the approprlate pathway —the sequence -
5:.‘:.""'\ s " of jobs — that'will move them toward tHeir goal. Sometimes this can in- "
— . -i.volve ipvenfing a job that does'not yet exist, and 1t can be an 1mportant
: -+ . ‘source of innovation for an organization. -

-~ Change should not stop ‘here. To lengthen\ some ladders for blocked- . *
' *.opportunity people on paper and to identify the hidden talent among{i\ 2
' ployees while engouraging them in their learning still does not guaran tee
" that opportinity ‘has -Teally been opened or that the ‘next step”’ does not
A 1tse1f turn out to ba’% dgad end. Job posting provides one form of ipsurance: -
" a system: by whi '“,enings are announced publicly and emp#yees are.
free to.bid on.any job: But the natureof certaJn ]obs and th ir role relatlons

~ - . 'should also be reexamrned ' i& : \ e Ly

_“Since women are often congentrate _1n dead-end secretd 1al pos1trons, S
Secrétanal work is'one éxample of a fri tful area for job redesign, in anum-
. ber-of ways: If ‘a secretary’s statis 1ssed on that of her boss, these
. statuses'should bedecoupled so tha-t secrélgmies are rewarded for what they
' a(%ually do and not for how serifor the bo@#4s. Secretaries could -also be-
¢ -* _° -come apprentigés to their bosses, and part G bosses respons1b111t1es (for """ '
‘ * which they mselves would be evaluatedywauld be to teach s
enough over & period of time: that they could move ahead-on management™~
Jadders. Again, mana%ers could be off1c1a11y, rewarded for developing
talent:-andlosing good’secretaries in contrast to. thblr present Systematic
"stake in keeping one as long as possible in the same position. If more work
o in large organizations beginsto take place.ini project teams and committees,
"', setretaries could more read11y be viewed as part of the team rather thana:
: note-taklng adjunct, especially whenjhe;Lcouldhax&asmuclLas or'more_-
- information than managers by virtue of reading correspondence and talk- -
ing with other secretaries, This sometimes occurs informally at present, .
“but there are several problems w1th1 ormal arrangements. They continue .
_ to leavesecretaries dependent on the whim: ahd.approval of bosses to get -
" ..+’ training or team membershlp, they do not permit’ offical recognition of . -
.»7 what secretaries' are learmng and doing, and they do not include such - ';
_opportunities.as regular featutes of the job so that the next role eccup
‘lac c0mparab1e opportunitigs. However, to formalize an apprertice ag
-assistant. status for secretaries.and then enlarge also the training and
.. autonomy of pool’ typists in preparatlon for apprenticeships would in-
"1/ .crease mobility prospects associated with secretarial jobs. It would in-
~ crease-the number .of men seeking them. It would also reduce some of the "
. "typical “office wife” features of the job: There would be better uses of .
" . secretarial tim®. Secretaries would have:to b chosen for intellectual and.
. inanagerial abilities. They'would have® opportunities to demonstrate com-’
-~ - ' petence and win the respect of a wider au.dlence And bosses would have
R to see them as potential peers! o :

" In addition to the redes1gn of ty‘plcal jobs for women to add-more oppor--
" tunity to them, it is important-to develop new jobs. that close the gap be- -
.~ 7 tween different internal labor markets: Wherever the gap between a higher- -,
© ... statys category of work and Jower-status function'is great, so that there is

N “rarely ‘any movement from the lower to the higher, or from one jnternal -
... labgr market to another, the gap needs to be bridged by a sequence of .

L " ever more hlghly sk111ed ;obs that could gradually move employees in the :

/."',’ : L v U .-'v - e o .




. lower-status positions into eligibility for-the higher.status. For example, . -
. this could involve gradually adding functions and competence to clerical * -

- workers unti] they were operating like managers and seen as capablg:of L
taking on the higher-level'job. The development of paraprofessionals to - -
.~work with highly trained professr,onals is one'instance of the design of . : "
new jobs. Syich'intermédigte positions act as. br1dges as well as ensure a ./ ERA

fuller ﬁ“tlhzatlon of human ent. . . telw

. A second-sgt of apportumty-related problems accurs for h1ghler-lev as o
wellaslo er-levelemployees Blocked opportunity i isanalmostinevitable .
problem fgr some peoplé in pyramidal, hierarchical organizations, where .« - *
‘the scarcifty of pIace on mobility ladders increases with each stepupand . . .
.where there.is @ demand for large numbers of low-paid personnel at the, |~

- bottom, In other words; there is not enough room for e\'zpryone atthetop.

- Some people havedo do the less desirable jobs, and e of those inthe
- desirable jobs reach deadengls, tqo: In an extreme instiifae of a new organ~,
. ization model, the Israeli ki but21m have tried to so“lv, uch problems by
- Totating all management pos1t10ns so_that after-a certain- -number, of years.
- atthe top, people giveup thelr places and;go back to lower-level posxtlons 6 L
» There are variants of this pract;pe in American’ business. and pr'ofessmng,l__/ L
+. - organizations: temporary assigriments, “flow-through’ )obs, ‘academic A
< departments ;.hat rotate the chatr ans of managers to outsxde rgamza- S
; . L

~

" tions. o

Job rotatlon could be 1ncreasecl and extendéd throughout the system and S
creative plans could be wdrked-out by innovative organizations willing:o o
. experiment. Iob rotation he break, down, the parochialism’ of . .many - '
R bureaucrats stich as those in dead-end or; powerless ‘positions prone to < .
. concern with territorial contrdl andit burlds commitment to the t brganiza-: - ‘
tion ds a.whole, as I found in my.studies of leng-hved utopian communi- - "
... ties.” And, of.course, Jmany- executivesalready “Totate” jobs. Even if it is® S
o unreahstle to imagine in the corporate or-goverpmental context that job: = . -
_.Totation-schemes could really work toreduce the opportunity gap- betwéen -
‘high-mobility-and low-mob111ty jobs, they: could help toredefine oppor- .. ..
" tunity as mvolvmg lateral as well as vertical moves, as achange in territory - =~ -
o offer1ng new potential for growth and. learning rathel‘ than only.achange . .~ -
.. in'status or span of authority. Although ﬁlerarchy restricts the. number of
|\ vertical ‘opportuntties, the number of lateral prospects remains high. One-. "+
. company appears to have successfully avoided layoffs (thus enhancmg ]Ob LT
* -security.as well as opportumty) through a program of encouraging ‘karéer - .-
bends”: posting job’ openings and offermg ,extens1ve retra1n1ng for eople AR
to move into new. f1elds 8. ooy
Pro)ect managemen orgamzat_lonalqtrategy that 1nvolves the creatlon S
- of temporary teams f partlcular tasks, teams that cut across departments
and even hierarchical levels; is one already viable optlontAlthough much *
routine work might rieed to be permanently assigned infixed departments,
* non-routine work can be g1ven to short terma project. teams whos embers- L

/"'

6The kibbutz modc;lllils)mterestmg in a nurnber t;lrespects for Jt"represents a successﬁ!l-‘ R
attempt .to ,manage industry as well ‘as agrlculture on a izommunal 'basis. See, for - .
- example, Menachem Rasner, “Direct Demeacracy in the Kibbutz,” in. Communes: *.
. Creating and Managing the Collective Life,R:M. Kanter, ed. (New York: Harper&Row, .
11973), pp. 178-91. There are also descriptions of the kibbutz organization of work in ", "
-Arnold Tannénbaum, et al.: HterorchywOrgomz,ohons AnIntemottonolComponson L
.. (San Frangisco: Jossey Bass, 1974);. DPdvid French" and Elena French Workmg» L Q
_ Communally (New York: Russell Sage:Foundation, 1974). "« - ST
" 7Rosabeth Moss Kanter, Commitment ‘and Commumty l(]ambrldge, MaSS Harvard s
~ ™ -Univetsity Press, 1972), especially pp. 95-97 and 236.. . S
‘. 8“How IBM Avoids Layoffs through Retrammg," Busmess Week November 10, 1975, .0
pp 11012 _' - e . Lo X . T




spend part of the1r trme on f their ong01ng tasks and part ‘on- the proyect Lo
... * (Consulting - drganizations typically work in. ‘this fashion.) Even'if the * .~
. = _routine. tasks do not change, the opportunity to make lateral moves\——-
*  thatis, to'be 1nvolved in a series of challenglng projects.— ggn create a-
« definition of success as cons1strng in ever-increasing' learmng experiences
~and new fields to master/ — an expansion "of personal horizons. Oppor-
' tunity gan mean access to growth:and 1earn1ng as well as. promotlons -
"* Project organization offers. the optlon of a'view of the rewards in work ¢
. .4 - ,~stemming from new adventlures and: ‘new challenges rather tha}{f;h\_ elong. .
s~ climb to'the “top.” And it is'clear that: alternatlve definitions of\success - : -
. ', are'long- overdue Careerlsrn is notegve d it contains 'its own.
- dysfunctlons; in overwork and family: neglect Organlzatrons must learn .
-" . other-ways to'reward.- eop1e and provide a sense of growth\ movement, - "
' progress and value. This is especially imiportant when, as I saw at Indsco, -
~an’organization appears t@promrse more promotions than it can deliver.-

i . . One useful altematu/ato Western definitions of “success” as vertical mo- -
bility exists in Japan. Large Japanese ogganizations distinguish between
. *.individual rank [se7nor1ty) and hierarchical position (status); an arrange-* -
ment that permits cont1nu‘ing growth 'in recognition and rewards (as .
seniority 1ncreases'f ‘ever*when the individual’s vertical mobility is low =
... .and prom'ptlon iriffequent.® Of course, unions do a somewhat similar .
-+ /. thingin the United:States by tying certain benefits.and raises to seniority -
SO rather 'than. perforniance, but, the,]apanese model includes a wider range-
' of rewards, including increased respect and pr.1v11eges w1th age and rank :
regardless of job.status. '

., - . At the same-time, Jobs eould be wewed in; terms of advances in skrllj gt
-2 " rather than in status and “level,” a%rowth orientation like that of crafts’ . - .
- . 7. -people. “Mobrhty” can mean becoming more skilled, gettlng better at
, ‘what one is doing, and belng rewarded appropriately for the increase in_ .
'competence For this meaning of opportumty to make a difference, how-
~ ‘ever, jobsnéed to be designed so as"to involve creativity and skills —a "
task for programs. of j Jgh enrichment. 19 It is hard to.take pridé in dull,
.+ “routine work, or to gaifi a sensé of mastery and growth when no challenge ®
", isinvolved.-Adding gfsuccession. .of challeniges as-signs of ¢ promotron oL’ e
-“advance;” instead/6f jurnps in privilege and control, could be a way of - "
_ ‘Opening oppor :s' for women and others at the bottom and redefining~ .- -
. itmore humanel ffor those at the top. Richard Walton reporte ST
' experrments in ‘geveral plants in which pay ifcreases ‘were 'ge red to - 7
-4 “employee mdster W1th ng limit set; people were encouraged to lear -
s to teach each other 11'One key here is that the learning opportunity *
.| ¥ :asdociated with materlal opportunity as well As T have: already I¢
.- & out, a sense of new future prospects opemng up may be as or =
: ;;/ " portant than change inthe tasks themsglve$in accounting for thejvalue.of -
S ]ob encroachment or job enlargement t‘Cummins, Engine, for éxample, .
-the redesign of jobs to inglude higher-order tasks léd; in effect, to promo- = 7
*'tions, because the increaséll respons1b1hty broughta higher gtade designa- - -
. ‘tion and pay, n;ansformtng what had been seen asa “dead end. ]ob” with -

e

To- - %8ee Ronald Dore; BrrtlshFoctory-}apdneseFoctory The Ongms ofNotlonolDwersuy in
< 7 Industrial Relotrons  {Berkeley: Umversrty of California Press, 1973). - s .
T é 1"RobertN Ford, Motn:'atlon through the Work Itself (New York: American Management .° .
. Assocratxon, 1969) and “Job Errichment Lessor.s-from AT&"I‘ Harvard Business = %
- Rev1ew, 51 (January-February: 73),-pp. 96-106. See also Louis E; Davis and Eric L¢, -
e ~ “Frist, “Improvmg the Quality o%&lork Life: Soc1otechmcal Case Studies,” in Work and e
Je T e the ‘Quality of Life: IamesOToo e, ed [Cambmdge Mass.s MIT Press, 1974), pp: 246-80. -
A “Rlchard ‘E. Walton,. “Innavative Restructurmg of Work;" in °The Worker and the Job, -~ -

Ierome M. “Rosow, ed. (Englewood Cliffs, NewJersey: Préntloe Hall 1974) pp 145-76

. The plants were Genera'l Foods and No‘rsk Fertlllzer ' , ) .
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. poor pay and no chance for -advancement into a position with oppor-

There is.another way {g/appfpéCH.tlle pfdeéin.'of sqéfcify of opport n1ty 1n L

..

° hierarchical systems. Decentralization of large organizations could open '
. more leadership positions: To.create more units, to bréak larger structures
" into smaller ones;would not necessarily increase the number of workers, . )
~.but-it could very easily iricrease the number of opportunitiés and ‘‘mana- -
_gerial” openings. The Hutterites, a set.of over ene hundred communal -
“villages in‘the' American and-Cairadian Great Plajns, offer a striking ex- .
ample. When'a colony getsto be over a certain size (rhlféﬁ*mbre thana .
hundred people), tensions increase — in part because theré are onlyso. . .
many leadership positionsin a colony, and some people’s alienation grows
" i, response to opportunity blockage, even in this society of alternative /3, -
“values. So at this point, the.colony dividés in two, perhaps along'the"
/. lines of contending power blocs, with half the members going off to found - -
. anew colony:®3 Leadership opportunities are also doubled in the process.
" .In this'sense; then; decentralization reverses the bureaucratic trend toward
" ‘putting more and ‘more people under the control of fewer and fewer. It-
_+ Tequires ountering'the congentration of power: that’is part of oligarchic. .
" development. Yet, more decentralization is possible than most organiza- . . A
. tion planners usually assume. [Decentralization also. enters later as an - 4/
" aspect of empoweérin ) I G SR S
A final opportunity-énhancing organization design strategy-is addressed - PR
o two issues especially rélevant to women: (a) helping people acquire -
- more skills and competences on the'job itself; and (b) helping people meet - -
-outside family responsibilities whilé stillreceiving equal treatment inside
the organization. [Thi¢ is‘an innovation originally developed in Germany- *
©_but gradyally spieading worldwide, in the-public sector as well as the'
« v, private;fléxible werking hotirs: Undeér flex-time systems, employees con-
" trol the exacf hours théy work (out of a full‘fime week) within'limits speci- * .
¢ . fied in advance*- for example, everyone might be required to be present
. between 10 AM.dnd 2 PM.1¢ &~ .7 T ST
» Flex-time represents.more than a zearrangement of working hours; al-’
#1" though just in:this aspect alone itds helpful to-women with family re- = -
~\sponsibilities. (It.shoul¥ come as no surprise that one piece of research
... found married womer with children to be the most satisfied with flex-time
" of any group studied.). Time control can bring with it many other oppor- -
, lity-enhancing modifications of the ‘organization of work. It is difficult = .
' t§ maintain certain kinds of limiting hierarchical structures, such as super-
.-visors’ total.conirol of decisjon making, when people havethe freedomto . .
" “choose when they work and how to make sure that their job is covered.
_A'sense of belonging:to a team with responsibility for an overall ‘pffor_t,’ .

1
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* .. vE.Jampes Bryan, “Work Improvement and Job Enrichment: The Case of Cummins Engine

- Company.""in The Quality of Working Life: Cases and Commentary, L. E. Davisand A¢_

. B. Cherns, eds. (New York: Free-Press, 1975}, p. 318. - e N
» .13Jghn Hostetler, Hutterité Society (Baltimore: Johns Hopkins University Press, 1975).

» .. 14Rgsults are summarized in Barry A. Stein, Allan Cohen, and Herman Gadon, “Flextime: .
’ ‘Work Wh ¥ Want To,” Psychology Today, 10 (June 1976): pp. 40-43,80. See also .

: 2567, Elbing, Herman Gadon, and-John R. Gordon, +Flexible Worting Hours: It's - °

bout:Time,’ Harvard Business Review, 52 {January-February 1974), pR. 18-33: Robert -

T. “Golembiewski. Rick Hilles, dnd Munro S. Kagho. A Longitudinal Study of -
_Flexi-Time Effects: Some Consequences of an OD Structural intervention,” Journal.of - .
Applied Behavioral “Science, 30 (October-Novemper-December  1974), pp. 503-32; -

- Virginia H. Martin. Hours of Work When Workers Can Choose: The Experience of 59

e

. Organizations with: Employee-Chosen Staggered Hours<and’ Flexitime -(Washington,
‘=7 DG Bu'singssandPr_of_egsional’Women‘sl_l?‘pur_lclgt-iqn.1&75]. ~ Co
o ".. JU u, & . v
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o : rather th@n a feelmg of be1ng ]ust an 1solated worker with' 11m1ted respon- CE
RN sxblhty, created in peoplg, because they must be able to act as replace-- -
LT ments for.one ‘another when someone%ot at - work. Members of work -
-+ ./ teams come to-train one: another and serve as teachers as well:as fellow -
T rkers, as they do in many - organlzatlons using -autonomous work
o R groups. 15 All these conditions can. improve the prospects for people under
o o o flex- time to gain self-esteem and a sense of. personal efficacy, along with.
IR ,work satisfaction,” motivation, and learning — -all very important,for
B o ..,women in low-mob111ty and low-power jobs. Employees under flex-time.
‘ - " . are, in effect, increasing their competences and learnlng dec1s1on- AN
Voo . .. 'making and “managerial”. skills® , R B
: S - "Organizational officials also need to be reeducated to provrde the neces-
- . sary backup for opportumty-enhancmg structural interventions. The  first
involves.counseling or “people-development skills” for managers. Many
.-+ of the structural 1nnovat10ns suggested require the support and active .
++* . participation of managers in helping low-mobility employees get assess- - -
v . . mentsof competence, guidance abouit further education or imprevement, -
: .and help in'mapping out a future career plan. This means transforming -
- the managerial role from tyrant-to teachér. The organization, of course,
- must back up such innovations with rewards to managers for their sub- . .
: - - ordinates’ mobility. (especially these managers who feel powerless or dre *
. -+ understandably reluctant to lose good employees), maklng “human re-
© ... .7  source development” a cr1t1cal part of a- manager’ 1. “performance
T appraisal.” But,-in- addltlon manﬁgers will need to%ye taught how to be
S e effective counselors This is particularly important in cultures where (a)
gL a deference bartier exists between superiors and subordinates pr (b) where - .+
2 . . normsof pohteness 1nterfere with-a manager’s ability to offercriticisms, or .. -~
-~ (c) where men in authority positions do Hot know how to talk honestly -
'to women about their‘jobs, or (d) where the ideas of evaluation of com-
petence, goal setting, and future planmng are not prominent. Managers
L o - gould be taught how to give and receive feedback, how to evaluate the.
R - -elements entering into a job, and how to collaborate with another person in ~
v ’setting mutually agreed-upon objectives. These skills would also be useful
- .-+ . tomanagersin their own career development especlally as management a
. .7 by objectives” spreads to'more systems.” - \_
e . - In general, organizations with erhanced opportunlty would be>, I propose, T
. ¢more alive and exciting places; There would be fewer people indifferent " ’
e j ‘to wosk or considered “dead wood.” There would be miore enthusiasm for
. -: innovation and less dysﬁmctronal conservative resistance.  And. the
S -~ would be structural supports for more equal treatmen.t of women, m1nor1—

.

: t1es and dlsadvantaged Aclys& : o PR
- EMPOWERING THs second set of issues.f4ce thosé in leadershlp roles who are expected to. .
" STRATEGIES ' mobilize others and are held accountable for decisions and results. The1r .'
L © - éffectiveness is shaped by their relative power or powerlessness, which **
affects their desirability, as leaders, the~morale and satisfaction of their” .
- . " subofdinates; and their supervisory style. Low system power has both
<t orgamzahonal pacts —in the; person’s ability to galn,,cooperatlon anddo *

5
15These results are’similar to those reported for some experiments in systematic work
. redesxgn See Walton, “Innovative Restructuring.of Work.” An informant from a ldrge
. - . insurance company utilizing flex-tlme very effectively told me that the biggest beneﬁt
B o was the change it forced in management style, away from ‘babysitting”,
S . “headcounting” (“the visual school of management”) to longer-rangh planning.. E)n ‘

I . semiautorromous work teamg, [see] Stephen C. Iman ‘ThaDevelopment of Participation .
T *'by.Semiautonomous Work Teams: The Case of Dbriftelly Mirrors.” in The Quality of =

. .- Working Life: Cases and Commentary. L E. Davxs and A B. Cherns. eds. (New York: vF,ree
~ ~ Press, 1975) pp 21 31, i s ; S
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Lo / the 1ob—-and soc1a1 psycholog1ca1 effects—-ln a feellng of powerlessness :
o ‘that often promotes rigid, coﬁ‘trollmg behgviors. Power, we saw in Chapter -
.~ 7,’has both a job-related and a social cojnponent. It is associated with Lhe

. - eXercise.of diseretion, the chance to;demonstrate out-of-the-ordinary ca- -
o pacities in the job, handlin ‘umcertainties rather than‘toutine events; with-

~access to v1s1b111ty, and w1th the relevance of the }ob to #hrrent orgamza- :

. _power structure coexlstrng alongslde of thé for al delegatlon of authorlty.

. .-which is influencéd by formal: arrangements’but may or may ‘not cojre- \ :
Soaal spond to official hiéFarchical distinctions. Thus, power isalso accumuldted
v+ ..« through alliances with sponsors, s_uccessﬁrl’peers, and up-and comng . . "
a, - .- subordinates, To empower those women.and other, who currently operate,
SN ata d1sadvantage requn'es attention to both"sides of power. It is always'-

- hard to getatreal power issues or make impactful¥hanges in a powet struc-

. =7 - ture, since; almost by defmltlon, these with power Havea stake in keeping

< // “it for themselves. However, with this limitation'in ming, it is still possible, '
. " - totry to structurally 1mprove the power position of mbre people

- Just as ppportunity enhancement beglns with change in ' the formal struc- - “e
© -7 ' ture of the organlzatlon (career paths and job ladders), empowerment miust .
.7 also start with, and rest fundamentally on, modification of official struc=
tural arrangements. Flattenmg the, hjerarchy — removing, levels and -
. 'spreading formal authorlty.r—- is'among the more general and lmportant‘ Tt
Strategies. It has the Virtues of adding to-the power component of jobs :
.. (the non-routine, d1scretlonary and visible aspegts}along with i increasing
- contact among n;lanagers ‘at the same tlme that it can speed up ec131 ns
e and 1mprove communication.” "~ + - i

i Some execlitives I 1nterv1ewedffe1t that ﬂattemng managerlal h1erarch1es s
isagood s;(l-‘ea fora number of reasons worth.quoting. Too many levels of* -
, . managers/were "$een as detratting fx:om the.power of each of them. It was -
- tonsidered hard, with an extra layer and- thus fewer people reporting di- -
Lo rectly to any one manager,, to ayefd “over-managing” - e1thersuperv1s1ng
" tqo’closely: or jumping in te’do: the job oneself.
.~ cluded: “Our steep hierarchy prevents effectivesce

ical comments in- -,
umcatron everyone .-

A .puts his own. 1nterjpretatron on v1tal .messages /1t ‘makes me doubt the - - .
S D validity- of some’ commumcatlons I’ so hafll to get a: dec131on thatl =~ .
,s - - thinkof this asqglass, forty-story graveyard. Impedlments in'the decision-. -
TR ‘making procesx}’fect the morale of the wholé organiZzation. It’s hard to N5
o - bridge levels.” “People don’t ‘take risks, because things get reviewed mare’ S

- “ritically in 3. deeper grgamzatlon — there are ‘more channels to pass
through....So1 thl'nlg the Best thing we can do is'to have as flat an argan-- -
~.ization as possiblegdn 4 flat. orgamzatlon people underneath become better ,' D
_ manage:sj’I)]ey dre ‘more autonomous, and they feel more powerful\’ R

.. Evidence bout'the relative effectiveness of flat and tall orgamzatlons on’
"< overall performance meagyres is mixed, but one research'team, reviewing
( it depth five studies’ w1th moderately dependable results, concluded that
B-F job satisfactioh, at least is associated with flatter ‘drganizations; job satis- v .~
.~ faction, goes up-as number of levels ‘of the hlerarchyogoes ‘dewn.16 Flat
. organizatjons appear to.incrgase s satisfactiom, in part, through the greater .
" power they provide’— greater exercise of authority at lower levels, more
. caeptrolrover orgénizational goals and strategies, and a greater ‘feeling of -
o, : mast!ry and esteem.V In one caref'ully researched case, a 1eve16f manage-

RN
Y

- 6Suresh Snvastva, et'al., Iob Satrsfachon and Producnvrty (Cleveland Departm T of «+ e
" . .Organizational Behavror, Case Western Reserve University, 1975), p. 52. '

3 ' VH. H..Carpenter, “Formhal Organizatiénal Structural Factors-and gerceived Job / .
" . .. Satisfaction of Classroom Teachers ’Admrhrstranve Science Quarterly, 16:(1971), p s
- 460-65. L. W. Portet and E. E. Lawler ‘il found~ in a survey of managers nthat i
- ) ¢ .l~ . N . ) .l‘ L ,‘: '_ ? ; ‘_ _-7 _.o-vf -.’;."




LR -ment was elumnated and replaced by prolect teams ‘aﬁd downward dele~ Ry

' . gatlon, gains were derived in job satisfaction,.commitment, and personal .* -

¢+ " and group productivity (though not in overall orgamzatlonal efféctiveness. /. .-
L -or satisfaction ‘with superiors). In another cage, t the hierarchy in a plagt -
el i - was flattened from'seven to four levels of supervision; among other things,

o ’ this helpéd supervisors become more- part1c1patory 18 This association of
e - flatter hiérarchies. with part1c1patlon is not s surpr1s1ng In general, there'is : .
- . an association, holding across many cultures b®ween an: organlzatlon s .
A - degree:of part1c1patlon and the gradient deflmng the sharpness of dif- . -

. ferentlatlon of hierarchical levels “more part1c1patory organlzatlons have '

.o ..

T

- flatter gradients,?." .

o ', = 1n all of these uystances, what should be nofed are the effects on those Sy
- a “holding authority and accountablllty as well as ‘the effects on wp rkets.”
TRt T Accordlng to.my analysis, many of the.positive effects of flatter orgemiza- - /-
S tions would be phenomena associated with power\med'rated by the em- /-
powerment of rema1n1ng manggers,; When lower levels havethe chanceto” .
' .accumulate more power upward and dutward, they cart become rnore“ '
" participatory downward (less controllm less closely supervising, mgdre
e - supportlve of theautonomy and dlscretlo of subordinates or clients), thus
+*s % 7. increasing the “job satisfactipn’ ‘of’ thdse ‘below. If )eg enr1chment or
' ~or. example, turrf’the supervisor from watchdog to long‘range, . -
: S planner ‘thby can Serve to empower ths supervisor — - if they reduce the -
. T - - routine coghponent of the job, prov1de thore access to the chance for non-,
: -+ . % ordinary dnd visible acts pérhaps link the, supervisor more closely to top
AR " power:holders, and so fetth. Some theorxsts of socio-technical- systems
- " have recognlzed this.2? Yet many writers’ seem to. imply- that-the  super- .
. visors, in these cases, are becoming less: pawerful, because they are less
_ 'V cgntrolling. Sometimes they are rendered powerless but here iswhere my
e tEeory dlffers substantlally When such_alternatives work; it is because
- they enhance the opportunity of those below whlle srmultoneously empow- :
O .erlngthose apove. { - - - - L - e
S Decentrallzptlon c& empower aswell as, enhance opportunity, if it creates
.. * more qutonornous work units. In one study of 656 sales workers'in 36,
"« . offices of a national firm, the most effective off1ces — those with above-
S - - ‘average performanceeby salespeople among other features —were char-
+ . +"  acterized by greater power and autonomy. ; were high levels of initer- .
e personal influence inside the office and hig levels of control over off1ce
e 0peratlons by local : ‘Inanagers and sales staff 2 : :
BETI ' Any st tural change that mcr qses an offlcml s dlscretlon and latltude

e

ﬂ“ *

f orgamzatlons se‘émed ‘better’ for sel( actul¥zation, while tall met securlty’ needs m‘ S
- “The Effecis of‘Tall’ Vefsus ‘Flat’ OrganizatiodStructures on Managerial Satisfaction,”
Personnel Psych Lézgy 17 (1964J pp. 13548. A ratory expegiment using 15-person-
orgamzahons wi either ‘two or four.levels concluded that the t rganization' was '
. .superior in demsaon-makmg,, performance, but the 'lmulated orgdnizations Jacked - .
many features’ corhmon,fo real bureaucracles such ad'status and reward  differegces and
‘restriction of céttam mformahon .to top levels. which could'make ‘tall organizations less
. efficient.'See "Rocco’ Garze. Jr.. and John N. Yanouzas. “Effects of- Fldt and Tall
-Organization Structure AdministrativesScience Quarterly. 14 (1969). pp. 17§-91. . .
-~ . GenéW.Dalton, LoulsB Barnes, and :‘Abraham Zaleznik, The Distribution ofAuthonty
Lo inFormal Organizatigns (Boston: Harvard Business School Division ofResearch 1968) )
ce _ Walton;, “Innovative Restructuring of Work.” = .« .. o,j . : :

Y

“Tannenbaum, et al., errorchy in Organizatfons. i

; B C © i 2Louis Dabis and EI‘IC Trist, lmportant figures in the soCio- techmcpl school argued that o
c "+ when superVISors are given more techmcal and professional responsibility, they won't ~
: . supervise as closely. See ‘‘Improving the Quality of Work Life:” - - L
e Y+ 2Jerald G. Bachmah, Clagett G. Smith:-and Jonathon A. Slesinger, ~Control Performance v
:+ @nd Satisfaction: An Analysis ‘of " Structufal and lndxvxdual Effects ]ournal of- S
: wPersonalrIty and Socxal Psychology. &(1966} pp. '127-36.. %‘ e 1
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.and réduces tﬁe nu,m%'er of veto barrlers for dec131ons 1s in general. then, - =
empowering. (Note that-increasing latitude does not mean mcreasr% the "
number of subordinates.)# Overly bureaucratized organizations that limit *

- "and box in a decision maker‘s domain .tend to:produce-the mentahty of =

. -Avpomﬂerlessness ‘and women, in particular, may .be-crowded.in per- .,

- wvisory or professmnal slots 'where their exercise of authority is, strlcted

- 'But'wider latitude for risk and innovation can-be provided, along with, _
~'mare opportunity to design options for the: conduct of the affairs of the , = =
“unit over which" authority is:supposedly given. Inr on€ case at Xerox,: .

_inCreasiitg responsibility, dlsczgtl/on and ageas for-autonomous decision:

. making among customer repr entatlves resulted In better _employee at- ~ .
__titude§ and service performance.?? (The company:calls this *‘job enrich- . = .~
v ment” but'it would b€ better labelled “empowe\\rrhent ’)'By eutting out

“some channels and veto barriers; the orgamzatlop gave pec)ple more power,

N and 1mproved their effectiveness. In - other .instances, giving foremer,
SUpervisors, and/or workers mote disczetion over budgets and more lati- -~ -

. tude for 1mp1ementmg theirown décisions has led to technical improve-

ments in equipment gnd work de31gn associated: w1th*1;ncreased output.2¢ .

Addlng detision-making rlgHts and mcreasmg professmnal relfsponmbllr-

" ‘ties for thespowerless can thus improve an\;orgamzatlon s functlonmg in

.:.several ways. First, most organizations canhot really afford the waste of
_ ‘mlent that is involved every time pedpleare putinto empty pdsmons with ,

.. "lofty-squnding titles but nq right td make changes or invent new ways to
conduct a unit’s affairs. Secondly, empowerment can furr a manager’s

gests a dramatically different role for managers of the futufe; as  planners

and’ professionals_rather than watchdogs. There will be more room for - -

. those with expeﬂfsre and less room for “bosses” in the traditional sénse.

. ,(Radlcals are not the. only one to wonder whether old-fashioned “bosses”

- . are redlly necessary.) Organizifion planners, then, should identify"those .

. areas where. dec131on-mak1ng power cdn be distributed more widely. Team - .

~coricepts and the carrying out of work by task forces and project groups . R
with control over ‘the total process encourage the sharmg of power by A

~ more and more people. .- '

Wiile the other side of power, the 1nforma1 alhance-based 31de is morev-_ '
“difficult to. tacklé it is still possible to suggesf organizational alternatives. - .
- Strategies canalso be developed to provide access to the power struature -
.. for people like women, Who are the most likely to be excluded. They might -

" include opening communication channels and making systi R
(such as budgets. salaries, or the minmtes of certain meetings) more. rou--". -

* tinely available for everyone. In many large organizations, people at the -
lower end of management ladders often lack even basic system knowledge' "
that seems to be hidden for no very good reason —the satary range for
certain job grades, for example or who made partlcular kinds of decisions.
Some may not know the names or faces of senior offlc’ia]s or 'Che organlza- '

e

. 22Régent research has shown that number of subordinates ig ot necessarrly related to

closeness of supervision, a-style I take ‘as a sign. of powerleséness. See GeraldD. Bell,
) “Determrnants of Span of Co,n&ol ”Amerrcan Jéurnal of Socrology 7‘,& (July. 1967), pp-
100-109. -

T 23Carl D. Iacobs,—“]ob Enrlchmem of Field Techmcal Reoresentatrves — Xerox\

Corporatron.” in The Quality of Working Life:Cases and Commentary, L. E Davrs and
A. B. Cherns, eds. (New:York:, Free Press; 1975), pp. 285-99. .

“'The Casé of Microwax Department, Shell n The Quality of Working ere
'Cases and Commentary,L E.Davisand A.B. Cherns eds (New York FreePress 1975)

ARY

' attention.from control over others to more prgamzatlonally relevant mat-
ters as planmng and innovation, unlocking Hidden capabilifies. This'sug-

mknowledge . -

"'-vzaDerekW E. Burden, “Partrcrpatrvelvf'n.%gemrs for Improved Quallty of]obs s
" K., Lt



 tion of posmons at the top ‘Women are perhaps more likely than men to .

lack system knowledge or under'standlng of the insand outs of fringe bene-
- - fits'and perquisites because they more often lack well-connected peers or
. sponsors who would-make mformal introductions or educate them aboiit

_. ~. % thereal workings of the system. So, information and communication can
PR . beafirst'step toward ef pov*rrlmentA ess to operatlng datd and formerly.
: "7 & . -restricted informatiof is a

A C ust, furtheripore; for‘any decentralized or s}’ .
T . f,team.orlented system. Offen the effectiveness of behav1or in orgamzatlon '
' : * . 'is hgmiperéd by lack of validinformation; in Chris Argyris’ terms. And; a/s
- Philip Selznick has pointed out, full dlscIosure of corpogate 1m°orma on
.~ 1ay be demanded by employees as arightin the future. 5 Tt is also p/osmble
: ., ,that “organizational civil rights” such’as mformatlon access w1Ll increas: ’
-« .+ . ingly be backed tﬁlegal guarantees S a S :
" - Second, since sponsorship is an: 1mportant vefucle’ for//accumulatlng
T power, itis p0551b1e to coriceive of ways in which it mlght be.extended tg
- P more people. Now it occurs' informally; but it could- ‘be a formal part of a
' " _'management- or talent-developme }.1 'systém. Indeed, superiors could be
= - officially rewarded for the numbet of successful:subordinates they pro- -
~duce, for developing the young/people under them, partmularly women
or minorities Who do, not' usually “make it.” Managers would be en-
COuraged to sponsor thelr subordmates for better jobs.and would have a. . -
D stake im seeing that th y ell even to the exténtof helping them in the = =
' \\ﬁr «position. Artlfrcml sponsorshrp can also be created for women,” " -
ough connections with senior people dther than their ihmediate mana- - -
-gers. ' We.saw in Chapter 7 how subtle the sponsorshlp relationship is, but " 1&
_there is;still some benefit to trying to create formal mentors. Such people .
are in g position to help ease womerl into the’ system and, hopefylly, to , .
. provide a contipuing ligf to power over‘time. Orgamzatlons should also 7
, rounne’ly schedule meefings and events which give women an opportumty s \
U to’come into contact withpoweér holders. '

Orientation programs for new women or people in new ]ObS offer anideal
. time for empowering interveiitions. Both “foster sponsors” and the com- .~
. ~* " . -munication of system information could be a routine part of the intfoduc-
'@+ - tion of women, for example, to new positions. Procedures that do ﬂ§h
. . - ‘would help solve a lingéring question: Even if women are hired, how'c
J' Sl _their success:be reasonably guaranteed? The government can set down ~
= guidelines, and the organization hires the requisite number of female ;"
o bodies. But what do they do then? What happens next? What sorts of train-
" “ingaré offered, how are women' introduced to the- organization? Are net-
.7 . works created? The network issue is of special concern for women in fields
< N where they are still numerlcally scarce, And how. are the women to be
1ntegrated with théir rhale peers.in empowering ways'?

.5 =% One useful model can be derived from a management-training | rogramI

. designed that prepared both women and men for & job held formerly only

- by men. Women as well as men wereabout to be supervising alargely: male,
blue-collar work force, and they would be the first women ever to hol

. /" such jobs: This design was intended to address all of the structural issaes

.o« 7 that often defeat women entering formerly all-male jobs. In; thls case,

T Ree 1
N . .
-

25Ev1dem:e about the need for employee sharlng of management mform ]

" “Innovative’ Restructurmg of Work™;-and Paul Bernstein, “Necessary Elements fo.
Effective Worker Participation, in Decision Making,” }oumal ‘of Eco
(June 1976}, pp. 490-522. The issue of valid information appears
‘Argyris’ work: for-an-application to the question of individual efficacy, see “The

. Incompleteness of Social Psychological Theory,"Amenc«@“sychologrst 24 (Octobe
--1969), pp. 893-918. The Selznick reference is to Philip Selzmck Law, Socrety, '
: Industnal ]ustrce (New York: Russell Sage Foundatron, 1969)
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: polrtrcs was cons1dered more 1mportant than skills;: management SklllS
- would be included, of course; but some “system”’ power would also be
.provided for the trainees. R g
First, team feeling was created among the men and women bemg tramed
* sothat the women in the group would have sponsorship and support later -
- from male peers who -would be more 1n1t1ally acceptabl& to their subor- -
.'dinates. Joint participation in training -programs 1s often a source of power-
. ful peer alliances.2¢ Higher-level supervisors weére brought into‘the pro-
_ - gram, and the links of communication to them were opened. They gotto
. . knowthewomen trainees better than any previous group of new maragers. -
Other managers in the field (especially men) were-involved and made to .
- feel part of the project so that they, too, would be motivated to help mtro\ :

w -

duce the women later. A cycle. of field placements in between training
‘adtivities was developed, so the women could get toneeta ‘wide variety of
personnel and would be, in turn, less mysterlous to those 'who loved to .
goss1p Th&y were sent outto* 1nterv1ew the few senior women managers
- ' in the system, in the hope that sponsor-protégé relationships would de-
- velop there. In ‘short, the program tried to offer role models, potentxal N
sponsors, and allies. Ittried tolay the groundwork forasupport systemand
.~ apowerl base that would help the women as well as the men succeed as
managers$. (But note that wealso did not force anyone into relatlonshlps, :
"5 we merely provided opportunity and access.) - . i

... Empowering can proceed through training for managers as well Managers
~_ ‘mustbe routinely educated to provide power backup fordecisions madeby
those under them. [always short of catastroplie, of course) and to eliminate
behaviors/that d1sempower women. Managers can learn about théir own
. - behavior dnd see how much power they offer to subordinates. They.could
v be encourage to eliminate any practices creating the appearance that
women or other subordinates have less than.full authority to ‘make deci-
.=~ sions on their own. Such negative: practices * often include: watching -
women more closely than men, thinking of women managers or;—prof—es-—
‘'sionals as”an' “experiment” that must be.monitored, or reviewing the -
. . decisiong of women more frequently than usual. “Protective”’ ¥etions that
.. - . prevent;women from solving their own problems should also be dis-
_ o« couraged It makes a woman look weak and powerless to have a man take -
TR over for her in emergencies or crises. The message that gets communicated
. is: “She’s'only capable of handlmg routine matters. She cannot be counted -
‘omr when the crunch comes.” Other forms of ‘power-defeating protection
.. ‘include oversolicitous treatment, giving women the easiest assignments, .

and making fewer demands on women than on men, letting them slide by JRERE '

_without ever having to- prove themselves on the firing line.

' Educatipn for managérs on 1Iad1tronal male behaviors toward women -
- "would help ensure that women are given challenges and full opportunity ‘.
 tohandlecrises on their own. Men in the system could learn to checKany.
. tendency to rush in and save a-woman; if they slow down, she can save
.herself — and contribute to a mére powerful image in the process. Mana- .
‘gers have a rolé to play in empowering women. They should let others -
_ know that women managers or profesgionals under them have the power of
. the system’ behmd them, and that they will niot keep on peermg over the .

) 2“'One top nflinager! from General Electrlc reflecting on his early daysasa trainee, recalled
- <. the camaraderie of his triining group and the lasting friendships made. It also: turned

' : out (not surprlsmgly) that that “fine bunch of people” all became high executives, and
. the esprit_de corps was translated into-advantageous peer alliances. See Ge W.
"+~ Downing'’s report of his:‘experiences-in “The Changing Structure of a reat,_ .

_ - Corporation,”.in W. LlonV‘)azrner and Rarab B. Univalla, eds:, The EmergentAmerlcan .

© .- Societyz Large Scale Orgdnizations (New Haven Yale. Umverslty Press,, 196@ pp
.+ 158- 240

TN 102-.




S = ‘. ‘ S o '

O T 'Womans shoulder to make sure everythlng is all r1ght They should rq,u-' -
L e tinely refuse to listen to} .people who try to come d1rectly to them, cifcum-- .-
Lo T vent1ng the woman. They should communicate, “She is in charge of her - -

*_x _ SRR area,” with every gesture Smce so much of managment revolves-around *
o L ' - trust, around delegation of authority to people with the legitimateTightto
~ make decisions that comimit parts of the system, organizations need tofind . -
_ ~ official ways to let ntembers and client populations know that women, too, - -,
o ‘- are trusted, and that womeni}oo, can be powerful. Particularly in cultures_; o

o - where paternalism and attitudes of chivalry prevail, thereisa need for men
to learn How thembehavmr affedts the prospects for women’s work effeg/

t1veness L »

Orgamzatlons wh1ch empower larger numbers of people would be more:

 effective on a number of dimensions. Theywould reduce the dysfunctional =~

. . consequences of powerlessness: low morale, bureaucratic rules-minded-

- mess, and tight territorial control. They would benefit from speedy deci- -

“+. . - sions and ability to take advantage of innovations. And they would develop--
' better leaders, even among members of groups who have not tradltlonally

become orgamzatlonal leaders -'

NUMBER-BALANCING The third structirral constraint requiring change is part1cularly relevant to
AR STRATEGIES  affirmative-action. It stems-from: the numerical -proportion of people of.

. s .minorities or women in the orgamzatron In any job.category or peer level .~
. where men vastly outnumber women, for example, so that women are’
- virtually alone.among all-male peers, the problems of “tokenism” arise,
and those women operate at a disadvantage in the org’amzatlon Tokenism - .
_ is not unique to women, of course. It is a situation that handicaps members .

. - of any racial or ethnic mingrity who find themselves worklng néarly alonq- :

-among ‘mernbers of another socral category. N :

< ' - Tokenism is not a problem. for the majority of women. in organlzatlons,_

co : ' . because by definition they tend to be concentrated in typically “female”
_ ~ jobs, where they are likely to constitute the bulk of employees. But it
T _ L becomés an increasing problem for those women who occupy-jobs most
- o o ' frequently held by men, generally closer to the top of the*organization.
- : " " And itis a problem that must be overcorne in efforts to reduce occupational -
" segregation, for the first women to enter a formerly “male” field are likely - .

to encounter the dynamics of tokemsm It is here that the informal factors’ ;-

R ~and subtle behaviors identified as “sex discrimination” come into play, for - -
e " they are elicited by a situation of unequal numbers. The constraints to. . -
: S equal partic1patron brought about by tokenism can 'occureven if it wasnot.
the organization’s intent'te put a woman into an. empty ]oja for display -
purposes (the conventional meaning of tokenrsm) :

‘Some policy 1mpl1catrons are- obvious in" this area. Token1sm is- ‘to be «
" avoided, if at all possible. Batch rather than one-by-one hiring of women .

for top positions, shquld be the rule. More than one or two women atatime . - -

w .+ should be placed in every unit where women are scarce. Secondly, whena

R S number of women are brought into pos1trons where they are numerically - -

_. rare, clustermg rather than spreading is useful. Women should be clustered *
B L in groups in sufficient numbers to be no longeridentifiable as tokens, even
e + . ifitmeans that sofme groups or departments or untts or locales have none
co ~-at all. Many organizations currently disperse the available women and

spread them over evety possible groyp, as though they were a scarcere- .

- - source. of which each office or group should have at least one. However, - . -

EA thlS' policy may be counterproductive for the organization as well as -

‘ - potentially damagmg to the person who is thus forced 1nto the posltlont L
-of token. .

Hole models are espec1ally unportant for~\¢§omen in token pos1tlons who

"__ » B .”. .
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are 11kely to feel alone They have Htﬂe 1dea of hat forms of behav1or are”"
SRR -most approprlate since their only sources of i m;g

L. - .. whom they work, and, as discussed. earlier, -sometimes majority-group

L ‘members would rather see tokens as stereotypes than equally competent ;

_'peers It can be ver} useful for tokens to learn-abgut the strategies and-

... . - .coping mechamsms of successful  women. Organlzatlons can. schedule
s i 'meetings and publlC lectures, or they can make information about stc-
- o~ i cessful women in the system. available through employee newsletters

* The development of awomen’s network should also be considered. Woin- . ‘

Sy . V. encan offer each other feedback and support that it is difficiilt for.those in. *° f3_"

-\, token positions to get. from immediate colleagues. These networks: are |
~ “more effective when they are task related and have a meaniggful functlon
- to perform for the’ orgamzat10n instead of more peripher, social clubs *

S . "tasks). One useful format is’a series.of wornen’s task forces to aid in the
¥ . . recruitment and oriéntation of other women. The network then grows

® - Yess obvipus is: the need for more flexlble orgamzatlon structures Clus- :
BRCEE " tering is not always poss1ble sometimes women (or other potentlaltokens)
.. . 7. arenotfoundinthe orgamzat10n in suffiment numbers with the right jobs_
e ; . or skills to permit groupings of substantial size; furthermore, members of -

rmat1qn are the men with .

" (which reinforce stereotypes about‘women’s greater interest in-talk than = -

N automatmally, and 'women are also empowered and collaboratlng 1n>the N
.process . . e . S

- - other groups, including the majority.category itself, might be disadvan-

“taged by some forms of clustermg However, if the organization is suffi-;

-

o . ciently flexible that i in the course of their jobs people-belong to more than e

.one group, have contact ‘with more than one leader, move_f"mm plaoé to
ST  place or unit to unif, then they also have the. opportunity ta come tog er
“. ¢ 4 "with enough gthers of their own category for task‘related purposes sb that
_ .. w7 .. they can’beginto transcend the effects of tokenism; gain personal suppert;
S ske-o .- -and demonstra to the othef's the inaccuracyof stereotypes. With aflexible

... 7 organization stricture permitting such continual grouping and: regroup-

. .. .- - ing(asinproject thanagement.orjob. rotatlon) the culture of any one group:

Sw 7. . becomes more permeable to the effats of the presenice of minority people, -+ -

" ... - ‘and it.becomes more difficult forsa group to inaintain an insulated, and
. thys exoluding; culture So ﬂexrble structures that enhance opportunlty
e help balance numbers

Le -

_.need to be educated about tokenism. ‘Whilewaiting for structures to re-
adjust tothe numer1cal transformations, organization leaders carihelp ease -
. . thetransition away from tokenism and help present tokens cope with the1r
N .t situation. Training for managers, supervisors, and othet-administrators-or -
‘l R . leaders ought to corisider the dynamics of tokénism along with other k1nds
~of group dynamics. They can then come tosee that many of the problems
- faced by tokens stem from the structure of the situation Tather than'the -

*  personal charactenstrcs of the tokensas individuals (or category members).
. " If leaders becomie aware of their own, stereotypes, they can help to model a

’a,‘

.- the longer time involved for tokens to-demonstrate their.competetice or’
- -establish- good -working relannilllps,because of the additional things,
" ‘tokens must overcome;-with this insight, perhaps—leaders could treat

et Y . tokens-with'e enough patlence to allow their competence to surface.

7 Untll there are. enough women or m.lnor1t1es in place, leaders themselves e

different kind of behavior to-other employees. They can also begintosee . ..

** Support.programs for woirien can-also bé useful.'Such progfams offer-an - :‘ S

C e

 alternative to clustering or network development “They would encourage -

o S | ‘j-" "~ .. worhen'to help each other gain 1n31ght into any problems of their current -

e fdb situation, thus fosterlng a collaborat1ve att1tude among women: whot R -

IRE - i — : - : - ., . o s - s - . -
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AL - m1ght otherwise be tempted to s1de w1tlr men and turn agalnst women,
v ' . These programs should also-discuss the dynamics of tokenism and woﬂ( _
;- toward sharjng sohutions to the problems of unequal numbers They could B

also bea qomponent it other- traJnlng programs.

o , ‘ But number balancing should be the ultimate goal Drg an1zat10ns w1th a.
e T better balance of people would be more tolerant of the differences among
. L ' them. In addition to makmg affirmative action a reahty, ‘there would be :.:
o e o other henefits: a.reduction in stress on the people whq are “«different,” a
e T -2 reduction inconforlmtypressures on the dominant gropp. It would be more
I :possible; inysuch an organization, to build the skilland utiliZe the gompe-
ST \ tence of people who currently operate ata dlsadva'ptage andthustovastly i
enhance the value of an organlzatlon s prlme resource 1ts people :

SRR THE LIMITS All of these concrete strategl.es repreSent mod1f1catmns of work organlga, R
S OF REFORM" tions as most of them are presently constituted. Such changes could help. .
L T solve the “affn'matlve action” problems faced by employers. They could - -

R  make life easier for- present incumbents of organizational positions; jand ...

R they could ‘give more people ‘women and men ilike,a fair chance to ex-. -
e SN B -periggcea greater sense of opportunity, ppwer; and: acceptance in their . - .

ST L “jobs. But as valuable as strategies "of reform may. be in ‘theory, they are :

- limited in practice by serious barrlers to change as well as’ °_prob'[ems of
" infervention and 1mplementatlon The very process.of introducing a. gew
- program itself requires: careful attention. Chiange efforts can fail foranym-- -
- A * ber of reasons that have little to 'do with'.the ultimate value of the new.
e 7. policy: insufficient support from the top or the bottom, 1nadequate prior - .
.+ ' % diagnosis of the actual state of the system, ‘where the change is launched,

- insufficient attention-to the effects\of a program beyond the local area. . -:

- where it is introduced. And there is the. problem of time for a change -

" to prove itself or take hold. Sometimes this time'is not allowed because ™ "~

4+ . " crises occur, stich as econiomic downturns; when threatened, the organiza- .

' tion may fall back on accepted procedures and hierarchical control. Pro-
gressWe as well as reacty)nary organizations succumb 'in times of crisis.?? . -

- Itisalso unfortunately common that innovations are‘introduced on an,ex- _
perlmentalba51s in large systems, and then, even if they prove worthwhile,
: . they never move beyond their first base. The- -organization attempts to
' '. create an 1nsulated ‘protected territory.as.a testing ground, and then the
i "__1nnovatlon is never diffused fuither. Inter-unit rivalries play a rolé here,-__'.-';_.
S tll;t.lmes one d1v1s1on refuses to touch any rearfangement originating in -~
" “another department Th1s is a dilemma of the large system: bigness means ' -
T T .. . that innovations' must often start small and locally, but then the complex
e T 7 system dynamics associated with bigness.can make it difficult for anything * -
S : o * small and local to be accepted on a larger scale. Furthermore, there are
R . % equity problems ‘when one group .in an organizajon'is given benefits — .
oWl ie0 .7 Teven onanexperrmental basis — that are not available to others. This { gives
. e the organlzatlon the: costly, and offen impossible, ch01ce of start1ng b1g'
o A \ . [dmng it everywhere at once) or not doing it at all.
o I addition, as many comrmentators have notéd, no one spec1f1c structural
~an s =" “innovation by itself (job tedesign or job rotation or flexible work'hours
alone) s likely; over time, to significantly 1mprove work-life; quality or
equ1ty for d1sadvantaged groups Indeed there may even be problems, as 1

Sl 27Even progressive companies may’ become conservatlve m times of fmancxal pressure .

Ctr 0. SeeWjJliamO.Lytle, Jr., ‘A Smart Camel May Refuse: that Last Straw’: A Case Studyof” e
P " Obstacles to Job and Organization Design in a New Manufacturing Operation,” in The’
Quadlity'of Working Life: Cases and Commentary,L E.Davisahd A. B. Cherns, eds. (New
- York: Free Press, 1975), pp. 110-37. The case is about Polarord well known for 1ts

o advanced and humamstlc personnel pollcxes ' , .

o105




-

B

o -.' -along with a- changed pay structure, career opportunlhes a new view of -
1t)l:ne manager’s rolé and flexible'work hours). Yet this coriclusion, reached

: ‘ 1nd1cated in Chapter 9, 1f a: program is 1ntroducegg%v1thout other support—

- - construction of

.‘d%' _t.;»".ﬁrj'ljgw

‘e .
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ing; orgamzatlonal chidnges: Moré comprehensfve approaches are thus
" need¥d, using.an' integrated combination of metheds (e.g., job redes1gn

y Harvard Business School researchers as well-as radical cr1t1csx)f human-
relations prog‘rz-ua%, 1mp11es w1de-spread system change — v1rtually the’

to the greatest | riumber of entrenched pewer groups and those wito like the-

- securlty of Q{haticufrently exists. Raygnond Katzell and Daniel Yanke]ovich
-.asked a sample of managers and labor leaders liow they felt about,prograr@s .
to improve the quality of work life. There were negative reactions on both

.. sides. One manager said, “Why'shayld I preside ovér an act1v1ty that may
+..'well'succeed in undermining management'’s prerogatives?”’ And iunion
" official said; * ‘Why should I.cooperate when the results may undermme _

".the authorlty of this union: ]ust te play management $: game'?”28

For “all of these rea/s?'ons the possibilities for reform in large organlzat1ons o
- may be inevitably limited. And many bureaucratic binds would remain, .

. The problems. created by large .size and its seerhipgly inevitable com- .

_ “panion; steep hierarchy, would-be Ieft to plagile people in organ1zatlons o

Inequities of opportunity and rewards-would not disappear, and the power i

.of large organizations over economic life in géneral would continue. o

Thus organlzannaI reform is not' enough It is also 1mportant to move.' .

- ‘beyond the issues of whether or not concrete individuals get their shareto -
‘questions of how shares:aré determined in the first place — how labor is -
‘divided and hew power is.conceritrated. The solutions to such questions ;.- - -

are clearly beyond the scope of this book, but they form the backdrop

tha,t places an ultimate limit on how much can be accompllshed By chang-

_ing organizational structiire ‘alone. There aié growing numbers of scholars

*"and writers, from all braniches of the social sciences as well as business life -
itself, who have come to the conclusionthat large organizations cannot -
-~ be made effective any more than they-can be fully humanized; such sys-- .+

tems appear to. be economically efficient only because of therr power over
' markets and, other aspects 6f the environment.?®

* -

A variety of criticisms has been leveled aga1n§t very large orgamzat10ns T

‘that communication becomes so slugg1sh it is not possible to deal effec-
} t1vely with inputs from the envirgnment; that they are wasteful of re-
“ sourtces, espécially in increased. goordinatlon and administrative costs;

- -that they have so much power. that their actions can crgate vast imbalances - L

. for society; and that a pervasive sense of powerlessness is generated in

. most members. The larger the organization, the greater the need for co-

“ordination and the more }m1ted the possibilities for local decision making
and independent action' — necessary for empowernient — as Barry Stein

. has poirited out.* Furthermore as long as the steep multi-leveled hier- °
~ archies ‘that tend to:accompany ‘large size remain, it is. impossible to ..

‘remedy many 1nequ1t1es of compensatmn or opportunlty let alone em-~
- 28Raymond A. Katzell and Daniel Yank@lovrch Work Productivity, and Job Satlsfacnon

41975).

-+ ; 2A vast amount of economic an SOClOnglCal' llterature on the effects of orgamzatlonal

., size i§ sumpmarized in Bdrry - tem, ‘Sigze, Efficiency, and Community Enterprise
(Cambridge, Mass.: Center for Con¥munity Ecesomic Development, 1974). SeealsoE.F.
" Schumacher, Small Is Beautiful (New York: Harper Torchbooks, 1973); Bernard P.

~ Indik, “Some Effects of Organization Size on Member Attltudes and Behavxor," Fluman o

Relations. 16 (November 1963), pp. 369-84.

e _' 30S’tem S)ze Effxcrency and Commumty Enterprise.

¢

entrrely new_system. Such comprehenswe ghange has "
inherent difficulties and complexities, as well as posing'the gre;gest threat .

"An Evaluatron of Polrcfy~Related Research {New York The Psychologlcal Corporatlon. L -
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ua power moge people or share demsmn makmg ‘more I)mdely When the .
fmodel is hrerarchlcal rather than colleglal there would also -appear tobe -
- real limits on the extent to which it is possible to expand|anyone’s power .
" other than for those ;%opfe who already have the managerial monopoly. . . -
~With unemployment an issueand economic growth in question; there may . |-
. "+ bereal limits on%he opportumty to move ahead, let alone hold a desirable
. .’%7 .. ‘jobatall. And finally, it is difficult to conceive of opportunity-enhancing - .
.~ - reforms inlarge organizations that do not constltute further bureaucratiza- -’
L ’ - tion (and along with it; powerlessness) .an increase in procedures and sys- .
‘ L . tems, a growth of paperwork, (These complaints already exist around =
: )' I affirmative action programs in many organizations.) But also, somethmg
A o .-+ - human is-lost when personal discretion — limiting though it may be in
T w some senses for those sub)eci to it — is replaced by bureaucratlc ratlonal- -
. -~ ization. : : A

-

.. -These issues about the realistic problems of: change must be addressed ,
oL < . - butthey'do not render reform any less necessary. We must go ahead, even *
T - .. with{mperfect knowleqgg, and even in the full awareness. that further dl-}‘v :

v . ... - lemmas will follow acti A

C .. .= - Alhou ‘believe that the best solutlons ult1matel¢11e in the develop-- '
7 NL- . menjsfviablealternativesto large, overl&hlerarchlcal orgapizations, [also ™~

: .. ... - thinRthat consiterable improvement is possible in the organizations we ' 4

. o - _hBve now: Ofganizational reform can immediately affect thé prospects for
L - . mijllions of workegs and fundamentally change their’ rela\txonshlp to their -
y S “ ™ work, while atthe sime time modelsof smaller, more egalitarian,’and more*
e T manageable organizations:can be put forth and, tested. A good. revolu-. - -
v e .. tionary ‘'would not agree, for reform is seen as counter to the goals of .-
AR fundamental sacial change, espécially if fundamental social change is*

"required to reduce the dominangce of giant organlzatlons, break up mara-

_ A .gerial monopolies on decision making,.and redistribute material rewards.
% .+ % Sotherevolutionary would argue against strategies that temporarily alle- -

S0 viate” distress, emphas1z1ng the positive value of present suffermg inn -

. he1ghten1ng radical consciousness. o DI

But who bears the burden of the' wa1t1ng'? Not the well~off No, it }s the N
* . people'without advantage who contiriue to lose out: the womien who find - -
AR doors‘closed to:them in certain jobs; the people stuck in dead-e Pd’ posi-*
»o.f . ... . tions, whose lack of opportufiity depresses their aspirations and sefise of
e L * . self; the: powerless whe bear the frustrations of trying to manage without
o "+ any real resources or influence; the token women or token rmnorltles who
« . - .. suffer from’ their 1solatlon - { S . e

S The &osts to otganizations in productrvrty and effectweness of routmely ~

S o S producmg such people are cons1derable in the' sheer waste of potential - » .

- human talent. Even more serious — and harder to meastire — are the costs
‘to these. people as individuals. Work, which should be energizing and
enllvenm,g, which can be a vehicle for. d1scover1nrg and testing the limits .
of one’s capabilities, for, contributing and being recognized, becomes in-

. stead a source of.strain or dépendency or limitation. -

If is the people caught in such situations.— and the people who cannot .
' even f1nd a ]ob - WO! nen and men ahke that make me unw1lhng td'walt
- » L
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K -, Premlses forPromotmg Equltymngher Educatlon

A

Carol Wolfe Konek ‘The development of strategles for cre‘atm@ cl«unate supportlve of insti- -

- tutional -and individual change may be baséd on the following premises:

. "~ 1.The: atta\fnment of educatronal equity increases the synergy of the in-
e . stitution. That is, the attainment of educational equity demonstrates that
L the good of the 1nd1v1du§1 the good of the<university, and the good of

o : 4' —' o ' L ~ . society are synonymous, rather than antdgonistic:? Increasmg leadership -

} m,%cratlc yalues and.gn the l}ehef in the worth of the individual.

-~ opportunities for women within thé university will increase the ability of -
the university to function as a model for equity in a society based on demo-

' Q,‘ LT 2. The university can inerease its vitality by adjustmgbt‘o changmg social

LR, S realities:> The university is an open, rather than a
‘] , o " dynamic e(%hlhbrlum depends u on its ability to’ conti'huously adapt to
NG »’ -changes within dnd outside itself. Higher education hasbeen slowtoadapt

} /-’;,;-""‘ ~.% - requirestheinclus
C \ - _University keep | :
~ ( eadershlp challed

. .::. terms of goals, priorities, and related programs witlg what the interna

closed systém: itg,

u:!v’

w . ta the chagging,aspirations’ and &bilities of women; such an adaptation

jon-of women in all areas of the system in order thatthe
ce with internal and external fortes for’ equity. The. °
N fige.inherent in-attaining educational equity is te mesh =~
S AT ~what the outside’world wihts, needs, and expects-from the 1nst1tuﬁon\§ S

. © 7. < constituencies wart, fieed, and expect, while reahzmg that am1nst1tut10n

whrch i3 alien to its environment cannotpsurvive.3 = . -

. e‘s':"_' N w o j'-—» ’ -3.The history of higher education in the ¥nited States has demonstrated‘ .

The ‘Carnegie Commission on Highter Education, reported that the three’
penqu of basic transformation of access to hlgher education included the -
movVement from elite access to mass access to umv rsal access. This trend -
has had the effect of removing GBstacles based orfTace, sex, age, and eco-

~in higher education must work to see that equity in-access to education -

is balanced:with equity iri access to the effects of education. Such a philos- -

R , _; : ophy clearly implies that individuals for whom race, sex, age, and eco-
b ' " nomic status might have-been disadvantages to mobility in the past must

U S . the futyre..sr L . v
= " .., .. - - 4.Heterogeneous 1eadersh1pls appropnd‘{e to. mstltutlons w1th diverse stu-
S :dent populgtions.: As the leadership-in hlghgn edutation is transformed’
e © .. . .. by an inclusion rather than an exclusion’ pr1n01p1e, entry of diverse stu:
Cou dents into higher education should inerease, along: with thel e~gvel of
-academic achievement and degree® attainment. Leglslatlve gains in reduc-
ing disadvantages based on race, sex, age, and economic status: can be

be given affn'matlve assmtance 1n obtammg the beneflts of educatlon in

o S %an sgalitarian trend' congruent with the concept of educational equity. “”"

. nomijc status and can be viewed as the social milieu w1thln wh1ch leaders.

viewed as areflection of the social imperative for equity in leadershlp and .

for the expansion of role def1n1tlons of: leaderéhip.

" 1Maslow, Abraham H Toward a Psychology of. Bemg (New York D. Van Nostrand Co . ‘

.1968), p. 221.

’ 2Laszlo, Ervin: The Systems View of- ‘the World: The Natural Phxlosophy of the New .

Developments (New York: G. Braziller, 1972), p. 61.
* 3Richman, Barry M. & Farmer, Richard N.: Leadership; Goals and Power in ngher Edu-
cation (San Francisco: Jossey-Bass Pub., 1974); p. 2. - ¥
. SRS 4Camegxe Commissijonr on Higher Educatxon Priorities for Actxon Fmal Report of the
e Camegxe Commlssxon on Educcmon (New York: McGraw—H:ll 1973] p 3. :

‘.1091 ) »




e educatlonal institutions and the increase in the enrollment of women stu-

4

S

Y

»

y

B

.*change. Openness of the system to Ghange is demonstrated by

25

5. The presence of women as role models is drrectly proportlonol to the

development of young women of talentinto coreer-successful adults. The .

simultaneous decline of women in faculty positions in all undergraduate

dents during the last 40 years represents a kind of disequilibrium which

balanc represents innumerable' opportunities for posilive leadership and T "

has setiaus fnplications for the mission of higher\gducation. This im; "
for the creatlon of afflrmatlve pollcles and B grams or. re-estabhshlng e

equ111b i, -

" 6. Three domxnont sources of change in edu
ablé for it, .b) advocates interésted in it, ¢

. v
N

enrollments of women students o aditidnal college age and of re-entry
n.” Federal %ﬂdmg ‘of Wofnen’s Educational Equity Act-peojects;

IX pro‘jects d Career Educ
affecting the educatlonal attainment of women- demonstrate the

va1 aBility of resources, in both:external funding and mcreased tuition.

revenues. The fact that women and rgen work for recrujtment, counseling

and advising, curriculum revision, ‘ rograrqléevelopment to increase. .= - |
_-equity demonstrat‘esﬁ{e availability of personnel resources to @plement :

. political involvement, and by the increasing : awareness of equity’issues in

polltlcal -economic, and educational sp eges. In many institytions, how-.
~ ever, the informa system has been mipre”open to change than has the

,formal system. Special programs, for wemen h#¢e often been begunwby
‘these informal systems and have then been formalized when they demof-

_strated -that they met legitimate needs. (The dG\_l elopment of women's _.

studies programs demonstrated this principle of change.) -

" 7. Institutions, as well as individuals, sometimes profess one set of values
while demonstrating anotker. The ifistitution | which formulates policies of -
équial ‘agcess to educational offerirgs may be founded upen the. prmmples o
- of the démocratic ideal &nd yet. ontinue staffing patterns in which minori-. ..
tiessand women obviously occupy the lowest ranks and leadership-pesix" .-

-tions. Similarly, 1ndiv1duals within th®e institutions may express egali-

' tarian values while enact;ng reward and recogmtlon policies which pet-

ion dre: a) sources avail- .
nness of the systern Myt. 6
Resources for the suppoit of educationdl equity are evidenced by increased -

jon and Commumnity Education pro- -

islation,

petuate injustices structured 1nto the system in the. past. Such incon- : T

‘gruence or cognitive dissonance creates conflicts Wthh must be resolved

to insure positive change toward growth

8. Conﬂxct and institutional or personal change are assocxated Sex-role, o
values are-among those learned-earliest and are most closely associated
with identity formation. The intensity .of conflict associated with the® -
_changing roles and status of women and men is one indication of:the

degree of insecurity in an individual and the degree of inflexibility in an

institution: Conflict represents a learning need which calls for the develop-.
.ment of supportive leadership techniques; but the-energy generated by
. confliet can’ be transformed into affirmative action when growth in the
" individual and change in the 1nst1tutlon are regarded as natural and;b

des1rable as well as inevitable.

9. Every.professional odmxnxstrator is ochangea sent. Whlle som admm- N
istrators function as managers rather than as ledders, every person in’ a, -

'. 5Tidball, M. Elizabeth: “Perspectwe on Academlc Women- and Afflrmatlve Acuon .

. 'Educationul Record, Spring, 1973, pp..130-35.

"Hefferlln J; B. Lon: Dynamics ofAcademxc Reform (San Francxsco ]ossey-Bass Pub

1971), p.-49. -+
7Magarrell,n}ack ‘Women: Account for’ 93 Percent of Enrollment Gam The Chromcle

" of ngher Educatxon Ianuaryg 1978 Vol XV, Number 17.

-
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recognwed leadershlp role ‘can morz adaquately functlon in thdt role 1f
" - enabled to definé, support, create, and administer programs afrd pollcles
N " .- whiclyare new.and which produce 1nst1tutlonal and individual benefits,
e . Thegbility toassess suckess in effecting change dand therability to articu-
R late trategles employed ahd benefits reahzed by others are both essentlal
T -toe (‘ouraglng equrty changes A«

Leadership-can be regardéd as servrce 8 Outmoded concepts of leader- .
often focus on the status, recognitian; and responsibilities of the
_ r. Such concepts are likely t%veremphasrze the qualmes of wisdom,
_ . . » cofitrol, and the reco‘gnltlon accruing to a leader with legmmate or
o o . .. ‘“sanctioned" power. However, the facilitative leader is more often one *
T ' o ‘with “‘enabling" or supportrve power, one who does not insist upon per-

. ‘sonal ‘recognition for his or her contrlbutlons to the greater good for the\/

_ greater number. . . .* .

e 11. The 1mpIementatron of pohsles whrch will benefrt women and minor-
'~ . . ... 'lities must originate in various areas of thgAnstitution, rather than alway;
' o ~? .. .- . coming from an assigned advocate or dyspecial interest group. justd§-
3 ot institutions have'a limited capacity for the implementation of simul-’
taneops changes individuals have a limited capacity for crediting one -
o “individual or ene group with the leadership necessary to effect changey -
.+ - ‘- Holdingon to.ownership of ideas-for positive change retards institutional
v o gwth and the profess10nalwho helps an institution become more,just in
C

dlicies beneflts indirectly’ dnd sometimes directly. - L.

hange agents need*td assess t . impetus for change outside the in-
~st1tutron and- work to resolve ind¥0idual dnd institutional resrstance to

.that impetus. This must be done in such a way, as to increase the con--

.gruence of individual needs and institutional goals, a process which is -

! integral to the attainmegt of educatipnal equity and to the attainment of - -

- equitable leadership, rtunities for women in hlgher education. Itis .
~ - ..~ obvious, rthermore, t htt e inclusion of women in new models of par- -
RS _ - ticipator leadership is a sound application of humanistic and organlza- .
e B tronal theory to current’ social needs and. 1mperat1ves .

- *‘Hammond qualdme Leadershxp Issues Semmar, Pro,ect DELTA March 9, 1977.
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ﬂ' - Prolect DELTA — A Model for Change " . /_\«o .

Sally L. Kitch\ PI‘O]eCt DELTA the Women s Educatlonal Equ1ty Act grant program, in
o  effect at-Wichita State Umver31ty from 1976-1978, has had as its goal the
TR SR ".,promotlon of equity for women in higher educ‘ﬂn specifically in leader- -
e - 7. ship and in decision- maklng roles. Since access to and participation in°-
ey . - . “»' " leadershiproles for women implies change in both personal and institu- -
. ) ' .+ 7% tional'awarepess, Préject DELTA has focused its research and programs on -
4+ aspects of behavioral changes for women: tife and career planning; self-
““assessment ‘of leadership qualities and’ leadership skills, as well as on
lnstltut;onal policies and goals. Although a final assessment.of changes. '@?‘

. T ' o resu]tlngfr PrOJectDELTAsefforts will notbe evident until much later, * .
... <27 wecan, at thlS age descrlhe DELTA: as a model for fostermg chang s we
o seeldt. e . .

ST The programs and strategles‘i'vhlch% developed in Pr01ect DEL’I’A have,
. . implemented someof the principles which many othiers who have written--
' onchangeagentstrategies have articulated.-We ‘began with the realization -
-k % . -that wewould need tobuild on existing support for our goals, to collabar-
I ate with ex1st1ng prograris which’ were-striving for educational eqmty\for
.. <+ women, and to encourage- changegm the system ,which were al.ready ‘
AR underway, such as those thg university Had begun te 1mp1ement in oi'der ‘3
T, N o to meet dechnmg,,or statlc enroyments and resources By
- ~DELTA ACTIVITIES The m1t1al DELTA act1v1ty in- the first year was.to call a megtlng of women
T AND GOALS faculty and non=teaching professionals (many of whoni are’in civil service
. staff positions) tb discuss educational: equity. Except for gocial functions -
: ‘(and there were very few of those), this group ha#l never met together .
. ... -before. Women from diverse fields across the ca;npus remarlged on their
ol . R 'pleasure at discovering orie another and. their surprise that women existed * |
IR in.certain ields at all. Since faculty, hiring never takes place in clusters,
o (2 %nd professional women ‘are, perforce, ‘initially SE{arated from each other,,

3

we reahzed that clustering wofild have to occur through the- efforts of the b
' -f’l women themselves, ‘We* therefore designed wor shops at which women
. . .e s “’could gather' ‘and discuss the1r interests. Groups for suppart of various -
e S act1v1t1es such as grant writing, research afid professmnal writing, were |
e e eal sug’ggsted and undertaken., Prolect DELTA gave a‘reasansas well as.an -
R ' ' opportunity for women from various fields to get to know ne another, in
addition to providing a forum for the discussion of the topic of women 1n "
h1gher education administration and leadership. P X ‘
In add1tlon, to the group activities which emgqrged, 1nstanc§’of md1v1dual
.support networks also-resulted from DELTA- contacts. Ohe worgah. at-
tended a national seminar in her field which she would not even have -
applled for without the encauragement of her female colleagues. Several
rep. ortéd makmg career choices based on what they had learned from theu‘/ n
colleagues, and, in-a few instances, cases of overt dlscrumnatlon we
~ uncovered and discugsed.’ .. |
 As in most universities, the. ex1stence of female role models in leaders p
posmons at Wichita State University is minimal. But DELTA activitfes =
" gave oppot‘tumtles for women to-meet aCross. area, age, and experlence
liries. By? providing a series of tasks and a reason for meet1ng, tﬁe PrOJéct
" enabled the networkmg process. to begin. - :

Another method of allewanng\lsolatlon is by 1ncrea\ng contact among .

- ; "'j, ] o 113 ‘.‘ ) i ." .. - ) .. y ."' ' . ac
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- for limited ‘resources or competing for independently egtablished
. eS(' !

K

levels of administration. One of DELTA’s activities along these lines was {0 -
- hold a workshop for key administrators; at which ‘administrators were"
sasked to discuss with$ne gnother, and others, collaborative techniques
achieving educational equity at Wichita State University, jgsplace of vyi:

-Chairpersons and directars of programs, Kellogg interns law), chair- - '
persons of key university committees, highly.respected mon-administra-"-
tive faculty, as well as collegg-and university-level administrators, were -

~_present at the workshop, and communication in,small groups necessarily - -
: v k4 ) - . .

- crossed traditional lines withtw the hierarchy.

* A second activity which contributed toward ‘opening channels of com-

« municatioh .within the informal system was DELTA’s liaison ®ith thie -
Kellogg Project in setting up an administrative internship progtam. - .
Wichita State University was the recipient of a’Leadership and Manage-

. ‘ment’ Dgvelopment Grant from the W. K. Kellogg Foundation, a ‘grant-

'designed to help Wichjta State University velop.amodel which culdbe, g
uged by comparable ins_ti‘tutiefs in “‘coping with educational management. " -

problems under steady-state or declining conditions.”’* An admdnistrative . .« .. -

. intermship program éis_designed to be ona of four subprograms of Phase Il 4 ..
Ect.

of the Kellogg préject. The, purpose of the internship program was the =

- “‘development of leadership and 'admihistratix;e abilities’, to- “enhance - . o

active participation and %hn'ibutiops by many more people to the pro-*
cesseb of charfge withinW.8.u.”2 . - . © "0 R
At least partly bgcause of the suppert activitie®of DELTA, and because * '
DELTA actively encouraged women:to apply for the internshig; many "~

.qualified women did apply: Four were awarded the year-long, part-time L -

internships;.the fifth person was a blacﬁ' male. The four women interns. -
- have spent the 1977-#8 academic year serving with administrators at the .

collégand university levels, including the Vice:President for Academic’ | .

o Affairs aid the President of the University. They hav&; of course, come o, -

1
: '

" made, But an additionalynplanned result has also octurred: because the . .*

- . éxpgriences have qun brought<o administrators th&mselves’by persons -
PN Wdhow epl‘ima,rily appl‘enﬁCeS. Ce ) \‘ . - " " . 1‘ . E

.. tions is Increasing the number of women employed, The more ¥ariety of

" “In addition, heiping individual women to Eoﬁsider. their .ovn caree

Som

-~

Tunderstand the problems of the university.and its adrpinistrators figma
. new perspéctive; lines“of communication have been-ppened; access'to . .-

“information has improved for the interns; and pespRwho could not ofdi- R

- narily have moved »afnong the ranks of higher administration have beén .~ S

present in the offices at meetings where decisions and pdlicies are -

inteffis were women and A minority male, new perspectives and sets of «

Another, iinportant step in _enlavging" thq role'o'f'VWOm‘e.'n inleadershi

0si-

faces and personalities in the system, the more acceptable differences

* will become: Familiarity, in this instance, breeds tolerarice and support.

. Project DELTA has worked from the beginning with the Affirmative Action " *

" Prograin. to increase awareness of patterns of hiring and promotion. The
university Affirmative Action Officer has been on the DELTA Advisory - =
Committee for the two:year project. One of our-concerns has been adher-- -

" ence of the university to the spirit ‘as well as to the létter. of affirmative ./ .
actign policies in order to increase numbers at dll ranks and levels within

- thé system. = . ; o ; N :

. options with the possibility of preparing for administrative positions hgs . Sl
coL . . - s . » o . i i .

1~The W.K. Kellbgg Foundation

_ n ctat

Wichita State University.” p. 1'
21bid., p. 6. ) : :

'Leadership and Man_agetﬁen_t,. DeVelopment'?'Proi

b
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T been a prlorlty of the PrO]ect %hhng a woman to see herself as competent _'
=, . inadministrative skills'and helping her develo op strategies for dealing with'*

’ : . . the obstacles her soc1ahzatlon and lifestyle may have presented are desired

results of the on-campusprograms for women. Without the kind of support .’

© s ..~ - and encourageiment offered by DELTA actiVities, even rlgorously applied -

: - -affirmative action programs do not often result in an increase in the num- -
bers of women in. adm1n1stratlon B -

- Finally, as ‘others have pointed out, there.are severaI technlques inusein”’
- EE orgamzatlons and to a lesser extent in higher education, which coyld be’
0 ee Ss .+ .- developed in order to increase ﬂex1b111ty of Jobs and, theréfdre the gar-.
o . % . ticipation of women. One is flex-time, in which employees select their own
- ’ ' - hours within prescnbed\lumts dictated by the needs of the organization. -
S A.(ﬁ)lther is part-time profe\ssmnal work, in which people commit as much -
g : \) Ty éir time as they wish to or can afford and are st111 seen as serld\s pro- <
~ fessionals. A.third is job sharmg s g

o As patt of the liaisori with the Kellogg Internshlp Comm1ttee as vell a
L . during,women’s programs; DELTA staff membe/s have discussed the posi _

. . . sibility of rotating administrative positions as a way of increasing access

e " "« i and reducing stress, térritoriality, and empire bu1l}dmg There are- good.

Lk b, - arguments for and against such retation; but basically the positiorfan in-,

< ~~.. = .. dividual will take bn'this issue can be predicted by his or:her positionsin
R " the hierarchy. Those who seek access tend to-favor the notlon of rotation -

- and those already established to oppose it.

S Analyzm e patterns of women ’s careers has revealed that the model of
. : . : * . intense eafly education which prepares oné for one’s life work by age 25is -
Ty e I\ot appligable to all women " A more typieal paftern- ‘may include inter:
%~ > < . ruptigns of -éducation and job- tracks re-assessmernt in- ‘middle life, re-
s .. ' education,and re-defmltlon of career goals-An important observation to be
- ' L # “made’is that the female pattePn may actually offer some advantages which
, i 5 . the male pattern of éarly Hecision-making and a binding commitment-to a
R « career path does not; For c one thing, recentresearch suggests that adulthood
- . R for both*men' and ‘'womén is not g stable condition’ beginnirgy ak 21 arid
o S .- . - ending at death. Therefére changf reassessment, and later decisions may "
Dot s ..~ - prove more wise and beneficial than early single-tiacked commitments.
St . L\ .. Various patterns of education, of work and Iqrsure of seIf-deveIo‘pment'
B _‘ . - activities might actually, mgke more sense than the out-of-college-lnto-a-.
’ \v ' g . ~11fet1me-)ob tradltlonal one.. - . Con R :

e

DELTA OUTCOMES There cannot be- umversaIly accepted outcomes of a pro]ect of DELTA s
SRt e T y oo -magnitude, but aspects of the Project have addressed a variety of. possi-

Lo T - bilities for change. Through DELTA‘ﬁctng'tres women with a$pirations to "
A ~ enter the system of the university as it is, and to prove that their abilities’
D - match or exceed.the standards, have been encouraged to develop their

UEE 'credentlals, complete their degrees, seek positigns-of leadership, and
LT e e compete for existing jobs. Women who seek the modification of the system .
e e ...~ . in order to expand -definitions of lefdership: and to increase leadership .

opportunities wqthlnﬁthe *university have been encouraged to seek alter-
' ss- 7 -+ nhatives by modifying their own career paths and by fac111tat1ng policies -
w0 0 -« within the institution which will increase flexibility of. opportunities.
Lo @_ L “ Men who have identified, through the course of DELTA actiyities, mod- -
Y. -+ ... . ifications-they woulddike to make in the lock-step career pattern tradition-
s PR $ ©**+ - alfor them have also been encouraged to seek and to support others. who
e & < . 7. - seek alternatives. Men who hold positions of leadership and who wigh
) ... . . . tomaintain existing standards have been encouraged to see women as -
. - e . v . potential leaders and to expand the pool of candldates for pos1t10ns wh1ch‘ -
S A ..jbecome avaxlable R e _
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In addltlon to’ the research and programmlng components of DELTA there
" -.>was also a testing component for the development and validation of self-
L assessment instruments designed to eliminate sex-role bias in images and -

. language, and to arrive at zero. gender correlation’ in items and scales.

N cF our instrumerits, focusing on leadership style, decision-making strat-

" egies, sex-role values, and personal professional satisfaction wete pijét-
‘tested and validated on reglonal and natlona'l samples of male and female

' adm1n1strators and faculty. -

- DELTA has also attempted {0 prov1de 1nformatron about the way the in-
stitution operates which will' enable people to make choices and to -
determine their own priorities within the constraints of the system. Dis- . .
cussions ef the system itself have opened channels of communication and

”contrlb ted to a de-mystification of the- p_roce‘sses involved. F urthermore

6 participate in university governance 1n o

.order to help effect and modify policies relating to their own careers.

: Programs which have 1ncluded men along with women have provided, op-"- -
portunities for men and women to discuss openly the nature of male/ .

.female professlonal relationships-and to air apprehensions and reserva-
tions which too frequently go unspeken and unrecognized. Through this
Pprocess, recognition of shared humaZ

occas1or( lly.taken ‘place and a partnershlp among male and female col-
leagues has befen furthered. :

' Iserhaps the most tangible’ and ¢ encouraglng result, after all has been the
increase in activity among the women ‘on campus in argas of scholarship -

. and. effective participation in'the university. In addition, some women

* “ have begun collaborative efforts in course desig rﬂ and research which

will contribute to the un1vers1ty as well as to their own professional
development. Basic'to-all of this'is an awareness of the existence of a

“mutual support system arret:a resource pool which we are only now be-
ginning to recognize and use ‘fully. In.fact, we have the beginning of a )
valuable network here and through such agents as similar networks in -

- other places, the reglonal workshop, etc., we hdpe to see the extension of -
that network, with all that it can mean tousas 1nd1v1duals and in our . - K

collectrve profess1onal llves e a

b

e LT

T

strengths :and: ‘weaknesses has.

i
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5. DELTA Works

.....

L,

"+ Carol Wolfe Konek . Abstradts of DELTA ‘workshop designs are pllésented Wwithout detailed in-
 and Sally L. Kitch “structions and without suggestions for structuring time.and group forma-
T - tions on the assumption that most higher education professionals engaged
', in professional and organizational development posséss human relations
R and workshop. presentation skills, and have access to colleagues. whose
assistance will enable them to explore these subjects‘and to.develop for- -
.~ mats appropriate to the goals and audience of their own institutions. =
. The following personal, interpersonal, professional,’and organizational
-;developmient exércises are adaptable to many group techniques, such as
. -brainstorming, role playing, fish-bowl discussions, small-group task as- -
. signmeént, and group simulations. They are equally adaptable to.committés .
: reporting, panel discussions, and more formal seminars with presentations )
' by academic experts. In all DELTA activities, the values of the participants. . -
. ~were-considered in designing both the form and. the content of programs

- } . .. 7. and activities: Participants were allowed to raise‘their own questions, to~
7 S “~define the issues as they sawthem, and to formulate stritegies congruent .
S -+ with their own values and leadership styles. The PRefessional commit- -
o ~ .- 7 ment,intellectual vitality, and ethical consciousness of W.S.U. profession-

¢ als were usgd in defining basic issues underlying past injustice and in . .

formulating itable future strategies’' and policies; . o
" PEKSONAL, INTERPERSONAL, AND PROFESSIONAL NEEDS * ~* . .
ASSESSMENT =~ - .~ . = . o tee e

4 Abstract - The formation of a support network for professional women within the -,
.~ . institution waginitiated with the identification of women who had already,
demonstrated comniitment to thé-advancement of eolleagues and to'the -
support of policies and programs improving the status of women. The ex- . .
- pansion of the support network, the inclusfon of more women within'it,- -
- and the examination of waysin which it could more effectively supports
the professional development of woinen were initial goals. In early DELTA =
- - activities, the woren were encouraged: 1) to see each other as resources; =~
R ~ Z)tocounsel oneanother on issues such as career development, promotion,”
P * Y ‘tenure, and preparation for leadership; 3) to enrich interpersonal relation- -
"% .« . shipsinthe course of collaboration; and 4) to identify common and unique, . .
' .7 .- ‘concerns. The needs assessment provided the basis-for additional pro- . -
gramming by identifying the specific issues which women within the " -
"~ network saw’ as relevant to their. own leadersllip ‘and -professional .

»

NP development.. -

’

o " - jongeward, Dorothy _ancLS_c':b‘tt,'-;Dr_L'x:,Affirm‘tive- A_ciion’ for Women: A Practical Guide

’ (Reading, Mass.: Addison-Wesley Publishing Co.), 1974. .. - e _
:Self-Assessment Inventory (SAI): Unpublished instrument for the measurement of per- e
sonal, interpersonal, familial, and professional role satisfaction (©1977; Project DELTA,. . -
Wichita State University). - - ST, : . .

© .= POSITIVE PROFESSIONAL ASSERTIVENESS =~ ' - .- Co
.Abstract. " Assértive behavior isdirect, honest, and effective in communicatingvalues =

e which increase the self-esteem of both participants in‘an interaction. Pro- -
- fessional women often find that their own professional advancement, the " -

advancement of their colleagues, and the attainment of equity goals for

- their institution rést on their development of affirmative communication

N . . .~ . B
N b : : B : : »
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o : . styles. .The development: of assertive techniques can teach:supportive = . .
e - attitudes toward the self and others. Participants in DELTA dctivities - -
o " trained themselves in: 1) articulating their éwn accomplishments; 2).--
.+ articulating their appreciation for the-accomplishments of. another col-
o . " league; ‘and ‘3) articulating recognitiof of the professional ‘accomplish- '
ol -° - ments of onecolleague to another. Specific appljcations of these activi- "
©T © " “ties.include volunteering for additignal leddership responsibilities, . -
© recommending, nominating, and ‘voting for one another, and creating .
‘recognition awards and rituals. - i< s 0 0 L

L ;
Sy o

_ Alberti-Robert E. and Emmons',.Mic}_:raéf L,: Your Perfect Right (San Luis Qb_isp'é;-_Caﬁ&
. _ _ Impact Publishers), 1974. .-~ . . T Tm e
S .. Bloom,LynnZ., Gob_uth, Kanren, and Pearlman, Joan: The New Assertive Woman (New

- : -7 York: Dell Publishing Co!! Inc:), 1975. . -. - SRR ST R

'_ _ . B Butler, Pamela; Self-Assertion for Wo'mep:-';‘\ Giflde to '_Bec‘:_giliiné Andrag-g}poué "(Ne;v‘

e York: Canfield\Press), 1976. ; ‘ VRN ) o
S -Fensterheim, Herbert and.B_aer,-Iéan: Don't Say:Yes When. Yoy Want to Say No (New: -
S York: David McKay Co,), 1975. "~ . ST L e

) -~ Phelps, Stanlee- and Austin, Nancy; The' Assertive: Womarf. (San Luis. Obispo, Cal.:
N B - Impact Publishers), 1975. - o o L
' ROLEBALANCE- ' . . . )
- Abstract  Women are often aware of the need to exert more control and creativity .
' " in attaining balance in'their personal, interpersonal, and .professional - -
roles. Activities which help them examine their own values in relatiorito - -
- their roles and their.structuring of time and commitment of energy canbe -
-usefulin clarifying priorities and in setting goals for modifying behavior,.
'DELTA\activities helped participants to: 1) share their experience of Tole
conflict and their capabilities for developing role flexibility; 2) identify -
cornmon corcerns; 3) share approaches to life planning and professic il
- development;-and.4) identify personal issues which might lend them-..
selves to group or institutional 'solutions. These activities provided a
structure within which women -could compare their perception of role
. _ expectatigns and .life-sttucturing possibilities with those of their .-
'c,ol-league%f_f.'-'.' e LT

- PERSONAL, INTERPERSONAL, AND PROFESSIONAL ~

o Be_m.’ Sandra L.: ?‘ProBing.the Promise_of Androgyny'," pp. 47-62 in 1/3éyon‘d-Séx—.Role_i_ SR
’ :* .. Stereotypes, Kaplan, Alexqndra G. and Bean, Joan P, eds. (Boston: Little, Brown and .~
T Company), 1976. R S T
i - .- .« ‘Manis,Laura G.: Womanpower (Cranston, R.I.: The Carroll Press. Publishers), 1977.". .'
' ' Rogers; Carl R.: On Becoming a Person (Boston: Houghton Mifflint Company), 1 961.. -

Sargent, Alice G., ed.: Beyond Sex Roles ‘(St'. Paul:, West Publishing Company). 1977:

L POWER ASSESSMENT -~ - ST e
" -~ Abstract : - ‘Women are developing greater sophistication in understanding the nature
C - _-of power, in acknowledging their own power, and in recognizing values
" issues. related to the use of power in their personal and organizational -
lives. The self-assessment of beliefs and experiences which contribute to
the recognition and use of power can be useful in increasing assertive-
_ néss, in defining appropriate leadership style, and in recognizing facili-

. tative leadership and membership behaviors an< strategies.. DELTA.
‘activities were aimed at helping women: 1) assess and expand their roles -

* in situations in which the ppwer exchange is undefined: 2) understanidand . . -
use position power, expert power, referent power, and enabling power; - .
3)identify personal and professional situations in which they experience -

- power and powerlessness, and in which they see others empowered by’

o g e , __'-Z,.r.\}, N | .
Q ...':. - . o ~~‘.,




7. Abstract

. 'May, Rollo: Power and Innocence (New York Dell Publxshmg Co.), 1972.

l " Sargent, Alice G. (St. Paul: West Publxshmg Company), 1977.

Taaee - Y

,' 3
0

their sense of self:control and for facilitating others’ responsible use of

_ power, and 5) identify the professional develepment experiences which -
- canincrease their individual and collectlve power toinfluence and change
the system. : o _ .

Publxshers, Inc.), 1977. .

a

' Howe, Florence_ Women and the Power to Change (New York McGraw Hill. Publxshmg'

Co.), 1975.-

* James, Muriel and ]ongeward Dorothy Born to Win (Readmg, Moss Addxson Wesley
- Publishing Co.), 1971. N :

Jongeward, Dorothy | and Scott, Dru Womenas Wlnners(Readmg, Mass Addxson Wesley"

v’
Publishing Co.), 1976.

Vo

Rogers Carl R.: On Personal Power(New York Delacorte: Press) 1“977 - e
Swingle, \Paul G The Management of Power (Hlllsdale, N J.r Lawrence Erlbaum As-

" sociates Publxshers) 19786.
Trahey,]ane QnWomenand Power(NewYork HawsonAssoc)atesPubllsher, lnc} 1977 :

- cowwuyhcmon: ROLES/LEADERSHIP ROLES

Professional women can become more: effectnze comrnunlcators and can;-_.;
develop techniques for facilitative®and participatory leadership by prac-

o extnnsrc crrcumstances and intrinsic factors 4) se’t goals for increasing

o .”Hamgan, Betty Lehan: Games Mother NevprTeught You (New York Rawson ASsocxates o

ticing a variety. of ‘blocking and ‘¢communication behayiors-and by pro- <

cessing the task-completion and group- malntenance effects  of these

behaviors. DELTA -activities included: 1) simulatiofi situations: whlch

required ‘the arbitrary cuttailing or expansion of verbal and non—Verbal

communication and facilitating-and blocking behaviors, and 2) inter- -

actions which simulated dlfferences and similarities between male and.-
- female communication behamors and mteractlon patterns in the same-sex
.and mixed-sex.groups. Such group experiences enabled participants to . -.

expenment with new commumcatlon behavrors and to recelve~feedback

Henley, Nancy and Thorne, Bame ‘Womanspeak and Manspeak Sex Dxffererlces/nd v
‘Sexism in Communiction, Verbal and Nonverbal,” pp. 201-187in Beyond Sex Roles, o

N
Hennig, Margaret and Jardim, Anne The Manegenal Woman (Garden Cxty Anchor
Press/Doubleday) 1977,

Lassey, William R.: “D1mensxons of Leadershxp, pp. 10- 1’5 4in Leadershlp and Soc1al -

b

Change, Lgssey,*lelxamH and Femq,ndez R., eds.(La ]olla Cal UmversxtyAssocxates, '.

Inc.), 1976.

»

DECISION MAKING.

self-assessment processes applied to simulated desision- maklng experi-

' Participants in DELTA decision- maklng activities assessed the1r decrsron-*_{ :
- making strategies with.the use of a decision-making instrument and other-

~.ences. Activities included processing, feedback and comparlson of dif- .- -
- ferent decision-making strategies. Group experiences were structured to: -
1) help'decision makers broaden or narrow alternatives, arrange priorities, -
- consider values issues related to the outcomes, 4nd: p'rojec‘!' short-term

and long-range outcomes; 2) allow participants to recreate previous de- -
cisions and to rehearse future decisions or conflictresclution experiences; -

%&rkhuff Robert: The Art of Problem Solving [Amherst Human Resources Development
ess} 1973. _ o e

" and 3) enable participants to set goals for themselves for improving .
.-~and expandlng decrsron-makmg strategles and’ ldentlfylng supportlve.
-colld‘agues '

Bolles, Richard N.: What Color Is Your Parachute? (Berkeley' "Ten Speed Press) 1978 , s



: BN R IS el . .
e 5 Decision- Makmg Analysrs (DMA) Unpubllshed instruméent for the measurement"of_ I
RN decrsron makmg strateglies (O 1977, Pro;ect DELTA, Wichita State leversrty) g SRR
: o Hamson 'E. Frank: The Managerlal Decrsron Makmg Process (Boston Houghton Mrﬁﬂm_ PR
< _Companv) 1975:° . ° T
. McClelland D.C., Atk!nson IW Clark ‘RA., and Lowell EL The Achlevement Motlve-
- (New: York: Appleton Century-Crofts) 1953. -

Scholz, Nelle T, Prince, Iudrth S., and Mrller, G’ordon P.: How to Decrde (Colleg,e En- .
trance ﬁxammatron Board) ‘1975 f-‘j vt ; o , B

5

I:.EADERSHIP-STYLE ASSESSMENT AND DEVELOPMENT I
 Participants explored leadership and followershlp styles evident in L
own-and others’ behavior by: 1) examining styles in. relation to role expec- S
" tations and to individual and greup situations with various purposesa.nd_;/

tasks; 2) exploring their perceptlon of appropriate leadership and follow- -

. ership behaviors in* reference to status, power, and grganizational

‘climate; and 3) 1dent1fy1ng opportunities. for expanding and tefining B -;7:7 -
. -leadership behaviors, and for emulating the leadership behavior of peers, | PRI
o =7 'role models,’ and mentors whose leadershlp style they admlre s 0 R T

. Henmg Margaret and Iardrm Anne The Managei'ral Woman (Garden Crty Anchor' I.
Press/Doubleday), 1977. ¢ : - ‘;

®L
- Kanter, Rosabeth Moss: “Women in Orgamzatrons Sex Roles Group Dynamrcs. and
: : Change Strategres pp. 371-86 in- Beyond Sex Roles, Sargent Alrce G. (St Paul West
e Ptrblrshmg Company) 1977.
i Lassey, William R.: “Drmensrons ofLeadershrp, pPp. 10 15 in. Leadershrp and Socral

".. Change, Lassey, WlllramB and Fernandez Rlchard R., eds (La ]olld-. Cal Umversxtv -
Associates; Inc.), 1976. ’

. B " Past Réeinforcement Measurerient (PRM).. Unpublrshed 1nstrumentfor the measurement
: FR of leadershrp style (© 1977 Project DELTA Wrchtta State Umversrty)

R ASSUMPTIONS ABOUT LEADERSHIP = Qo i SR

Abstract | Role expectatlons and perceptions affect. the ways in ,whlch males and
o ‘females collaborate, compete, and communicate in interpersonal and pro-

N . fessional relationships. Women may feel that the norms of organlzatlonal

PR ‘behavior are rnale-deflned while males may- wonder whether social
S . [attitudes and' behav1ors] toward females need to be mod1f1ed in.a-profes- 4
PR sional setting. DELTA participants compared their’ pérceptions.of malé . L
organizational goals, ‘leadership and followership behavior, and mobility . -

‘strategies with their own by: 1)défining their own values and behaviors; ) 4

identifying male colleagues whose .behaviors ‘and strategies could be” . - -
- studied; and 3) making value dec131ons for modifying their behavior, for . . LA
functlonlng effectlvely with male colieagues, and for clarlfylng the values .

. o they want to express in their own organlzatlonal behav1or L

L .

.- g Aries, Elizabeth: “'Male-Female lnterpersonal Styles in All Male, All Female and MJxed
~.v- - . Groups,” pp. 292-99 in Beyond Sex Roles, Saroent Alrce G (St Paul West Publrshmg

‘Company), 1977. C .

'Bem, Sandra L.: “Probmg the Promrse of Androgyny, pp 47 62-in Beyond Sex Role o
Stereotypes Kaplan,Alexandra and Bean Ioan éds.” (Boston Lrttle Brown a’nd Com-. -’
panyI, 1976 :

.. Bem, Sandra L “Psychologlcal Androgyny, ppt-3'1\9 24 in Beyond Sex Roles Sargent o >
- "Alice G. (St;Paul: WestPublrshmg Company), 1977. > :

Herley, Nancy and Thorne, Bame' “Womanspeak and Manspeak Sex Dxfferences and ) Lo
" Sexism in Communication, Verbal ard :Nonverbal,” pp:'201-18 in Beyond Sex Roles R
.§ Sargent, Alice G. {St. Paul: WestPubltshrng Company) 1977. R I 4
’ Kosinar, Patncra A workshop design bused on her wqu with Henmg, Margaret and i
Iardrm ‘Anne: The Managerlal Woman (Go’rden Crty ‘Anchor’ Press/Doubleday) 1977."

. - Roles, Goals, Values (RGV);: Unpublrshed ‘instrument for. the measurementy of sex- role
i .values and attrtudes-[@ 1977, Pro;ect DELTA Wrchrta State Umversttyz '

: _120'_'
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. ‘ Hoszok Betty ond Roszok Theodore, eds Masculme/Femxmne (New 1{_ork Horper v
' - Colophon Books, Harper f Row, Publxs}:ers) 1969. - . W ’
B Schoef Anne leson A workshop desxgn presented at the Notxonol Assocmtton of

.~Women.Deans, Admxmstrdtors, ond Counselors Annuol Meef’ ng, Denver, Colorodo, e
Morch 1977 ' - : : . L

p . ol

‘ _ GHANGINGROLESOFMEN T T A T
_ Tl Abstract Male and female'colleagues can engage in commumcatlon act1v1t1es Wthh
R ~ help them clarify:role expectations and perceptions by examining the re- *
e 7o inforcing effect of male-and female socialization processes on'male be-
LS8y .7 ¢ havior. DELTA workshops enabled participants: 1) to compare matle role
Co e T - perceptions with females’ perceptlons of those roles; and 2) to 1dent1fy
T O -_' ; “congruities. and mcong::ulhes in men’s view of themselves and their view
T _ ... -of females’ expectations for them.-Such clarification: became the basis for ;
Dot 2 3 _ further exa natlon of changing roles jn interpersonal and professidnal
e I relatlonshlps and of role behav1orsasthey mﬂuence mstltutlonal cllmate; K
T f . and colleglallty ' . e

LA Forrell Warren ’I‘he leerated Man (New York Rondom House) 1974.
R Fosteou Morc T Male Machlne (New York Mchw-HxH Pubhshmg Co) 1974

e AR Goldberg. P.: ,f'Are Women Pre;udxced Agmnst Women?”’ pp 28-30 in Trans- Acnon E
- " 1968, 5(s).

Komorovsky Mu'ro Dllemmas of Mascuhmty (New York: W W Norton and Compony,» '
Inc.), 1976, . , '

. N . - . -

w70 Y%’ UNDERSTANDING THE SYSTEM: | R
.. % . IDENTIFYING LEADERSHIPGOEPORTUNITIES : (%
.. . "Abstract . Many professmnal ‘wormmen wish to'increase their understanding of system- :
— coT “theory and to-apply that. knowledge to an understanding of their own - -
-, 7.+ 7 organizationatsystem. Colleagues with theoretical and experiential exper-
" .. %. tisewererecruited to conduct sessions on: 1) the furictioning of the formal = "
O “and 1nformal systems; 2) sources of formal and informal power; 3 3) uniVer- -
e 2D s11y govemance and committee roles; and 4) the- demsmn-makmg and °
RS " ‘mission-defining system of the: ‘university. Participants identified issues
S fouew 7o which merited further study or issues on which leadership is limited or
RO \ ~ lacking, ‘They- discussed .strategies . for increasing the participation of =~
. ° ¢ Y v women-in administrative; governance; and ad hoc'or. entrepreneurial
.. v B ..leadership roles, such as: 1) identifying power vaquums in presentleader-_
R shlp oppdrtunities; 2) increasing participation in professional organiza-.
< .7 w7 tons and other organizations which offer leadership opportunities; and 3)
S AR developmg leadership issues-within the curriculum. Leadership oppor- -
e S _‘tunities exist wherever exchanges of 1nfonnatlon?expertlse, and energy
L e .are lacklng, either within sub-systems within the institution, or between'
e T the umver51ty system and its supportmg envu‘onment :

L The Cornegxe Commxssxon on ngher Educotxon Opportumnes for Women in ngher

— 7 - Education. (New York: McGraw-Hill Publishing.Co.), 1973. - '
o '_ *' Cohen, Michdel D. and March, IamesG Leadershlp and Amblgmty(New York McGrow- .
s -_Hxll Pubhshxng Co.), 1974,

','_-Gross, Edward and Grambsch, Poul V.: Unlverslty Goals and Aoadenﬁo Power(Woshxng- R
ton: American Council on Education), 1968. : o

Rxchmon, Barry M. dnd Farmer, Richard N.: Leadershlp, Goals. and Power 19 ngher
Educanon (Son anclsco Iossey-Boss Pugashers) 1974 T -

RE YT YIS O S

. R ..‘v,.. . o i S ST ‘q' - s '
S LIFEPLANNING CEVL e L RN
L Abstract Whlle the development of fave-year or ten-year plans is essentlal to the L
. . . . . ) l. . ., f‘,_.v ' - v‘- L .._ - s ,' ~ R . :1) —:.:“:v_)
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" 'planned advancement and upward mobility of women, it is possible to-

expandsuch planning activities to include a holistic approach to goal

Sl ~ setting. for personal, interpersonal, and professional growth. Activities
TR . which include the designing of life lines, trees of life, or other symbolic
o " “representations of plansfor growth often reveal buried or unacknowledged: -
hopes and expectations. Important features of DEL'TA life-planning activi- *

¢ .. tiesincluded: 1) the sharing of aspirations for the development of support; = - '.

; ‘and.2)an opportunity* to. imagine the ingtitution and the society of the
-"&_\_}f'u'_tum? .and the means by which thé futurg might be shaped. N

- ;4 o S f‘@h;e'slér,-lPhvais:' Women, Money, and Power (NMWi‘lliam Morrqw}. 1976.
S [N Jongeward, Dorothy and Scott, Dru: Affirmative Action for Women: A Practical Guide
T . (Reading, Mass.: Addison-Wesley Publishing Co.), 1974, : - :

) . _ ' Sheehy,'qail: Passagqs: Prl_'évdictable Crises of Adult Life (New York: Dutton), 1976. .

. CHANGE-AGENT STRATEGIES -

. Abstract " Individuals can increase their understanding of their own pdwer, their

* .- - ownership of their own leadership ability, and their appreciation for their
- ability to influence others and the system by examining their own change-

* - agent behaviors as initiators or facilitators of change. DELTA activities -

- ‘ -enabled participants: 1) to identify specific techniques theyhad developed

... . to create a positive environment for change; 2} to talk about the ways in -

/. ... whichchange enabled them to expand or redefine their self-concept;

‘ 3) todiscuss the way in which they might elicit support for changing their

- own roles; 4) to identify changes they expect to make throughout the life

R - - cycle; 5)'to share sirfegies for preparing for change; and 6) to discuss -
T ways in which.they might function as agents of--‘_cha'%@s colleagues
. 7. . within the institution. -} -~ - PR

~ Bird, Cdrolyn (Mandelbaum, He|

- York: David McKay Co.), 1973. } , 7 T _ R

.. ~ Cohen,Michael D.and March, Janes G.: Leadership and Ambiguity{New York:McGraw- -
& ‘Hill Publishing Co:), 1974. . . .= © o S —

ene, ed.); How to Get Paid _what, You're Worth (New -

" 'Frank, Harold: Women'in the Organizafionj(Philaae hia: University of Penhéy]vanid L

Press), 1976.. ~ e A g
" Swingle, Paul G.: The Management of Power (Hillsdale, N. J.: Lawrence Erlbaum Asso-
- *ciates, Publishers), 1976. "~ T o . - el T

T

* . . Abstract - Professionals are becoming increasingly aware of;ghe' créative and the

~ debilitating effects of stresson their ‘health, relatighships, professional’
-performance, and the organizational climate. Participarits-in the DELTA
stress-management workshop used a rating sheet tpxmeasure the stress

* ‘caused. by particular life experiences, professional*roles, interpersonal

L "\relationships, and personal ambition: They learned ways to develop: 1)

“stress-reducing strategies; and 2} techniques for coping creatively with

-, -stress. LT A _ _ S
Seyle, Hans: The 'S'tre's_slof-l'.ife-'(NéW'Yoka: N?;m:ﬁmmu Publishing Co.).,>1976. o

T Seyle,.Hans: ‘Stress. Without Distress (New York: Signet Books, The New American -
S Library, Inc.),1974. -~ = - T : ) v o

! INSTITUTIONAL-ASSESSMENT AND POLICY-DESIGN * -~ o2 = .
'Ab'sg{ct . ‘Women and men in-leadership-roles. in the formal and .the informal
. . Zel . system can:-1) assess the obstacles to, and opportunities for, leadership of

women and for the attainment of educational equity for the total university
+ community; and 2) ;idei‘f&fy‘»areas.wpere women afe under-represented in

ST L Em
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 leadershipgbles, in faculty positions, and in the student body. Colleagues

*with experiential expertise in equity issues, attitudes, and strategies were

* recruited to enable DELTA workshop participants to: 1}interpret this infor-

-4) assess their own expertise ( i ,
that change agents may initiafe the examination of equity issues, the ulti- ..

mé_t_io'n; 2) form collaborative teams to formulate policies and programsto *
- cGontribute to an.institutional design for equity; 3) identify.financial per-:
~- - sonfiel or a'ttitudinal-‘supporté?oniti_es rieeded for implementation;and

d commitment to effect change. Realizing

- inate design and implementation of an equitable institution miust rest
‘with participatory leaders who receive support and cooperation from col--
Jeagues whio respect their values and their ability to cdnt_ia'but'e‘to justice..

. Baldridge,].V.: Power and Conflict 1n the Un_ii’ferstty,(Nelvir York: Johri Wuey and ,Soné, ..

- Inc), 1971. "

. . v o

- Lippitt, Ronald, et al: *_Thé'TDyna_micé of :i’lann’éd-éhange ('NewA‘York:AHarco‘ixrvt,b Brace * o

" and World, Inc,), 1958.
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:Uﬁs'tael-e&énd.Oppdr:tun‘ities foi'"deeﬁ m IR
‘Higher:Education - o "/ B

Tused to think of my rather uﬁbrthbdbx career as having had no pal;ti'clilar :

. coherence. I began as a journalist working in Europe,.interested ii inter:

~ national affairs, especially the rise and impact of Naziism. I-did graduate

work in European history but never successfully completed the Ph.D. I

~returned to television journalism, taught at the college level forawhileand -
-then, in 1967, entered academic administration without havirig come up . -

through: the professorial ranks: In the.course of the sixties, fired up by

~feminism, I created a new interdisciplinary field of women’s stiidies (along  * -
<~ with many others) and mostrecently have identified a new and important
- area for research and intervention, namely, mathematics anxiety. =~
“As I talk to you now, I am'bn the brink eithier of a responsible positionin -
- higher education administration or of continued development of “math

_clinics” for women and men. In short, I never really planned to be doing

~whatI am doing now, but rather followed my interests and my intuition.
~Upon reflection, I would say today that there always was one underlying
- theme in that checkered career. My style was to try to find out where every- -

one was going (or ought to go) and then to ‘“‘end-run” the pack. Perhaps -

:, * - the “end-run” model is something of use to other women seeking to get '
_ .launched or to get ahead in their careers. * - - .- 7
. People think there is orly one way to get where theylfifant to go. In the case

of academic administration, it is via the Ph.D. and long years of appren-
ticing through teaching and research, or via an advanced degree in student-

- personnel or higher education. Yet, if one can focus on the essential goals ~ ~
" ofhighereducation, it may be possible to get where everybody else is going
+ faster by not going through the middle of thefield. To wit: possibly more

‘useful than a Ph.D. today in higher education'administration i$ an M.B.A.

or’some competence in financial management. A group of women admin- :*

" istrators in New England, recognizing this, have organized some training

‘seminars for themselves precisely in those technical areas in which they.
feel least confident: financial management, computer’ data- »étrigval,
- grantsmanship, and long-range planning. Another “new’ and impd¥tant -
area is program evaluation research. By reading the Chronicle of Higher - -

- Education, one begins to notice that 10% of all federal grants are set aside-

Cs125 L

_ for “evaluation” of programs to be funded. Who is going to do that “eval- = .
uation”? Who'is going to comment on or evaluate the evaluators? Thisisa .

. new, growing, and controversial field. If an academic administrator notices .
the trend, she is wise to get herself training in that area so that she can -

. ~volunteer when her university discovers it needs some evaluation -
.. ..Many people in the “nowness” of their vision do not do as well as people -
. =~ who st#p outside their fields and use their imaginations. Yet, it is especially -

~-hard for women to do that stepping outside. For one thing, it'is often not "

-

certain until'mid-career that we are going tohave any career at all. Many of

" us start out hunting for a job and only later discover that our jobs have
- become long-lasting commitments to a field. Others of us are immobilized -

~

. fdculty members and women non-teaching professionals, March 21, 1977,

o .
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 probably more-ealistic to plan this way than to try to arrange th

, the longer term. -~ . - AR & XA L

. Tt also'makes good-sense for.people in mid-career to think in terms of five- -
. year plans. If young people have difficulty.thinking in longer terms-than-

. five years, older peoplé, and especially oldej-€aree) n-

_difficulty thinking in terms as.short as five ygars. Say you are an assistant

' uation changed? - .

. standing still. . T s R
' Two excellent books, The Managerial Woman and Men and Wonien in the

* women are hot preferred, not because they are insensitive or poorl

T~ . LN

- in te¥ms of our private lives. We are-unable to méve geographically- ofto

afford further training ar to change careers as easily as men. End-running, ..
then, is not particularly easy for women to do, but is is-still worthwhile

. . thinking about how to get around the men. I
. My second point does not grow .out of my own experience-but wut of .
* counseling'sther, younger women than myself. It is rather frightening for: .

a young person to contemplate at age 18.or 20 a career or a.“plan” that
will carry them through all of théir woiking life: I find that jt relieves them

- if I'suggest that they consider their choices in terms of “Five-Year Plaris.”
* "1 think it is not only easier to make decisions only for the next five years

but, given the rapid obsolescence of the fields in which we specialize, it is-

»

irigs for

areer women, often -have

fegistrar. Posing the five-year plan, you havg to ask yourself whigther you -

want to be assistant registrar in five years’)tifne; Perhaps-you,dc: Your S

real satisfaction comes from your family oxfrom painting so it doesn’t mat- -

“ter-how much growth you experience or/the job. But perhaps you don’t

‘want to stay in that slot. What are you d¢ing about it iow to get that sit-

A~concom(itant often very disturbing _quvesti_ovr'l to ask oneself in mid-
careet is: where wis I five years dgo and where.are the men who were at |

- ‘mylevel then, today? This can givE U8 a'personal measure of the limits of

our opportunities, thé extent, if ariy, of discrimination in our institution, -

and, finally, a sense Sfﬁ'wggﬂle; we are on an upwardly m_obigai.t'rackfor =

Corporation, have recently been published. Both argue from differ'lent.per-' 5 v
spectives that women move-Jess rapidly-than men on the job for a variety,

of reasons,-some of which are beyond our control but some:of which are-

- not. Being women, weare rarely promoted on .our promise. Men reasked.

to do jobs they have rot done before simply because they look competent at

agers,
organ-’
ized but because they do not have either formal or informal-power, nor are
they usually in a growth side-of administration. Thus, people working for
women perceive themselves to bé in.a dead-end, lackingin opportunity.

are not stretched to become competent at something new. As'm

" what they are doing now. Women remain at their level of cor’npetei}i:e and -

Einally; women can be their own worst enemies; we can become so com-
" ‘fortable doing what we do well that we do not ask for promotion or for
.~ change; we do not delegate to newcomers; we do not tolerate a lightly

lower standard of performance in order to get to do other things ourselves. -

' How then toredress the imbalance? If wifare not promoted on ourpromise,. .

how.can we demonstrate to the people’we work for that we have talents
and ambitions beyond what we are doing now? One answer, again frommy
own career experience, is to gain leadership experience outside 6f one’s . -

own job. In New England, a group of women administrators organized a - :
‘support group which, in turn, designed some proposals, applied success-

" fully for-funding, and managed a complex operation including personnel
~and financial matters. Then the-group [members} returned, each to her -

“own ‘campus, better trained and more confident than before. Such
experience can be taken from political organizations, [from] professional.. -

s e
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- caucuses, Or by short-term exercises in leadershlp such as desxgmng and
' running-a conference {such as-this, one). . - :

Another way of saying this is that if we cannot get the opportumtles for :
. growth that we need insidé our institution, we must Ggeate parallel institu- =
tions onthe outside where we can function as leaders. Getting outside the
~context of one’s own work, travehng in new circles, doing at other places .

" what one might not have the cougage to do at home, these are the benefits -
. of organized activities away from home and of extracurrlcular travel.

« Finally, I think that what has charactenzed my own career is that I have

" "treated it as a kind of work of art. As I progressed from interest to interest, * -

‘instead of feeling guilty‘about abandonmg an earlier focus each time, or

" being wary of trying something new, 1 merely revised my career self-1mage, -

fixed it up in one direction or another, changed somé of the “colors,”
.- soto speak, or the “perspectlve » and moved on. The fact that I'could think -

- - of my career this way means that from the beginning I was free of possibly -
the most pernicious sex-role socialization of all: the set of messages we get
as-girls that our lives are going to happen tous and not be the result of
_ what ‘we ourselves cause to oceur,. - , .

°
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A Vlew of Equlty on Campus

Marjorle BeH Chambers ‘ As you des1gn your plan for equahty here on this campus; and under the
,, o . | '_ . - deep s001al factors involved in our concepts of equality in this, natlon

” One can talk about Affirmative Action as the “AA” plan and sometlmes_ :-.
people may think of it as Alcoholics Anonymous, and I'm afraid that some -

R IR - Title IX'to Affirmative Action, one frequently hears cries of government -
PR ‘ " interference in the natural order of thmgs and, of course, that o'fder isthe .
‘order that has been around since the year one. Change-does not come easily, -

- Women'’s Educational Equity Act, I hopethat it will be more than a paper -
model and more than a mathematical model, because there are some very - .

. . people look' upon both with an equal kind of unieasiness. When oné.adds - -

' and change that is prlmarlly on paper will seldom take effect unless. |

- .- - . .7 "changes of attitude accompany it. Affirmative Action, for too long, has -
e -°° ... beenbemoaned ds quotas or even discrimination in reverse and of course
- IR we have the famous Bakke case now before the couits.

- Bt I would like to present both Afflrmatlve ‘Actionand Tltle IX as offerlng
- real challenge and as an ogportumty for universities to'do hasically what .
. inthe social studies’ orsocial sciences they do when they preach to students
to-build and create,a social structure that is founded upon equity. There
:would be,no need tor Affirmative Action Plans if the “old boy system” of
" recommendation, promotion, and financial support had not been so in-"..

equ1tahle and if those outside the inner control system hadn’t been over-

"leoked and 1gnored for too long. If universities had engaged in the research -

- of themselves to the same degree that they’ve researched other institutions -

, _ of our'society, and if they had’acted upon those results as they demand

= government and other institutions do, they might have avoided all of the .

..« . . federal regulations which requ.lre them to do, what they should have been o

o Ly d01ng all along anyway. 7 .. s o
... . w7 Ttwas over two h‘undred years ago that thls natlon d1d announce to the .

e : . % world that.it was founded upon the concept of all being created" equal, .-

hundred-year snajl pace. B
. Pick up any university catalog and study the names of- the regents and

.and two hundred years later equality. of opportunity to. many still seems -
" 'just.a dream or an ideal for the future. So we do have Affirmative Action -
‘and we do have Title IX to- nudge us along more rapldly than our: two--r

. trustees, of the administrators and faculty. Women aresseldom to be found -

.t o s in the former except as tokens of politicians and, perhaps, niarried to
. 7" .- . money.Inthelatter, they are found in the lower echelons of rank and atthe
T " '+ .bottom of the pay ladder. The un1vers1ty of all places, ought to be the last .- :
e - Place to tolerate discrimination of any sort, and the.perpetuatlon on cam-

» " pus of the traditional social attitudes which demean women and minority:
¢s - - .group membersis certainly. incompatible with the university’s ideal search : _
: for truth. Affirmative Action has provided universities with a special ~

- opportunity for meaningful self-appraisal and-analysis and the results of -

* fully implementing such plans make auniversity a far greater institutionof
dynach learning and for more students than ever. before. Once the

,': consciousness level of all administratars, faculty, and students is raised to - :
full aWareness of the mequahty of. the past. and the psychrc damage that it -

R Address dehvered to the PPO]eCt DELTA Desxgn for Equxty Faculty Luncheon and Work-
. & o shop, Marck: 29, 1977. ¥ o
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- may embark upon a new era of exploring the

cuponanew era of explori lith from new perspectives. -
The Affirmative Action Plan ought not be $imply a chart, of campus sta- -
tistics to be compared:with an estimated.available pool of other qualified
candidates sp that goals could be established for future hiring. The really

- .. important'thing is to ask the question; “Why?” Why are there only token

‘traditional answers. It’s all too easy to say that the pool is not available or

© that it has been limited in certain areas: It's very easy, in the case of women,

to say that they have preferred to teach ratherythan doresearch and to

the traditjonal publishing outlets. Of course, women -are changing that by

' -+ devising their own new series of jo als. - ... , o
_"The importance in our society of “role modeling” as a part,of our social
- conditioning is tremendoug- Where does the female student on the campus
“_find her role model that subtly tells her she, too, can be the university .
. president, or the dean, or the full'professor? And is the pay of the woman. -

administrator and professor gqual to her malé counterpart? If not, why not, .
ant are the reasons really valid? ' D
Eq

al pay for equal work has been on the law books since 1963. Affirm-
. ative Action and Title IX do affect recruitment, retention, and even re-

red, they will be the first to be affécted if universities do in"djeedh?éye to
.go into retrenchment as demography seems to imply. - : DAt

" help butbuild a better climéte on campus. A consistently applied person-

* growth of academia‘has too often been called “‘the academic jungle.” If the
manipulation might disappear; the jungle would be cleared of deviousness
-and the gijove restored. . - oL

 faculty, as much as some members of those groups may think itis; or. would

" Affirmative Action and TitleIX require that we ahalyze admissions, es-

bias. Of course, today, with dropping enrollments of male students and

_breaking down. Each college or discipline needs students to keep their

will change when it’s advantageous to change. Still, a oung woman who -

" strange reaction. Will she betold, as my younger daughter was told not too

. "

learn for herself and hire, if necegsary, a brawny assistant? .
Is financial assistance equal in the numberof scholarships and fellowships
. for both men and women? And do-they both have equal access to those

.. which.do not differentiate? Is financial aid administered on the basis of -

" merit and néed alone? But perhaps more important from the standpoint.of
~<wemen, is equal consideration given for part-time students as well as for

“full-time _s'tudents’? o

has caised ,inf'rqstl",icti_lflg lives and linﬁtmgig:izo‘ns’ then the university X

- women ang. minority full professors? And don’t be satisfied with .the -

‘publish, ignoring the fact that the “old boy system” has long permeated .

trenchment. A:A.U.P. rules follow the same old song as other unions —-
‘last hired, first fired. And with women and minorities just beginning tobe - -
‘The aim o6f Affirmative Action is equity for all, and the end result cannot
el classification system and a consistently applied grievance procedure - |
~ canclear the air of distrust. An equitable system, with known standards
- - of rewards, promotjons, salary increase, and merit pay, can release hidden

talent and creafivity, making the campus an gxciting. place to be. The = - 5o

~~ university had a-realistic system based on équity, the constant nieed for -~ < -

ut a university’s reason for being is 'n'oti__tl.a'e 'ac.lminj""stréti‘c')n ahd the o
" like it to be. It's the students and their education! That is the raison d’étre.. -
pecially admissions to graduate and professional schools, for quotas 4nd - -
‘increasing enrollments of women students, some of these barriers are. . " :

: own payroll up and so, under the influence of events, women arebecoming ~
" "more welcome. And’ psychologists do tell us that attifudes and behavior

~applies for admission to engineering or veterinary’ medicine may find a -

\long ago, “You're too small to deliver.a foal or a calf”? Why not let her— o

=



" _Here isa whole area where the umversrty needs to engage in some innova-

- offerings, with allowance for'even full-time employment, and certainly - A
‘with age limitation. Restrictions in these areas fall heaviest upon minority -
groups and women. And women in partlcular do lead “disjointed” lives, -

K algebra. And finally on the SAT math, I had a perfect 800, But when the -

. tive design: meeting the needs of the part-time student with residency
" requiremients, .with transfer of credits, with repetitive patterns of course

with pregnancy and‘child rearing, and being in and out of the job market,
to say nothing of that.phenomenon of .the campus marriage, which, en-

.+ ables the husband to continue his studies while the wife drops hers to go
.. to work to support them both. Changmg demographlc patterns forecast -
- fewer students of traditional age groupings but perhaps more students of .

g 'm1ddle age, wanting to change careers in mid-stream, or, ini the case of -

women divorced: or widowed, who suddenly must support themselves .

. and having no tralmng with which to do'so..

' _Traditional enrollment patterns ahd inflexibilities have too often led to .

' Separate departments of Continuing Education which teach non-credit or
. non-degree apphcable courses. The whole area of cotinseling comies into.
- play if one is going tg build a campus of equity. ‘Academic counseling has .

e

tended to be sex-stereotyped adv1smg women, in effect, to stay where they -

*“belong: in home economics, in elementary education or early childhood: E
- education, in social work, or, if they’re absolutely convinced that they do
want-a liberating education, then they are escorted into the humanities. - -
But why not mechanical engineering and archltecture and why not - -
phys1cs and mathematics? What have we dotie to young women to con---
" vince them that they’re 1ncapable of counting, or multiplying, or dividing, - -

or solving problems? We've culturally crippled them by denying them the

fun of playing mathematical games, by not involving them in the discus- -
sion of batting averages, by convincing them that its more importanttobe -
. seen as cheerleaders in costumes than to be sC rekeepers and game L

) stat1st1c1ans

I conisider myself proof of the puddmg T ll admrt I'm a httle bit out of the

age range of today’s students, but still T was fortunate enough to.havea |

- father who did involve me in athletics and in number games. And in hlgh'-;_-‘i;_
. school, T was the only female student who went beyond. introductory .

'Dean of Admissions of my alma -mater asked me ‘why. I'had not signed up

. for any freshman math course, I replied, with a perfectly soc1ally con-
ditioned answer; “‘I had all the mathI need to buy the groceries.”” Later
" on, ] married.a physicist, and I've raised three scientific children, and I -
" certainly wished I had more math. I met it in a course on education in -
. teaching the new math and discovered that I could really still do math:
... When wehad the chapters on the theory,  was the only student whounder-
. . stood it. When we had the apphcatlons, all of .the other teachers were,, v

rlght there. _ -:g,

. ‘But women do’ require speclal counsehng, soc1ally, vocatlonally, and

health-wise. And they need values clarification, to sort out their real per-

sonal values from those society. has traditionally imposed upon them. -
.They rieed to be introduced to concepts of Tife planning as well as career -
* \planning in order that their dlslomted lives may;'somehow:or other, havea
- plan. Particularly. today, women students need ‘special services to help -
- them deal with equality, assertiveness training;’and child care, ‘and student
life workshaps:on leadersh1p training to enable them to develop their® -
- potential f suming ‘initiative and responsibility . After all, they weré - -
taught how to read with, “Look, Jane, look. Watch Dick throw the ball!””

" And. they mlght be ]ust a httle b1t t1m1d about assum1ng leadershlp
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+ casionally talk

" The academic prograins Vof‘ some .dép_artmehts“af)pear to have changed

little, I am inclined to say, since medieval days, or perhaps the nineteenth

" century, but certainly since the Second World War. Truth was ordained
- _years ago from the male perspective, dealing exclusively with male inter- .. -

"ests. And even traditional.women professors teach the male point of view.. )
~ because that-was how they were taught. The textbooks they studied were-

written by men and offered no other perspective. For a woman to be-a.
scholar was to follow the only model she had, the “male model.” Women's

Studies, like Black, Studies, Chicano Studies, and Indian Studies, have. .. |
their‘academician detractors. The criteria are debated along traditional .
scholarship lines. Yet surely, as mddern society increases in complexity, '

and: scholarship becomes more heavily- and narrowly spetialized, inter-
disciplinary studies, with varying perspectives, should have more rel-

.ary problems. . -

. evance and ought to;provide us with greater understanding of conterpor- '

A society comrhitted. to equality that has been ‘pat.ria’rchalv in form has &

tremendous job to build a new system of equity. The university grew out of

the x_riiddle'ages to produce baccalaureate-licensed teachers of men, male - A
_ clergy for the church universal, male lawyers for the male king, and male .
- physicians for the aristocracy. The university is an institution designed for .

. another era of human life. And the American version, particularly its,
‘extension into the practical arts of engineering and agriculture, is still a
. male institution which 'women have been invited to attend. Too many.
women still sit silently in the classroom, rajly questioning the male
- proféssor’s lecture. : . T e

Most faculty .memberé are male; ‘Administration is f)red’omi‘nantly:male

" - and the university serves men and trains them for traditional male careers..

The language of the classroom is masculine, and the analysis of the ma-
terial is usually from a male perspective. An the textbooks rarely contain
the noun “woman” or the pronoun “she.” Those professors who do oc-
of persons and say ‘“‘he orshe” are certainly respected by the-

-3
young woman whose:consciousness Has been raised. Since the 1880s,
*'when women began entering the universities, they haverarely complained - - -
~ about this totally masculine world because they were so anxious to be'a’
- part of it. But today, their consciousness has been raised to the point that- .
_an all “he” lecture in history, philosophy, or even science ‘tends to turn

womefi students 6ff. And words like “brotherhood” and “mankind’".and '

“man” are no-longer, heard by women as genefic references in anthro-

capacities far beyond those needed simply to manage a home and to per-

form volunteer service. itnthe community. Women, today, are asking for o
‘equality of opportunity witb\uen, for fullparticipationina areas of career

life and citizenship, to be par “of the decision-making process in.a nation

" God, what is it that women want?” His prgblem was that he saw women . . .
‘andtheir “problem” from a male perspéctive."Women were to be sgen .

* and not heard, as mothers, wives, and daughters. They had no other role

in life. Unlike men, who can choose almost any career in addition to being

~husbands, fathers, and sons, women have been seen in their sexual rol_e.'
" - What do women want from Affirmative Action and Title IX? An end to

" discrimination, both overt and covert, and equity in all things, but most

.- of all, to be segn as individuals rather than stereotypes, to berecognized as
- human beingseof dignity and- worth, possessing mental and intuitive

. pology. Dear old Freud, the fathénoff:ssic:?u'y, posed the question, “Good

- .- committed for over two hundred years to that revolutionary. coné‘ep_t that -
all are created equal. Let ﬂLis be the foundation for your design for equality.

vg_.
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A Decision for Equity: -+ S

. - The AdvancementofWomen | SR
... . - inHigher Educatlon Admlmstratlon BT
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Thomas M Stauffer B address acadermc audlences w1th reasonable re ulanty —_ some are more
. - s1gn1flcant for me than others. My remarks here at Wichita State this after-
™ ‘noon fall in my * ‘significant” category; the advancement of women in -
R admrmstratlon is important for.the advancement of American higher -
- education. Please permit me a personal account of why I'believe this.

 When Sally Kitch wrote.me in Februaryabout this ass1gnment she said
. thatI had been invited becayse “you have made equity in higher education .
- administration one of*your personal priorities.” It is nice that someone:~ -
. 7~ +. noticed, although I am distressed that someone has to make a poifit of ..
. -~ noticing. Thus, it is significant, perhaps just for-approval, that my efforts "
. areTecognized, but you should know thatI consider involvement in equity -
. _ R ~°"" a matter of routine. None of us should be recognized for what each of us,
oL S should do as a matter of course: Itry to-advance human llberatlon s1mply .
—_— T ‘because my. Values tell me that it is the right thing to do. And this i is not . .
o S “-unselfish on my part. The more equity, the better I will feel. e

-'So,as 1 hope you can see, my approach to the question of women inaca- -

demic administration is quite simple. I am more of a reductionist, I guess; - )

: - .. .thana psychoanalyst Erica Jong and many other feminist writers get - -
~:*% .« so heavily involved in deep analysis that I sometimes feel that they lose - -
T * sight of practlcal priorities. But I am of the school that beljeves that'sim- -
plicity is one of those penultimate values, good in archltecture style, ‘

~ policy, thought, language, and daily routine. :

With that background let me further explalﬂ the bas1s for my- personal: :
- attitude on equity and my professional involv. ment ‘with the question.” - -
“AsTlookback on it—and1 had not thought this thing through beforehand '
- - —Icame te my simple notion that equity in higher educatlon should be -
di- o« . 7 aniong my personal prlorltles for three reasons: -
~ o = " First, I know dozens of competent womern in académic admlmstratlon —
o ‘Carolyn Davis at Ann Arbor, Pat Graham at the Radcliffe: Institute, Kala o
» S , -~ Stroup at Lawrence, Kansas, Hilda Richards at Medgar Evers, Marjorie* -
;- .- . . BellChambers at Colorado Women'’s College and'Alice Emerson at Wheat- ~
o o . . ,on, Carol VanAlstyne and Emily Taylor at ACE, Norma Tucker at Meérritt.
I _ "College and Pat McFate, at Penn, AlicegBeeman at Case, Mary Metz at
I -+~ Hood College: and Lois Rice at the Cbllege Entrance Exainination Board,
: _ _.;;andMary Berry and Willa Player at HEW, and so.on — andT4m unable to -
.?_ ' distinguish that they have lesser ability because of their sex. I can also give
: ~ ybu a'long list of women who' did not succeed in higher -education adr o
ministration but I cant match every name ori that list with ‘the’i names of .«
. five' men. Sex, in short, is not; in- my experlence a determmant.of manae- L
ger1a1 or leadershxp, ‘or academic competence. o T4
' o " Sei nd when it comes to the law of the land, Iam what Mr. leon used to.
e - call A *strict-constructionist,” although he may have had. another- notlon
R | : 3 m.md about the precise definition. Like Senator Sam Efwin, [ beheve .
.+ in'acting on what the U.S. Constitution does, in fact, say.-Whether ERA &
R S - eventually gains required approval or not, it requires a minimum of inter-"." .
Cew e oo == - Addresy delivered to the Project DELTA Design for Equity’ Workshop for persons in key e
S ' ' - administrative and Ieademhxp roles at W.S. U Apnl 29 1977 o . ot
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pretation to arrive at the conclusion that the Constitution stresses inseveral ..~ . = -
- " . places, directly and indirectly, the importance of equality under the law. = o
. - .. It is constitutionally — as affirmed by Congress and Executive Orders —
S : . wrong'to do anything to bar women from leadership posts in academic .
' administration and it is ethically wrong not to do everything possible to -
work to overcome'Su_t_":h'bar‘riers_as may exist, - S
" . Third, the Americé’m_ academy needs all the help it can get in its struggle.
' {o maintain quality in teaching, research, spcial criticism, public service, - .
.. . - and perpetuation of world culture. It is merely short-sighted of us not to -
enlist the best talent there is; if that proposition is cdrrect, then race, sex,
and the other miyriad variables that divide humankind simply have
- no place.. - Sl D Lol
My professional opportunity to act on these observations and beliefs has
- come thrﬁﬁgh the leadership-development programs I operate at.the .~ : *
- American Gouncil. The number of women and mindrities in these activi- - = :~ =3
- -ties has quadrupled; while standards'of selection have also increased sub- ~ ° '
~ stantially. Iwill.:not take time now to explain how, beyond noting thatitall °
boils down to encoyraging others to act in ways that they know gre,\right o
. and to exercising cominon sense. Throughgpany devices, I have commu-
~ nicated to ACE’s constituency, which cofiists of the major college and” .
" university presidents and chief academic gfficers in.the U.S,, that nomi-_ -

- 'nating .women and minorities for- leadership development wgrgtng\; B
- and then picking up most of the cost, is som’ek‘fhat they must .do, ] A

“reaspns of enlightened self-interest and statespersonship. All this" hap-
pened by the way, after *‘affirmative action” programs were well underway -
> but not yielding meaningful results. I discovered that calls for leadership . -
" . on equity did work, not in every case, still not even in a majority of cases, ‘
" but a‘significant result was realized. e
" This-progress generally has not been matched by affirmative action pro-
-'%, grams on campuses nationwide. Progress in bringing equity in salaries,
S - . promotion, and teriure decisions has not been'nearly as extensive as affir-
S . .mative action advocates had hoped. In academic administration, arecent ;
' - study by Carol VanAlstyne, ACE’s chief economist, dnd Julie Withers of the . -~ ~
Lo ' .- ‘College and University Personnel Association; indicated that in higher -
Le 7 .. education; 80% of administratiVe posts are held-by Whi,tﬁiﬁalés_"gna_éélqﬁes B
“ ... of women have lagged.significantly behind those, men in-Gomparable
. " 'positions in administration,.or.at 80% of white;malesalaries,iThis lag = .
they found to be sex linked rather than race linked' and found that “‘affir-
. 1 “matjve action officer” was the only one-of 52 administrative job'categories -

e

TR 0

- '~ where.women and mingrities were in the majority.”, : S
- Further; ACE’s Office of Women recently found.that there were énly.154
" womenin college and university presidencies in1976 (compared with 148
" -asyear earlier) or 5% 0f,2926. institutions examined. Of the-154, 69% are -
el e ~1$f1re]fi;,gi‘ous, orders-afid. 63% head institutions of under'1000 students;
a7 0 0 -only:5 head large-public institutions and 71.of the 154 head institutions
" ¢ - - for women, Thére is scan§ help from the Federal government; the Equal- .
Employment Opporfunity Commission is ‘g, chags,,with-a backlog of over -
L 200,000 cases, and-affirmative action appeats to-have:brought more pros-
2 - perity to the classified section of the Chronicle of Higher Education than
" to fair treatmenit.of‘women and minori,tiesﬁthn-ﬁ'elgcgﬁ)ns of top adminis-

. . - trators are made: -

. .l N

* Such.lack of progress is especially distressing because it flies in the face -
s  of what most American academicians professto represent: a liberal attitude
e . _in politics and civil rights, actually the most'libéral 6f LS *occupational -
TR ™ groups: Everett Ladd and Seymour Martjn Lipset inxtheir 1975 sample
S T Tt T

.




- survey of the Amerlcan academy found that 57% supported McGovern in-
- 1972 versus 31% of college -educated Amerlcans generally, although
* 'academics are not the radicals the’ pubhc often envisions. Generally-the .
".-more liberal faculty members are:at- more. prestlglous schools andthey- -
publish more. Yet in spite of the liberal pblltlcs of over halfauffacademlch
- thereis less liberalismon 1ntemal matters at mstltutlons 1nclud1ng promo-
. tion, tenure, andequlty ;- codn

Such profess1ons of llberallsm do not appear to apply 1ns1de the. academy
itself. On selection of professional colleagués, we prescribe for the rest of
the society what we do not prescribe for ourselves. It echoes outlines of the .

" . presentdebate on the supposed excessive government regulation of hlgher

- education. While allowing for bureaucraticexcesses and bunghng,ls itnot ",
really a matter of whose ox.is gored? Ac¢ademicians, notably, ip-the Ken-+
. nedy-]ohnson years, led' the_way, for more regulations to right' socm’l
" wrongs, apparently never dreammg that their regulations would come -

«¢.- back to haunt them. Then canie'the cry: “Foul.” Well before the regulaﬁons

" go, shouldwe not consult the raison d’8tre for public regulation in the first

.. of their colleagufes. There are no short-cut

-

place" ‘The w1de-spread contrad1cﬁons inthe academy between words and -

" deeds is something to which all of us should give the most earnest con- - _v.'
sideration. The pdpulists’ charge that,most acadenncrans are. “hmouslne_n
hberals,’f easily dismissed, has some basis.in- fact; 1 belleve._'; ie 1_mage‘ of .
higher! educatlon is ot as good nationally as it once was and:E eheve our
‘hypocrisy: has SOmethmg to dowithit; essentlally. we get what we deserve.
Another ACE. survey, by Elizabeth Tidball, entitled Survey of Teachmg

" Faculty, folind that most male professors are cool to- women's issues.

" Males are far less concerned with such issues as discrimination and anti-

~ nepotism than are female professors, and male and female professors are
" more supportive, to'students of themm sex. Males become more suppor- '

~ “tive of women if they teach at women s colleges “

' This’ ‘workshop is being held to.de gn’bohcxes to correct 1nequ1t es wh1ch
- block the full participation of wome dlm ‘Thigher educatlon admi ln{atmn
- I'%ould hope that such policies ‘will also help other groups, 1nc uding”
- white males. Well, from my analysis to this point; I hope you gliéss cor-
rectly that, like Governor Jerry. Brown and others, I am skeptlt:al‘ that .,‘-i?'
- policies, qua policies, will do much good,  Affirmative action is a pOlle,
. after all, and it has not done Tuch good..In fact I recommend to ) whim
- and minorities who come fo me for adwcg}kon cireers in academic adny
tration — and I am heavily involved-in:cageer; velopment nationwige — "
x%that" if.they are talente administratively; they should not get syph' )
--off'as the “house womaﬁ or “‘house black\ as an'affirmative action® icer."
~Their higher callihg must be core admmfstr tion i deanships, vice ﬂres1-
dencies, and pres1denc1es——-and they muskéng inresearch, pubh and
institutional servjce, teaching, and professt dnal service to.earn the‘res ect
there should be none

The fact that afflrmatlve action offlcers :

: irmative action offlcers -
1dsmen; if problems weré .
complamt départment would

" routine of faculty members and ac
would not be needed: The same ig &

not be needed. Afflrmatlve act1 5 s 100 . ‘often are addenda to’ corg -
~ administration, more window df ef1t federal examiners than
institutionally | functional styne, in her study, found that the
- presence of,an affirmatin fce on_campus has'no, 1 Tepeat no,;

, .xmpact on the'advancementgff' ) iﬁ*hlgher educatlon admlnlstratlon



CUEN L ?‘ There was no statistical dlgerence on~equ@ between those campuses : L
“+ .. %" which had such officers and those-which did not. : S
. Sol concludg that policies are’ only a'Seco l} step Tlie fu‘st requu'ement
-'_‘-for equity is the will that it shiould bé re zed Thls mdystrike :you as -
"' " obvious but1sometimes wonder whether all our manipulations of poholes
N - * merely result from lack of will, the lack:qf: mlhngness fo make:the-hard
S - 'decisions needed ta make equity, as other thitigs; a reahty It has been my
S 'expenence at the American Council on Education that when the president- o
-and chief academic offic;er especially, but also faculty members; and deans, " i id
'w111 that equity be a part of their institutions; as'a matteg o£'ro\:rt1ne then. : :
the policies will follow.which will yleld’successful results Where there i is—
... no real will, then polxmes will haVe 0 ifipact. ‘Equity and-inequity are -
.. - . matters of ch01c:e When' choosm,g those "who make this érucial choice,
" . care must be taken that the will: for equity is there. This is not a.navel -~ "+ -
. o 770 solution butahme—honored one; ‘make sure that institutiona '{eaders have -
PR >+ the commitment to make, rather than avoid, the teugh: decision. Screen *_ . ®
o .'admuustrators, in particular, for their commitment: 1o equity ’ '

, , ‘From that selecnon decision — and giiestions about. equity should not be . o
2 " - " %the only ones put,to.prospectivé administrators — policies will follow ~~ ., . = .
: - twhich will correct past inequities and make equity. standard operating = .’ ¢ -

- '.-Ipractloe Then the mnate hberahsm amonghlgher educatloxi professxonals o

--.‘».-'powe‘r followed by hard decisions, followed by pnde = that prospec:t
I subm.lt -ds not unatiracnve
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Murjorle Downmg Bemg a member, asl now am, ofa central admlmstratlon I've had too few B
o Wagner .opportumtles since I took this Position in September to bé on campuses. .
L - .Fwas delighted, therefore, to accept Carol’s invitation to come ta  Wichita '~
-State-and to redew my acquaintance, minimal as it is, with Kansas, and to
e T - see you for the first timie. It is indeed therapeiti¢ for a bureaucrat like me -
v ... 7% - ‘"tobeon a campus, and-it'’s particulirly refreshmg and rewarding to be *
s o7 7. .+ part of what must have been for all of you, and for-most of you working i
Lo v b closely with this project, a very: rewardmg experience. One of the good .
B -+ . things that olir fedéral bureaticracy does'is, now and then, have enough =~ -
- “ sense fo hand out some .money, not lats, but some, to- universities and:: .
. * colleges, to do the kinds of thmgs that ‘you're doing. And whatever the
e 0o F s - “results are, there.is always, in my experience, a by-product of growth in
T S L, commumty fegling among all those who are workmg onaprolect difficult
Ceeoot o de o asitisto confront some of the issues that you’re confrontingin a women’s-
IR ceone L equity program: Nonetheless it means that there are all kinds of new
oo o [-perspectwes ‘enriched visions, and certamly friendships andrelatlonshlps
. v.. - thatare going to be lasting for all of you. And so as’1 say, for me, ‘toming
" -..cinto this is like makmg new fnends and I am very grateful to be’ here: -

©..° .. Thecondition we face is not one that I'think we need to draw out too long.
BT . 7" .. Itreminds me a little bit of an Israeli joke that I heard when I was recently
ST : " inlsrael wsxtmg the tniyersities. One of the great thmgs about an'Israeli
. - trip is that you're constantly surhuhided by wonderful Jewish ]Okes that
. w07 . are mostly, I'think, imported from New York-into- ]erusalem But as-a New
e <o B Yorker, I feel veryat homre with them. They were telling us a story about a
0o . - . T 2 youngman who was, ds-all.of them are, in the military. And he had to have -
= o ®  the experience that most:6f'them have to have, which is jumping from an
.. ‘airplane and parachutmg so that he would be able to take on‘that chore ify* "
_necessary. He was terribly apprehensive about it. And they. said; “It’s reallys - «
- “all'right. You don’thaveto worry. When you do jump, you haveaparachute LT
‘and if that parachite doesn’t open, you have an emergency rip cord’ﬂ‘nd“ Sl
you pull that;and that’s a back-up parachute and there will be no. proi)lem. s w—*‘
- :So hereldxed a bit and they said, “There’ll be a jéep at the field, and when.
W you land the jeep will take you back to headquarters.” And so he went up
S . ‘and he took the usual'teri-deep breaths and jumped and he pulled the rip -
BT ~ .cord, and' indeed; the parachute did not open. And so he counted the =
ST - proper number of seconds and.p ulled the second one and the second one . .
. .’ = 4. .did not open and he sald; “Now alI I should need is that the jeep won't .
B A bethere""'- SR S _
S T Ee e Ttsa “little. bit like our 31tuat10n in hlgher educatlon whlch is, I thmk"
B sufficxently full of uncertainty and-indeed, cufrent dismay, to make one
P I -wonder whether there will be a jeep someplace on the ground. ~ - - ..
- SRS _' , We of course,m Cahforma and you inKansas, and all across the States are L
-t recognizing some harsh realities. We have come through the-hysterical, 1 L
S excxhng, and seemingly endless penod of growth, And we’re all facing the -~ -
2% swen 0 o . Nard, fagt of declining enrollments, Those of us in public institutions,
‘ et P dependent on state funding based on a formula-driven budget, basedon
<o ey full-time enrollment have had to accept reduced funding. The effecton -
T ﬂ .. faculty; the effect on staff, the effect on the:programs, and the effecton. =
. A e , v " Address delivered to the Pro;ect,,DELTA Desngn for Equity Workshop for persons in key
B ' 5ok &mxmstmtwe and Ieadershlp roles at WS U. Ame 29, 1977 3 o
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.. = .. students, all of these are what we are now contémplating; €Xamining, -
L - exploring, and viewing with alarm. The morale; and I cannot supposeitis; -
SO o oop o different at Wichita State‘than anywhere else, thé morale is low. Atmy, =
“.» =€ 7 nineteen institutions.in California, we have some13,000-16,000 faculty. . °
g4 .. members. Six thousand of those faculty inembers ate part time and tem-., R
v - . ’porary. That’s alarge percentage and we have itfor reasons thatare, Ithink, "~ «

[

y % < - understanidable: the richness of the programs; the flexibility of the pro-... " -..
.- = - grams;but those people are now particularly.on the first line of what will=™ - . « '
happen next. Tenure js harder to come by, and there's no question that . &

somewhere down the rGad we’re going to have to Iook at layoff of tenured
faculty. These things are having. the usual.understandable effects on-the =~
morale. It’s particwlarl’yidif{ii:’t_ilt_-‘-'fox"'yoil_ng._.‘peéplé»_‘-Who have had great . .-
" hopes for their careers. Tt’s particularly difficult for young men and young
. women, who look at each other with suspicion, and hostility,'and, indeed,
anger and fear: what will happen to you if this happens tome,and so forth. "
he programmatic loss, I think, is very serious-because we all know what
part-time and probationary faculty can do for us. We all know the inroads

: -_ on the'program when those people have to-be’let go. -

- * Stidents are having reactions. Programs are being seriously'threaténed by
the kinds of cutbacks that we're having to make. Students are:in astateof
“confusion about the value of a co)lege education in the first place. ‘When

- you measure the value of an education by its economic effect, you'come to &

- some- conclusions that peMadps are not necessarily 3ound but certainly

have enough smo}é in them to make you'think thé_‘_r'é’_s_fii‘.e, that this eco- -
~+ nomic payoffis not gs great as it might have been in the past, and maynot  :

S

" continue to be great;iso students are worried and confused about going to

_ - *college and the university. You have, consequently, great shifts in student

- gemands: Students are moving into-programs where they think there is
.. -somekind of economic payoff: the health professions, criminal justice, " f
" businessadministration, the Jaw. And what's happening there is that we'll
" surely, sooner br later, see a glut on the market in those areas. S

“Those of us:in public institutions like this one have particular responsi- . -
ilities and responsiveness to public concern: The disillusionment with
igher education felt in the sixties-by the public has had what seems like -
finending effects. The public is not happy with:us, The public is not -
LT sympathetic to the faculty. One of my.tasks ig ‘ta’present. to'legislative
.. 7« . committees and to the governor a request proposal for increased sabbatical
o leaves and for faculty development, for all thiose things that we know are .
~ enormously,important to the vitality and the regenerative quality of the

o _I _institutions. And I find deaf ¢S, If they're listening at all, they're hostile - -

.« ears. The public is not happy with us. “The faculty doesn’t work very
much: It’s only a twelve-hotij:teaching load.” How can you propose to the
~ public that there should be special needs for development-and that soft of .

‘thing? “What is this sabbatical? I get postcards from nrysieighbor whé'is™

skiing in the Alps, while I'm working and he’s on a sabbatical; What's
. happening?”*What about thosé people in busine$s administration who .-

-+ *-"run their own businesses on'the side and teach two days.a week on a full

.;  teaching load?" .= ~ - foo SERTEE A

This is the kilid'of_ _Quééﬁbn that th"e public"éské, and 1t asj it through the

N e ) ' " legisldture. So the legislature becomes again an .enormo s‘ly'__ix_:;pprtémt- T
W et pressure group. Currently, the California Assembly Committees arg using -
A .- our budget hearings, which have just begun'in the'last couple of weeks,to . -

get at all sorts of questions that have been 'nagging at them for some time.. ~

e * . "7 What about those things? They have questioned the University of Cali- _
oo e fornia on the time that their faculty members aré giving to consulting with = *
; . - _.‘.."\.‘ ,"‘;b.‘_'_ o x. . - L ; R N . X . R

o L Izg b
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. o gover nt agencres thus we thmk reachmg to the very heart of the' o
. nature of the faculty experience in a way that is somewhat threatemng, a

~ requiring full disclosure of. everythmg that a facuity member is earnmg '
- othef than’ his own salary. . .

These requests have some pretty senous unphcatlons We go then to the -
- governors, [in] Wisconsin, Maine, Massachusetts, who agree when he says -
B S "~ we must reorder our. prnontles ‘That falls heavily on academic ears, on .
"l . 7. - thoseof us who have been so long in the académy, who for so- many years- -
’ There are many other governors across this nation, especially our young
.governors, Wisconsin, Maine, Massachusetts, who agree when hesayswe - -
. 'must reorder our priorities. That falls heavily onacademic ears, on those of .+
© . us who have been so long in the academy, who for so many years have .-
e ~ dedicated our llves ‘committed our time and énergy to what we think isthe
. -highest priority, the education of our people, the transformation of our
L u . . ... society. That notion of reordering our priorities, understandable as it is,
el ... with the condition of mental hospitals, with the condition of our-prisons, "
L R with our criminal system, all of those things we understand; but the re- =" ..
ordering of our priorities to put education at the bottom falls upon our.-.
‘ears. w1th a clang of some doom. : o

o " “So we come here to talk about equlty for women. What a time this is for .
N equlty for women! In the late sixties and certainly the early seventies, we
-~ were in aposition whére we colild say with less threat certainly than now,
. , . “tHat it was a time when women could ‘expect movement in-academia. The
SN statistics were horrifying; the facts were clear. Women were not receiving
o _ - .~ theirdueandjust deserts. They were not being paid #s miich as men for the
w. o7 'same-kinds of ]obs Ihey were not rising on thfacademic’ admlmstratlve
: -~ ladder. They were not being admitted to graduate schools in the kirds of -
. 1., numbers that they should have been admitted in. All that was trueinthe -. -
. . 77§ w. latesixties. But things began to happen that gave us hope and gave some "
o R hope I think, to the sociéty that certainly must support equity. We had thes - -
o+ .4 U 'Education Act of 1972; we had equal opportunity; we had affirmative .~
R -'.actlon,,we had all those laws that wére passed, That, at least, was astage ”
.- of hope. Now we know, I think, that like.othér times for women ’s move- "
- " ments toward freedom’and the acceptance of new responsxblhtles other
-2 -times after the Civil War, after thé First World War, and after the Second ™
- ¢+ World War, thére was a relapse, a falling away bf the kinds of advances 2
. that had been made through the Abolitionist Movement for women,
- through the advances toward suffragewhrch were made inthe 1920s, and e
- "again through the k.mds of var1et1es of jobs that women were able to-hold,
- like Rosie the Riveter, in the Second World War.'All those things also had
..  thebacklash and the falling away, and weathmk that perhaps th1s isa tlm}
T like that for us, a kind of relapse: Is* it?. o .-

— ' I think tnere 1o questlon that affugnahve action-has not produced the o
o - ... intended results, When Tom Stauffer comes ‘this afterndgon, I'm sure ke’ n-
- talk to youabout an ACE study thatis nat yet pubhshed that’s been doneby. - -
.. -Carole Grenault Stein'on'wormen in higher éducation administration. What -

_has Affirmative Action done for them? Without turning even to that study.

"at the moment, let’s just look at the figures. Your: DELTA group has effered

* " you a great deal of data, all recent, all hard, and all important. We really -

. hayfn’t changed much. Twenty to twenty-five percent of faculties in this -
L .. nation are- women. There were twenty-éight percent fifteen years ago. The -
o : percentage is falling off. The salary differential remains between five and
~_six thousand dollars. That’s a fact. And the fact is, of course, that-women . -
. Lol are crowdmg the lower ranks and not the upper ranks. I ieed only to point .
e te your own umversxty where you have only four full professors who are - .
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port staff, as well, simply do not hold the upper positions.

-women in this inétit'ut_ion; We ha\}én’t gotten very fér..Womén in the éup- L

" In'the nineteen colleges and universities of my system, there are fio women
" business managers: There are two women personnel officers, although one

~ ‘would think that this is an obvious place for the kinds of talentand training . -
that women have. There are two women vice-presidents foradministration.

- There are three women academic vite-presidents. We are proud of them, .. . -
~and indeed of this number, small as it is. 1 was the first woman president ’ o
" in the state of California in a four-year public institution. That produced _ -
- some rather amusing, somewhat bittersweet episodes in my life; I was,.". "

_ also,Idiscovered whenIwas appointed,only the second woman president " -
"of a four-year public institution in the whole country. The other woman .

| _:retired and there I was — all alone. = - v

" 1 think that what we are recognizing is that the.}n_umb;}’s.of women in
~ academic administration are very small indeed."We have just had, for
 example, one womannow appointed to be the president of Vassar. Virginia =
""" Smith, who was the director of tie Fund for the Improvement of Post-
secondary Edugation, has now been named to Vassar. This does mean that .
" our so-called Seven Sisters have more women presidents than men, but - '

-5

.colleges are betteroff than the public institutions. Eighigen per :
" .moment, of administrators in private colleges are women, ahd only thir-- -

there are still at least many of the women's colleges, ghosé that are left,

~ thatstill insist on finding men as their presidents rather than women: They -
. feel strongly that a man is necessary because they think that men raise -

- ‘money better than women. I would challenge that anywhere. That-is just

".. qot true. But this is the kind of perception that distorts the :gortunitiesﬁi

that affirmative action-could give us. And I think among us alYthe private

teen.percent in public insitutions, and these, as.I say, at not very high

“Ievels, The salarydifferential is bad, worse in public institutions. The ACE
report indicates that. Yet, with all this, there have been changes and1 .

A3

~ - would like now, just f#r a moment, to syggest a more positive riote.

-

The fact is that we're here today and, the fact is that federal money and -
 state money and private funds are.going: into training workshops and
. programs for interns, such as your Kellogg program. In our system, we are

-_‘running a two-week program for women administrators and faculty-our- - T
. selves this summer. Fhere hasbeen for some time, formerly funded by
-“Carnegie, an Institute for the Advancement of Women in Administration at

“the University of Michigan and now moved to Wisconsin, There are, and

have been for the last{five years, programs of this sort that do much more

than simply raise consciousness: Weare beyond the consgiousness-raising -

rcentatthe

stage, I feel. We have come to. the point where action and policy must . -

- follow; and 1 think this, your presence and mine today, means that we are

" "moving where we have not.moved before.

o satisfactory, to the courts and be supported by the courts. Last week in -

e

" Of course, we have the law and the COurts.'Thergiis_no‘.Qﬁééﬁéh‘fhat eco-

nomic exploitatign will have a serious setback given the courage of indi-

viduals who will go through the grievance procedures and, if they arenot ~ '

California, a Federal appeals court upheld alower court ruling that women-
should not be required to pay:more into their.pension furids than men

because they happen to have the misfortune or the good fortune to live

longer. The Los Angeles Department of Water and Power women brought
the case. They were paying 15 percernit more into their annual pgnsion

funds than men in the same position, and the appeals court upheld their

" protest.’We're getting, all through the courts, this kind, of support. I'm_

& /'

 sure you all observed recently this week on television the hearings for the :
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S Lo maternlty-leave benefﬁs that were bemg carried on in the Congress. You.
et saw the NAM view with alarm the possible- expense it would be to our
AT .~ greatcorporations if they were to treat women’s maternity leave like sick -
e . . leave.T think we saw some very interesting support from Congressional
ST leaders for women in that case. So I think that with the courts and with -
Qvernment support; at least legal inequities and economlc exp101tat10ns
il begm to disappear. But that’s just the floor. - - - e

R - We're talklng here together in. the academy, in an 1nst1tut10n of hlgher- -
: \ T . .learning, in-an institution that prides itself on being a un1vers1ty What

- does this mean? This is the pl @ to talk. It is wrong,. it seems to me, to ex-

R - pect General Motors, or the to move women's equity forward if the-
e - .. ... university is nottaking the lead. This is the place where society is served -
T e ' - and where soc1ety is subtly butinexorably changed. Those are the. roles
_..and the missions. of a university. |l would suggest that the dedication to -

' women’s equity is' fto.the advanfage of the university as an institution, I’s -

N “not only to the advantdge of its individual members. I would say that even

“~ . . on the grounds of enlightened elf-1nterest womens equ1ty is of im-"

e portance to the institution. : -

. Now.let me just pomt out what lse 1sglnvolved in pay1ng attent10n to
women You're gomg to have moe women’ students than men students

women at the gates expectmg prog
.their needs and you’re going to havémale faculty- fmally péyingattention, -
1nclud1ng male faculty in women’s cdlleges, not just in publlc institutions, .
paying attention to what they’re really. d01ng there. What is really happen-

. ing w1t}N,he student population? You're having numbers ard numbers of
- women returning after interrupted edugational “experience, exciting ;
* people returning to the classrooms/: ital, Ynotivated, not sitting around
thmklng about when they can’ ggt'gut to'football practice, but wor,.klng at
. whatever it is they aré doing ‘and-iaking the teacher’s life' good: agai |
Those women are there They te-also bringing money with them;'e pe-x.'..»-~
-cially in the summer segsion; extengion programs, which daes’ el p to.,

. support parts of the: university that-are finding it hard to $upport them-
~ selves on their own. So_thatjust in‘terms of enlightened self-interest, I -
- think you will d1scover that paying attention to women is 1mportant

As to the kinds of programs that women are developlng. I'm fully aware,
. as you all are, of the shadows that fall on things like women's studies;.

ams that W1ll respond tothemand to -

I'm fully aware of the'disdain and concern that people have ahout such

* . . programs; are they. academlcally respectable, and so forth. I can assure you

7 ‘- that my experience with them is that they are not only academlcally re- -

specgble, they are.in the forefront of exploring' some very important

research topics, impacting on genetic studies, impacting. on llterary
studies, impacting on history. The kinds of things that can be done in .

~ women'’s studies,are really important academlcally, but, again with en,
e N hghtened self-interest in mind,-are also drawing students. It’s such pro- -
v, .. = .. gramsasthese thatlam concerned about as being threatened by the logs of
e E o temporaryand part-time faculty, because they are so often staffed that way. .

Having said that, I am saying somethmg that I personally dlsappl‘OVe of,
because I think it s1mply continues the whole notion of using-women for. ",
other ends than their own. It’s makmg use of people. I think one of my
favorite remarks of Henry Iames is his statement that the worst thlng you
can do to another person'is to use her or him. And I think this is-to use
--women to the erids of the institution in ways that, while: perhaps necessary
are not necessanly adm1rable o _ _
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‘have to'ask myself every day. What
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* I'think what we must do is look, finally, at the real reason, atthe important : .-
* reason, that women'’s equity is a first priority for an institution like this arid
for all -of our public institutions. That is; essgntially, the mission of a uni-
, versity. For me and for you, this university is:here.to serve society, and in
'serving-it, it-must observe it and it must, in certain ways, remain aloof
frgm it and be critical of it. No one; I think, in his right mind could sit -
back and admire the-society we now have. It has all the ruthlessnéss, .. -
mechanism, impersonalism, indeed, destructiveness, thatone can think .
- of. It s not something that wé want te further. It’s something we certainly’
'want, I think, to¢hange subtly.” .-~ .0 . . . 0T
* Ibelieve the university; in spite of its traditional conservative role, is a force.
- for revolutioi, and [ think that we are engaged with the women'’s move-
- ment ina profound and lasting revolution. It is, of course, a furthering of
.. the.notions of the renaissance of individualisrt. I think it is-certainly a -
- ".necessary and inevitable concomitant of the scientific and industrial revo-
* lution, which, in themselves, have helped to create the depersonalization
- that'we see now. There isn’tany way to turivback from this kind of revolu-

tion. It is here and I think it is the role of the university for its life and its

- vigor and its credibility t_o»-_-'s"u-ppoi't it and to work with it.

; "I,.ask- you, What”wpuld sucha .Ci\iiliiatior_l,;fsuch a soclety, belike? Just think -
. -about the characteristics of a society in which both men and women were
truly liberated, What would it be like? It would recognize a-stream of con-

cern that runs throughout our nation, a humanistic concern, recognizing

- the complex ‘development and potentiality of individuals. The kind of -
- society which would have that as its. chief priority would be a different
. kind of society from the one we have now, an infinitely preferable one, and
- -arich one: It would be a kind of warld in which persons were more impor-. -
_tant than roles, in which community was more important than separation,. . .
- in which theinstitutions became the working of all of us for the same goals,
" where. faculty members and students and. administrators-and staff were
really dedicated to the fullest education of the individual and the impact -
" that that would have on that society. That is the kind of world I think that
' the women'’s movement. moves toward, and I'm not talking about its .
* extremes, necessary as they may have been. I'm talking about the kind of
~ structured-and thoughtful process that is going on in your workshop. -
" That's the kind of world I think we can look forward to if men and women' -
together will liberate us from their constraints and their stereotypes. '
" It 'seems to mie that these changes are practical. The practicality of thgm
" one leaves to the institution itself because they vary with the uniqueness -
~ and the ambience of the institution, but they come éssentially from the
‘leadership. They are there. for presidents, because the president’s role is
-enormously important in continuously creating the nature of an institu--

tion: They come from the president; they come from administrative lead-

" ers; they come from faculty leadership, this kind of leadership. They come . * " -
~ from staff leadership; they come from the kinds of leadership you get from
" “your students. Changes depend on how. the leaders will respond to certain-.
- -key questions that every institution of higher learning must answer; the
- onethat's relevant here is how does every action, every policy, every prac-
~ “tice, square with that mission and that goal.of opening up our saciety,
" .with enriching the.personal, individual goals and lives of the people in-

volved in'this institution, with unlocking the enormous talent that s in

this rpom, the dedication that’s in this foom, the enormous experierice, .

the cbmplexities of suffering, struggle, joy that’s in each of the people

‘involved in this kind of workshop? In my own role, this is the questionI-
is it that I have done today that has
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Aruitoxt provided by Eic:

" look:at it as a challenge. - '

- Things are bad, but this is the time. This is not the time when we throw up

4 |

ERIC

* furthered that? And what is if that has not furthered it? What have I done
"_to inhibit the very gpals to which I have dedicated my life? Administrators
can ask themselves that every;minute of the day because, as we know, the "
- slightest, most-uniimportant-decision ‘can begin to be the pebble in the -
- water that starts the ripple; the copcentric'circle\;touching everything..
I would-say the most.important characteristic of anybody-eéngaged in a -
* university is a quéstioning'mind, a kind of self-examination that is daily

and continuous. If no lifé is worth living that is not self-examined, that " - k

.certainly must be true of university faculty and administrators of confi-

dence that whatever situation we're in, we have an opportunity because we

our hands and say, “No time for women: We have too many other important -~

" tyings to do.” This s the time that we look forward and do the things thet -
~ -have to be don b i R T S TR B




What’s Next for Women in ngher Educatlon? - &
B arbara Uehhng When I was called and asked to come here, 1 wasn’t givena toplc but I was
el - asked to talk in general about some encouraging things thatwe, as indivi-- -~
Y _ < . duals might do, in view of the fact that some of us are a little bljt(hscouraged
Q% T ~+" .. . about the Women’s Movement. That led me to consider the question of -
TR - just where we are with regard to the Women’s Movement. We talked a lot -
G - about_the women's movement. That led me to-consider the question of
S ~just where we are with regaﬁfd to the women's movement. We talked a lot™ .

When I was inNew England Iused to fly on a certain eastern air line and it
“was oné’ of those more exciting airlines when you weren’t-quite sure -
whether you were going to.get where you were going or whether it was
going to leave 6n time. So,the story goes that one day a passenger reported
_ to this particular air line, boarded confidently, took off down the runway,
7 andthen they stopped suddenly, turned around and went back. So the per-
w7 son,who wasreallynota very eager passenger; inquired of the stewardess,
et What s wrong?" The stewardess said, **Well, the pilot believes thathe’s - -
4 - heard a noise in the engine, and so we're going to go back.” They 'were on
- the ground only five minutes, and they started taxiing out again. The pas-
senger was not Teassured by all this, and so he again inquired of-the .}
. 'stewardess, “What have you done? What could you possibly have donein’- "~
five minutes to’ rectlfy thls s1tuat10n'?” She said, “It was easy. Changed' S
pllots B B EET
.Sometimes I feel that the kinds of changes that we may be undergomg in .
“the women'’s moverhent are like. that story—that there’s some gloss, but.
o s ' not really. enough substance.-So I'want o talk a little bit about'that, asto ~
.+ _ . ..o whetherthat is the case or not, in my view, and then talk about some ofthe ..
things that we might do: ~ =
 WhenI sat making notes for this talk Ireallzed thatln the state of Oklahoma .
.. the ERA has not-been ratified, as is true for a number of other states, and . -
f.hat is cause foridis ouragement. It’s true that the need to pass the ERA
- posihon .among some women, which ‘may be
' and opportumtres that we thought we had o

y¥dekd :\nsmng w1th Some of you people
¥ 35 and I feel as welook around the
gtafiigare surviving and becoming well-
ited. They are even accepted and,in
sk that we have a lot of tokenlsm —1
{siaEHvar 1 ever have been, although I must
Hyof Oklahoma I've gever felt thatIwasa -

: '”;.'(;C Y
S ‘a" are of it, and I thirfk that tokenism can .

i ':' o made as much change as we would- llke, and that is d1sappomt1ng _
A ' ® If you look at the plcture historical »however I think there are someim-

L _ , Address dehvered to the Pm;ect DELTA Desxgn for Equity Welcome Back Heceptxon, -
o L ST August30 1977. o _




- portant changes going on: Fifty-five years ago, one in every five peoplein.-
-+ the labor force was awoman. Today, it's two in every five. We also find that,
. . aswelook at what those women are doing, they have greater opportunities” -
-4 .- .. thanwomendid previously. There’s much greater diversity now than there
.= .waseuenadecadeago. So while we still find'some significant limitations, : - -
" 'if welook at professional women, we find that about forty percent of them
. . are in teachjxg or in the health service professions. So there’s not as much
opportunity or as much diversity as we would like. But we still find there
' is increasing diversity. We find that, when we look at pay, that the median
- salaty for women last year, according to the U.S. Labor Bureau, was three- ,
. fifths that of men. So, that is progress, but it’s still not equity. We still
haven’t come as far as-'we would like. = - - o ' A

" ‘We have some mechanisms to try to correct this situation. We look at the a
~ E.E.O.C. and find that the average time to settle a.complaint, accordingto
;- the Wall Street Journal I was reading the other day, is two years. Thereis * -
~ abacklog of 130,000 cases there, and they anticipatethat the backlog will’
- soon reach 165,000. We have twenty-five different agencies that are in--
“volved in trying to enforce equal employment. And so we see that we have
- the mechanisms, but progress is slower than we would like. =
" :If we look at higher education, and that’s a topic that most of us are inter-
.. ested'in here, we find the same kind of picture, that is, slow progress. We -
- find that the proportion of female students seeking bachelor’s degrees has .~
~ 'remained about the same over the last ten- to twelve-year period. The rate -
' is projected to go up slightly by about 1980 ‘when approximately forty-
" seven percent gk uiidergraduates will be-women. As many of you know -
. who follow the‘ﬁ% fings, the increase is probably primarily due to older -
~ .. women who areréturning to school. There is some progress in Women in
. "7 _undergraduate education. However, if we lopk at the proportion of doc-_
R torates given to wor®n, we find that that percentage is only about iine to™ - -
+* v’ _° thirteen percent, and has remained that for about the last 25 years. There - -
-~ .. . may be some slight upturns in the past year or two, but, by and large, it’s . '

. -not progressing at the rate we'd like. .- o S
7 Ifwelook at the faculty picture, we find thatin 1974 and 1975, 22.5 percent
"of all faculty members were _gydmgn. ‘That actually dropped last year to
- 21.7 percent)jprobably not a significant drop, but, nonetheless, we're not - -
- making startling gains. If you look at where those women are employed, -
"you find that they’re employed in.less prestigious institutions, the com-" .-~

e T - munity colleges, the two-year colleges, and four-year colleges rather than -~ .-
o : s theuniversitie§. And you find that they are at the lower ranks, and often . -
in tempor. pointments. . A
' ~ + _Ifwelookat the administrative picture, we find that it’s r.r_\loreg:{isgouréging’,; -
/" in'some ways, because of the very few women who arein administration. . " -

"~ The latest figure I read was that less than one-half ¢f one percent of all the ~ .-
* presidents of institutions iri the country are women. We find that that per- -
- centige has decreased slightly in the last couple of years, because many of .
- __‘the women who were presidents were presidents of small Catholic institu- =~
' tions that have'had financial difficulties and have closed-. <
:So the picturé overall doesn’t look very encouraging if you just look at the "
: raw statistics. But'is it really as bad as I'm suggesting by those statistics? ~
**.'T honestly don’t think so. And one of the things that I would like to say
“i-%oday is'that I think that now is a time, in the course. of the Women’s -
“‘‘Movement, when people may become discouraged. They may abandon - . = .
" ‘their attempts because dramatic gains have not been made. ButI thinkits -~
_terribly important that we not abandon our goals, because I do think some - j ¥
~seeds for some very important progress for-th\fufge %;ayé been sown.
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* countfor thoseinequities, and I suspectall of you in this room cari It those * -

ey

. . ‘ _
When I talk w1th my. male acqualntances in busxness—some of whom :

“are heads of large institutions and. busmesses—~they indicate-to me a: - -
real commitment to hiring women. They renot golng tobringin Women,I .

think, at token levels at high posltlons but they are working very hardto -

get women 'in lower positions in order to:encourage them to’ come up' L

through the. ranks T think that opportunities are ahead of us.

If we look at some of the reasons which might account for ex st1ng 1n- .
equities which have existed between men and women,-from salaries to -
*_promotion opportunities, I think there‘are a number of thlngs thahcan ac-

~ as readily as I 'can. The reasons range fronr things like the marriage and. -
family role of women to geographical stability or immobility (which is a
problem, for many women, particularly in higher education), to lack of day- -

.- care centers; to scheduling difficulties; and I tlung?many of us‘are aware of

these factors and are working on them. I do not mean to suggest that we :

- should stop" orking. ['think some- thlngs have been talked about so much- : . |

be “6ld” to pursue them, such,as the development of - |
fac111t1es but we must cont1nue the pursuit. -~ .

*.'Many of the faotfrs, however are extemal to us as 1nd1v1duals, and what -
Td like to talk about a little bit today are some of the changes which I feel- -
* that we as individual women can ‘effect and can control for ourselves.

:Those have to do primarily with attitudes. I'm persuaded that one of the
- very important deterrents to women and to the progress of women is the

. attitude they have about themselves. Now some of .you, I'm sure, are .
_ familiar with the literature on'this, and if you look through it, you'll find a
‘- number of studiés-which report the stereotypes that both men and women
. hold about women. Broverman and some of hiscolleagues, for example,’

" have donea very nice summary of the literature on this and have found that |

both men and women believe ‘women to be less competent, less inde- ,
‘pendent, less objective, and less logical than men: Men, on the other hand,

* arebelieved to be less warm, less expressive and to have less. interpersonal

o

sensitivity. And I can’t help but remark in passing that men ‘who are

sensitive and-have good mterpersonal relationships have as much of a.. '

- problem as women who are competent and logical, because'we carry these

. stereotypes about the sexes and they do tend to limit us. I wasn’t very sur- - -

- prised, and ‘I'm sure you’re not, in looking at the llterature, to find that = -
woinen feel that they are incompetent, arrd that they are )udged by other s
people to be. less competent than men. '

.But the study that I almost always talk about, because 1ts one Wthh im*

" pressed me so much, is a study done by aman by the name of Basll at Stan- -

ford University. He was interested in the attitudes of women who were
. themselves employed at the middle management level. That is, they were .

successful; they had achieved according to théir competence. They had

been placed and were recognlzed in an organization. So he sent outanatti- . :

‘tude survey to these women and to their male bosses and asked: What are
' the characteristics which are true for successful managers? He found, not

- yery surprisingly, that both men and women — both these women who
- Were employed as successful middle managers and- their bosses — listed -
' - the same traits for successful managers Furthermére, hie found that they S

“even rank-ordered them in the same way, so that there was alm st univer- .

-,' ‘sal agreement about managenal characterlstlcs, certamly agrem ent be--,.. . :-

" tween the sexes.

Then he asked which of these characterlstlcs are true for women and whrch Lo

‘are true for.men. W%_ll the thing most interesting to me is'that the sexes

: both.agreed agam, that 1s, they selected the same characterlstlcs as bemg N "




~ - true for men managers as-for women. The.top four were characteristic of
" men and the bottom four were characteristic of women, And you mightbe
.. interested in knowing what those were. The four top and valued charac- .
- teristics:which were frue of men were: decisiveness, consistency and ob= =
~.-jectivity, emotional stability, and analytical ability, Here we have the same

"1 can remember-a young woman who came into my office, blurting and
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ctisre again: tough-minded, rational,-objective traits are charac- -

;eristld.ﬁxese are what it really takes. These are:whét’s important. The

characteristics which were also true; but less valiéd; for successfulmana- . .

" gers, were the characteristics of women: perception and empathy,‘loyalty,
© - interest in people, and creativity. You see thef

types- ' . . “; ". : '.', . . . ‘ o Yo, : .
. Thave found this study discouraging, because ofafl the groups that have - .o

been studied, these women;, who were already, successfully employed, - PR

should have been able to beat those'stereotypes;dnd yet they’re still there. -+
It’s that kind of thing. which jas persuaded me that women’s attitudes. -

B - about themselves probably do’as much as anything else to limit the pro~. i .. -

giss that’s made. If you don’t'believe you can do it, you don’t get started -
on thetask. - .. . L S T e -

be .

So I want to talk today about six things that I thiiik we as individuals can

~"do in helping curselves as individuals along_a.leadership path br &n-
- achieving path, six “C’s” to help you remember them. I'll list thep-aiid'then
. talk about each one: confidence, competence, credibility, cfci'ﬂ(gttsj

Cha' .

Tl oed

_ ‘risma, and commj#ment.- © v . o LR e
*As1 thought abdut this, I debated about whether to place competence or

confidence ashe first; then I deliberately selected confidence as coming,

* even before competence: That does not mean ¥ don’t think competence is” '
" important; I do, and I'm going to talk-about that: But I.think women so:  ©:
“often lack confidence that they can do something that they don’t start * -
_down the road to help achieve those competencies they will need. I think
one of the things that may happen to young women as they approach the ,
“task of finding out what they're about, where they can go, is that initially , - -

they ‘become unrealistically self-confident. They may try to convinee- -

. ~ themselves and the world that théy can do anything. Then as they face th o .
and to.vdcillate back and forth™ = -~
- between that overecpnfi‘dence'anc_l a feeling of complete rejection or sense

first problem, they tend to fold comipletely

of failure.

stormingthat $he'had been mistreated and that her:abilities were not. |
cogriizetl: She felt that people were not appreeiating her. And when we

" ‘got dowfFtdiit, it became évident that the real problem was her lack of
- confidefee i herself, not really the lack of confidence of other people. *

So she had given the impression of having great over-confidence (that was. ~ -

- what was reported to me by other people); but when we really got down to
-~ the nitty-gritty, it was her fear about herself that was the problem., .~

"1 can give you a very personal example. of this. Isometimes have the op-' -

- 'portunity to fly on our university plane,.and I have been very desirousof -

3. learning to fly. It was with great confidencel felt 1 could. Flying was very " #: . =~ .
" easy to talk about as long as I didn’t have to perform. The university . I

pilot was kind and humored me (he knew that heshould dothat). Hebegan: -

" to teach me a little bit and so whetted my appetite to learn this. skill that . -
" I've now started pilot training. Well, I can tell you how importantitisto . - it
- _have that confidence; it’s the first skill I've really tried to attain from a zero
. knowledge base in a long time. It has forced me back to student status. I'll
- .be glad when I develop enough, confidence about:what I'm doing to'per- -
.. . form better. I see myself .improving; I see the movements becoming . -

the’rpi't)pagati_on_of the stereo-. - “ : : g




smoother because I m ing ig. that confldence and I'm w1lhng to’tackle

’ .»‘ S : ' o e e A

g . .
" things I wasn’twhen 1 first: sat tllerewrth all thOSe controls in frout of me, .

", - has been made mary times by m al, people; but it’s one that I keep reiterat- -
to help one another as women to gain -~ -

not knowrng what it was all’ about _ . U
I think yon-can empathize with thlS yourself and recogmze that it is.

* important to have confidence before you can begin to develop the’ Sl(llls o
" that you rreed. So I'd like to suggest that the very first step is to believein -

yourself. And one of the best ways'in which you can do that is to set goals -~

E ) that arerealistic. Don't try too muéh. Try enough, and then give yourgelf, =
the reward of the. accompllshmenffThen set the next hlghest goal, and so~ ¥

forth. The other thing that'I' would like-to- suggest here is a point which

ing. That is, we can do‘a- great “de

" that confidence by supporting each other. The reason we don’t support . =

: . . otherwomen is the subject of anotler whole talk, and I won’t tackle that A
o totoddy. But 1 would slmply say that we must, and we can, g1ve each other*__'.- o

the kind of support to develop that confidence.

"’ The second.“C” is competence. I think the best thing I can suggest w1th7 -
regard to develaping competence is a need:for focus:’I've. known many -

" 'young women whuo are ambitious, who wantto accomplish somethmg, but.

" -their goals aj;eso.diffused that they don’tkndw’ whereto start. We’ve heard ...~
"a lot about “blind ambltlon" in-the Jast’ COup’le of years.:I think drffused-' R
- ambition also has:its lifnitations Because it ddesn’t ’feally,,allow onetoget
;. -started on somethmg So, in’ developmg thosé: compétencies the’ most -
" important thing is to-focus ori the goal yoii Wwant to achigve, and fo. bevery .. .
horiest about that. I thmk woméii have had. drfflculty admitting; “ITeally . - °
. wantto do something 2~ I really want to be a department chair — I really - -
* wanttdbea vice-president of an orgamzatlon " They would rathersitback - :*-

Ceding

modestly and wait for.somebody to’come and ‘seek:them out instead of -~

going after specific goals. Now, one ¢an be very aggressive and obnoxious.:

' ~about it. I'm not recommending that, but I am- saying to be-honest with T N
" whatyou’d like to do, make it. reahshc, and then go about trymg to develop o
" the competenmes you. need B .

:""Whlle I was at Hlinois State I had the pr1v11ege of havmg two adm1n1stra- -
_-7-tive interns serve with -me.in two successive years. It was a very. good Sy
’ experlence for me because it made me self-conscious about what I was !

- doing in administration'and how one gQIes about teachlng it. That's a very.

- difficult task. Theése young women both hdmmed “I want to be an admini-,
. -gfrator. | want to seek these competencies: ‘which will make me skillful.
-~ Tell' me how to do it:” One of the things: Jaised to suggest to them is that "

o ,ghey try to analyze very specifically the competenciesthat were neededin -

- brder to reach the goal they wanted. If they needed budget-makmg skills, .~

" then they should'seek training in that area. If they needed human relations

' _skrlls then they should try to develop those. Unfortunately, you can't sign” '

" 'up’in a cdurse and gain human relations skills-quite as easily as you'can - .
. .obtain; bﬁdget skills. But I spggested that they f1nd out exactly what they '

- were ahout and. what they WAnted to do: -

o Another thing I recommended, to them is to find people who represent_ R

good and bad instances of whatéver they 1 wanted to be. Now, I'm very

interested in administration, and I'think you; as faculty members and:sta j :

: -people, realize that ‘administrators are- rather frequently singled ou
- being either good or bad. You don’t just say, that’s an.administrator; you-; -
- say, that’s.a bad administrator, or, less frequently, a good administrator. ” -

T hear such judgmerits very often, needless to say, and what I-do is make it = ,l -
*" apoint toask, “Why? What are the characterlstrcs"” One can learn a great fa
. deal 'bout admrmstratlon by fmdmg out what other people value in 1t




e L e
-+ Thenyoucan pick out models;you.can find people who are models'to copy
- " and+people who aré. models to avoid. I think that is one of ﬁle;';b'e'S*t ways. -

o

‘mWhlchyou can gam the competencies that you-seek. Gk co

_Finallw 1 would say that once'you have triéd all this, you'séek eva Uitions
‘of your efforts. There is a quotation which I say to:myself bfterisinge 've -
_stumbled on it. 11ik ‘it a great deal and I.want to:share’it with you: “The
‘trouble with. most of us is that we would sather be-ruined by'praise than -

' .saved by criticism.” I think that if we seek somg'of that constructive criti- . -

“cism we' willigs along way toward developing our:own.compétencies. =~ .
. Most importantly, when-you develop these competericies, don’tbemodest =
"~ about them: Don’t-wait for someone to come seek yoji out..Iremembera =
~ friend of mine who moved to a new locale. She was an‘excellent librarian.: - - -
" There were a number of libraries in that city, but what‘she did was put .-~ . -
SO - together a rather.self-effacive resumé and mail it: Needless to say, she ™~ .°
T xt o0 7o, didn't'get, called: One has to organize a better kind of campaign'to let -
S - peopléknow what one’s abilities aré; I think men have done amych better: - ;..
" job, by-and large; of writing resumés and managing to group together the -
" skills thatthéy have and to present them in a good way. Adeéquatepresenta- -
. tion of one’s abilities is‘a'must~ O TR

*“"To move on, another characteristic I think-éssential for getting ahead i§:. -~ -~ - =
*-credibility. To me, as an administrator, that may be one of the most impor-- . .

- tant"characteristics to sjiccessful administration. I think it's‘terribly im=" .. ”
. portant that no matter:what role you're in, always play it straight. Don’t
" atteraptto Be devious; How miany people have yiou known in management;:.

' or.int 1ife, for that matter, who'tried to get alicad by 4 devious approach? -

" And howoften has that backfired? I think one of the chief waysiin which:. . - =
. .you can aftain‘'and maintain credibility is tobeé straightforward, not lie; et » ~~
* be devious, and not just tell people things they Want to heat. 5"
1 think‘anethér way in.which you'can develop credibility; anid; this is
- particularly.important for women; is.not to talk until you really kriow what' .
you’re talking abont. One of the sterectypes:about womerris that they talk
- alot, that they talk-supeificially, and that they don’t know what they're =
. talking about. It’s a stereotype, but'it’sa stereotype that you'have to recog- -
. nize is there and try to overcoinie: And so I thinkit’s good advice tosuggest .
not that you never speak, but that'you wait until you are very familiar with

~ the subject matter and can speakgletly and. effectively:
- Iwould suggest that other aspgéféﬁc\)f;de‘iéloping'credibility

\ ar iinating ~
pettiness and avoiding personal ‘attacks: It’s very-easy for us-toitry to get. -
~ahead in.the world, both-men and wormen, by belittling the other person, . .
"+ or even by rather-subtly pointing cut the other person’s faults, problems, - -

' weaknesses, and by hinting about how much better we are. I don’t think = " -
that's the road to follow, I don’t think that’s the way to maintain credibility. . -
* Twouild also like to suggest that another very important part of maintaining. - -

g - credibility isngver to make promises you ¢z tkeep. PerhapsI'm talkingtd~ { -
.~ administrators ‘as mich as tq anyone elseSbut that certainly isa temptation. . <
. -in'administration-Almosteveryone who comes to my office has a problem,. -

" “orwants something. Many of these réquests are very good requests, things1. - -

R © " “wvould lavé to do, love to be:able to accomplish. You don’t know howgood, .-
o Cee.w 0 oF7 it would make me feel if 1 could say to each and every person who walked'. .~
T TE e incthere, “Sure, we'll do that,” and thied find some excuse or some other ;

"+ o péison to'dump the failure on.But I'don’t do'that, and 1 think it’s terribly
"~ _important to.one’s credibility to let people know what'you ean and cannof

. do:1fyou make promises, keep them. On the other hand, if yowmake them

- -and yourachieve something, don’t be overly modest about ¥. We ghbatk to

R




P :tell people what your accomplishments are.’

pohtmal organlzatlon to. have these contacts.

falrly subtle and unconnected ways. That’s ohe way togoa jout developlng '
_contacts, and it’s a good why, I think. She was a Competent person; she was

" who niakes the decisions in an. 1nst1tut1
. sions.

.. tencies about administratian, they pick out what each thought ta.be ong. of -

*-ulum and another one- selected budget. Ther I-aid, *‘Go through, in’ any

o PO L nlty personr and you want' tQ rntroduce -4 iew course.into-the curric- .

that idea of flnding away by which you can successftllly and 1noffens 1vely

'; I remember a young ‘woman; unlike the llbreflan I descrlbed a young:
> woman who-was in another field. She had. lesrned her lessons well. She-
- wanted to get a job in a particular institutiori, so'she ‘made sure that she : ..
- got appornted to a committée on which she had the opportunity to meet " -
:some people from the ingtitution. She also developed avery good resumé ©
and sent it to her. fnends ‘She glso sent it tq the department. Then'she .-
-.managed to be able to'tall that department on’another matter altogether o
- ‘She got:her name before' those people at least five or six times, in some -

éelected for her competencies, but it wouldn’t matter how competént she -
. was-if she were never known. I think that to % getahead you heed to analyze -
and how to affect those dec1- _

B _.'4 - the thost important functions of the institution. One'of them selected curric-
o -7 4, way'you want to, and determme the formal précedure. by which dec1srons
. , . _’- get made with’ regard tothat funcflont For example su‘ppose you're anew: -

s : R m. What steps would you have to go through and who's: going to make - )

 the differénce it that decision, accol‘dmg to the fofmal organization chart?
Where will it go? How will it finally be determined ?” They did that: Then’
they came back, and I said, #‘O.K.,now go do the same thing in'terms of the
¢~ informal orgamzatlon - Who really makes the decisions at each step of the
" way? And whom do.you? have to, mﬂuence in qrder to reach .your goal
P successfully? Thatcan be aVery revealmg kind of exercise..You'can learn -

*"mend it as a brief and easy way in which to begln to develop some of these
*.* contacts:in -any other polltlcal organization, . '

.- Another characterlstlc which I was alittle. reluctant to talk about for awhlle
because I know so little about it (I think very few people’ know very miuch -

i about it) is-that thmg we call charisma. I think we ‘cani.probably define
- charisma ds.a persondl 1 thagic arousing loyalty (if magic.is acceptable ina’
" definijtion since it suggests that we don’t know much about it). Think of
somebody who has charisima. How many-of you named & woman?[A few -
SR handsWere raised.]I'm delighted, because other times when I'veasked the
Colem e { questlon o,no women were named. So I'm very pleaséd to see that there are -
e L . some of you who will name a woman. [ don’t knew how we pick outthese

. people I almost hgsitate to make. suggestions because the people that come
'~ tomind are polltlcal figures; and I'm not-endorsing any particiilar person
~=':' * here. ButI think many of us would think about John Kennedy &s a person -

- who.had charisma. Some of youmight think about Eleanor Roosevelt as .

~ an example'of a woman: who had charisma, But; by and large, we do’not -
. tend to think pf women as having chansma, and that disturbs me; because .

E _gg."

.x,'"

leadershlg.ablhtles ‘and characterrstlcs I thmk one of the reasons that

> - Ithink charismaiis sompthlng that we must develop if we're going tohave . g

e L I Thefourth thmg Twantto talk about is contacts 'This i an areaI ve. thopght-;;_ L
Seo T i es cof developmg into a separate talk; because I believe that women are less * -
~ familjar than men are with: the‘polltlcal organization of the institutions in - - .
_which they work and it is.very important to getting, ahead to know the T

o v 14 suggested to the interns whom I mentloned before that to. develop compe- o

-+ & great: deal abojit your pohtlcal organization if you' do such .an: exercise - :,‘
+ for your: departmient or. your unit or your: ‘university. And I would recom- .

‘e

Tt
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"7+ women have notdeveloped charisma s that they havé not functioned very * *
"t . rouch as leaders, and charisma is-a trait which comes aboutas a result of . -
7 being a leader. Not all leaders develop it, but I think some leaders do, andl. . .-

%" "think that they tften need leadership experiences in order:to develop-it. .
~* “Well, women haven’t'looked to- other-women for leéadership,. and it’s a

- surety that mer haven’t. So®women have had- lifited opportunities to -

develop. charisma through leadership. "

.- 1don’t havearecipe on how to de@lopcharxs;gal’m ‘st_vill'thiiil_king,_ about g

" sthat.one.. But’l do havé'some stggestions to make about leadership and - -
" “about thekind of beha¥ior which mighit elicit followership in other people. .-

- T'often’ ask, myself:*Why should I lead ‘this group of. pedple? What am I ,
. doing for them? What am1 doing that they:can't achieve for themselves? =~
. Am I'there'simply because I hold:atitle in'a fofinal organization, oramI .
there because I'm helping them to-achieve .;sqmef»goalg;ﬁhat'.are}imi)'ojrtan't .

to them and which they could niot achieve withoupmy 8lp?Idon'treally
. Ui know theanswer to charismad, butl think such questions are the beginning
o000 T ofit Ethink that if you ask yourself these questiops, and if you-have that '
S - oo, ckind of dedication, that:i the beginning. [ S

“Uiwe o % - Finally,I'd like total about ‘tommitment, because iﬁ'ione"realfy ‘wantsto -:
et s achieve as‘a woman, whether to get the next degree, to take a course for -
© w7 oné's personal satisfaction, or to attain a position of leadershiip, it'sgoingto. . -
SR e take coinmitment. The-progress that:we eek ‘will not .come without a -
- .. willingness to give up some things that we want. 1 was very interested in -
talking with somebody here earlier today. She'mentioneéd; “If I wanted an .
‘education;I knewThad to give up some things.”And I think that's right.

S v JItsthatkinde fcommitment which is necessary, and:it has to be a Kirid of
Lol LR R ._gOnsCidu'sé;’dqliberét"efeffort."I-‘pﬁmgnally have hadto"make that commit-~ "

* """ 'ment many times, ] sometimes am concerned abbut that. 'm divorced, .
"+, have two sons, orre of them still lives with me, and he worries fromtime to -
.0+ timeabout how much commitment Mom has to her job,and how much to _

him ‘and about-whether those are really choices: And-we talk about it.. » .-

“. ' ’must make some decisions which are not always easy decisions, and then . o
. follow through on them:If you o have that kind of commitment, and that-
.+ . focus, then you are going.to be able to achieve.” . ;" e

3 ( b IR Again, 1 don’t have any real answers for you, but1.am Hersuaded that one .

- I'd like to conclude today:by, reading you a‘quotation from a book that I

" read fairly recently, called. Even Cowgirls Get:the Blues? 1 don’t know
.+ . whether you've read the book ornot. I'mnot necessarily recommendingiit., -
S -~ to-everybody,but 1 thought the book said some.interesﬁﬁéimmgs.T_h'er_e's'
sz 0. one passage that I particularly like, that I want to shate with you in con- -
“elusion: o . e T s R

¢ . %' "Theyteach us tobelieve in Sanita Claus, right? And the Easter Bunny. Wondrous.

_ R Yeritters, both of em. Then one day they tell us, ‘Well, theze really isn’t any Santa.
© ... Claus orEaster Bunny, it wasMama and Paddy.all glong.’' Bo we feel abit cheated, -
7. but weaccept it because, aftérall, we got the goodlies, no matter where they came’.
. "'+ from,and the Tooth Fairy never had much credibility to begin with. Okay.Sothey = '«
o ¢ letyou dress-up like,a cowglrl, an when you say, ‘I'm gonna be a cowgirl whenlI:. "~ '
© %% grow up,”they laugh and say, ‘Ain"t she cute” Then one day they tell you, ‘Look, *.
""" honey, cowgirls are,only play. You can'treally. be one.’ And that's when [ holler, -
©#' *‘Wait a minute! Hold on!"Santa and the Easter Bunpy, I undeistand; they were-. -
© v+ nike lies and I don’t blame you for them. But now you're [messing] arpund with .-
. “my personal idefitity, with my plans for the fiiture’What do you'mean I cantbe . .
. .:_“;a c'owgir’l»?;'-? R - = - e e < P TR

- T¥rom Even :Cowgirls ‘Get the 'B,lvue,s,.vfsyl‘ Toxﬁ"jiobb"ifnsﬁ;‘ iCopyl_'ight ® lé_Z.G ._:_by_.Thbxpd‘;s:':: :6‘

ney ‘Robbins, Reprintedby-permission o_f,‘HogghtpnfMjfflig_ R
 2bid, p. 148 ot i B
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