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EXECUTIVE SUMMARY

Where's the Gender Gap?

Only 10 percent of college and university presidents are
wonen, only 13 percent of chiet business ofticers are
women, and only 25 pereent of chief academic officers are
women.  Yet, more than 32 percent of the current stucent
body comprises women. “While colleges and-universities are
dominated by male leadership, however. concerns regarding
administrative procedures that exclude women and create
chilly campus climates continue to plague academic institu-
tions, Many believe that by closing the leadership gap. inst-
tutions would become more centered on process and per-
sons Cdescribed as feminized concerns) rather than focused
on rasks and outcomes Cattributed to masculine sivies of
[cadership).

What Are the Issues of Institutional Context?

Most of us are intelectuadly aware of the complexity of
wonmen's situation and recognize that it needs to be viewed
in it hroad historical context of inclusion and exclusion. By
explering women's place in higher education institutions
historically and currently, the lack of women's teadership is
analyzed 1o determine the reasons for the gap and persis-
tence factors in maintiining the gap.

socictth and organizational conceptions of leadership vary

according to author assumptions. Tlowever. it is 4 common
notion that leaders are individuals who provide vision and
meaning for an institwtion and embaody the ideals toward
which the organization strives, Five common frames of
reference for organizational structures inform us that feader-
~hip within these structures are traditionally: conecived,
Most conceptions of organizations assume that leadership
cmanates from the apex of a hierarchy, A sixth frame, A
Web of Inclusion, is offered as an alternative, feminized
frame of reference.

Women and Men Leaders: Different or Alike?

A problematic issue is that leadership traditionally has been
stucliod using nuile norms as the standard for behaviors, As
noted by Desjardins, Acker, Gutek, and othors, women
adopted muale stndiards of success 1o better fit into male-
donimated hierirehical structures and systems, Fraditional
scholars, such as Birnbuom and Mintzberg, view leaders as
heing alike and genderless, Tiowever, scholars such as

Lhuher Education Leadonbip
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Barric Thorne and Deborah Tannen, who rescearch gender
ditferences. posit that social norms and issues of gender-role
ascription create difterences between women and men.

Carol Gilligan's rescarch on cognitive development has
provided impetus tor many of todayv's scholars to explore
and revise leadership aswe knew it Gilligan argues that a
single model of reasoning patterns and stages of moral de-
velopment fails to capture the different realities of women's
lives. By offering two ditferent modes of reasoning patterns,
a more complex but better understandable explanation for
the human experience also would be more inclusive.

sally Helgesen, tor example. examines how women chief
executive oflicers make decisions, gather and dispense infor- -
mation. delegate tasks. structure their organizations, and
motivate their emplovees. She concludes that women lead-
ers place more emphasis on relationships, sharing, and
process, while male CEQs, as per Mintzberg's studies, focus
on completing tasks, achieving goals, hoarding information,
and winning. Gilligan's work identified a separate develop-
mient pathway that results in personal and relational respon-
sibility being of highest value for females and legalistic jus-
tice tor individuals being highest for males. Therefore, as
described by several authors, while men are more cons
cerned with systems and rules, women are more concerned
with relations and atmosphere.,

Docs the Gender Gap Matter?

Many authors have produced scholarship surrounding wo-
men's way of knowing compared with men’s way of know-
ing. Recent scholarship speculates how these gender differ-
ences impact on the values held by leaders ind how these
values mtluence institutional structures and infrastructures.,
If stvles and approeaches are indistinguishable between
women and men, the gender gap s a numericil inequity
and should be corrected for ethical reasons, But, it leader-
ship approaches are ditferent, the gender gap may represent
an impediment to potential institutional improvements.

The Glass Ceiling in Higher Education ,
Through intact male-dominated structures, men in organiza:
tions have come to view their perspectives and norms as
being representative of gender-neutral hunin organizational
structures and assume the structure is asexual.” Sheppard

1
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found that these nude filters render women's experiences as
invisible, Subtle, indirect obstacles as a result of Labeling or
stereotyping place stumbling blocks in the career paths of
many women. Cultural aritacts in higher education such as

] tenure-track standards, pedagogical practices, and marginal-

- izing of certain studies and scholarship apparently presenve - -
“appropriate” and different spheres for men and women in
academe. A remedial vision — that is, one that is not seen
through the eves of only males — would add depth and
new perspectives for shared images of posthicerarchical insti-
tutional structures in higher education.

Implications to the Institution

Orgamizational culture affects curricuium and administration
in that resources are allocated based on the values of the
institution. - Several scholkars contend that a leader with an
emerging, inclusive stvle of feadership could provide an in-
stitution with new values and cthics grounded in coopera-
tion, community. and relationships within the community.,

Higher education’s leadership also needs to become more
reflective of the constituents it sernves,

Several actions can be taken to bring about this clunge.
Clearly, it is casier to promote change when in a position of
authority. Transformational leadership desclops organizi-
tonal consensus and empowers those whe are like-minded
in their goals, Farther. since patriarchy has been organized
through men's relationships with other men. a similar unity
among women is an eftective means by which to combat
institutionalized fornts and normis that exclude women
And. regardless of positon, women in higher education
need to become more awcre when the sense of being o
nerginal member or an unequai member of the academy
impedes performance A first step in this process is the
chmination of campus micro-inequitics, those behaviors and
actions that create a chilly campus clonate for women :and
Hinority. groups.

IUis important to renain vigilant to the eftects of organi-
zational norms, structares, and systems, tor many of the
issttes encompassed within the gender gap aare a resuli of
syatems and not individiuals, flowever, becauase they are
only systems, they can be examined and changed. Further-
more. of most importance in the process of change is the
recognition that equdity cannot be externally assigned until

fhigher Fducation Leadensing !




it has been internally pereeived by institutional members.

By auending o traditional institutional practices such as
exclusionany tenure criteria, sexual harassment, and wage
gups. incremental but eftective changes can reshape institu-
tional culture and the associated images of leaders and lead-
“ership in higher edicition, ' T o
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FOREWORD

Research conference after rescarch conference. policy con-
ference afier policy conterence, during the last 20 vears the
findings have been the same:

e While there is 2 balance of women to men at the instrue-

tor and assistant professor level, there is7 significant im- -

halance of men o women at the full professor, tenured
level.

* Consistenty at gl levels, women receive lower salaries
than men in all positions.

o At the upper lcadership fevel — deans, vice presidents,
and presidents — amen are disproportionately represented
to women.

e At institutions of higher reputational ranking, the dispro-
portionate representation of men to women is even
greater,

While these findings are wetl-known to most evervone in
higher education, scarch commiuee after search committee
still brings forth recommendations that perpetuate this gen-
der diserimination, One reason is that the dataare nnelear.
When search committees are asked about the kick of repre-
scentaion in their recommenditions, the usual response is
that there were no qualificd women candidates. When the
gender makeup of the usual scarch committee is analvzed.
they more often are found to be highly nude-dominated.
thus leading to a suspicion of gender bias.

Hiring and promotion biases have been linked to compuat-
ibility.  People generaliv recommend tor promotion or for
hiring those whom thev ke, Since people generally like
onlv two types ol people — those whom e like them or
those whom thev would like to be like — most promotional
and hiring, recommendations generally reflect the chacicrer-
istics of the majority of a sclection committee, What must
happen to break this ~compatibility evele™ is toinerease 1
arcater understanding and thercfore o greater aceeptanee
and respect tor the gender difierence.

In this report by Luba Chliwniak, who has served as cam-
pus director and director of education and complianee at
Apollo College and now is a consultant on complianee pro-
grans for Pima Community College, the gender gap is care
fullv anahvzed. After reviewing the current status of wonen
i lcadership positions, the author identifies and discusses

Fhober Education Teadesbip
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the persistent factors refated to the gender gap issues. She
then heighens our awareness by turning from the conven-
tional wizdom that underlies the persisting factors o exam-
ine research of gender theory as it relates to emerging theo-

ries of leadership. Dr. Chliwniak concludes her report with

an analvsis of the factors influencing evaluations ot leaders
and leadership modes and then jiresents conclusions and a
series of recommendations for considerations for future hir-
ing and promotion strategies.

This report of the gender issues refated to higher educa-
tion leadership helps to develop a greater understanding not
onlv-of what is the status of gender and leadership but why
these gender inequities exist. This report. used as back-
ground for selection committees and by academic leaders
whio are in the position of nurturing and promoting women
to positions of leadership responsibility, can only help to
improve the gender climate in higher education,

Jonathan D. Fife

Series Editor,

Protessor of Higher Education Administration, and
Director. ERIC Clearinghouse on Higher Education
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THE STATUS OF WOMEN ON CAMPUSES AND
IN LEADERSHIP ROLES

Introduction

The student body in universities has changed significantdy
during the last severat decades, Female enrolliment of first-
veur students has matched and. in some coeducational insti-
tutions, surpassed male enrollment (Cage 1994). With the
entering student body continuing to increase in female num-
5 bers, it might be assumed that the eadership of higher edu-
cation institutions would reflect the demographics of the
majority. This, in fact, has not been the case. The most re-
cent daty relating to the presidency and academic leadership
in higher education institutions indicate that women are
underrepresented in all leadership ranks. A gender gap con-
tinues to persist in this arca ot academe.

Many authors have produced scholarship surrounding the
ditterences between women's wiys of knowing compared to
men’s wiavs of knowing. Some write about ditterences as i
result of deeply embedded social norms and expectations,
referred 1o as the social construction of gender in our soci-
ety Others write from psvchological or psychosocial per-
spectives, exploring how moral reasoning and social circums-
stances are different for men and women. Recent scholar-
ship speculates how gender differences impact the values
held by leaders in organizations and institutions and how
these values intluence institutional structures and infrastruc-
wres. It is a common notion. for example, that leaders pro-
vide the vision and the meaning for an institution and estab-
lish cultural vilues and norms. Further, the leader embodies
the ideals of the institution and provides a direction for
menmbers. “In leadership. the situation of winning and losing
is not important . . . leaders are concerned with manage-
ment of people” and “inducing a4 group into action that is in
accord with the shared purposes of all” (Bruhn 1993, p. 10,
According to the literature, women's leadership siyle would
create collegial, process-oriented environments in which
Auid leadership offers empowerment to institutional mem-
bers (Hefgesen 19935, 1990 Auberdence and Naishitt 1992:
Kellv 1991, Men's leadership style, based on a traditional
mode, implies a focus on structures. rales, outcomes, tasks.,
and hicrarchy (Helgesen 1993, 1990; Johinson 1993; Milw id
1000, ' S

When reviewing literature regarding leadership, whether
within corporations or higher education, it can be readily
discerned that current leadership theorists encourage o

Hhgher Education Leadenship
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maodel that encompasses strong human-relations skills, a
humanistic approach. collegiality. and consensus building
(Levin 1994: Bergquist 1992: Wilcox and Ebbs 1992 Bennis
1991: Decgan, Tillery. and Associates 1991: Fryer 1991: Rou-
cche, Baker, and Rose 1989). Tom Peters and Peter Drucker

~have made their preference for this model explicitin their - -

current writings (Auburdene and Naisbite 1992) as has
Charles Garficld (1992). Another frame of reference. the web
of inclusion (1elgesen 1995). emerges as a new posthicrar-
chical model for organizations. Peters states thut “the lum-
bering burcaucracies of this century will be repliced with
fTuid interdependent groups of problem solvers™ (1994, p.
15} but warns that this can be accomplished only when a
true posthierarchical organization is the result of cultural
change. Senge's fitth discipline focuses on the development
of learning organizations that are decentralized, nonhierar-
chical, and dedicated to the well-being and growth of em-
plovees (19900,

When cross-referencing postmodern, nonhierarchical
leadership theories and models with gender-related research
and scholarship, it becomes evident that the gender-related
charactegistics, deseribed s innate to most women. encom-
piss the very deristios leadership theovists claim to be
most cftective, ™

This report cxplurpé‘ women's place in higher education
stitutions historically and cuirently, Persistence factors,
hased on traditional policies and practices that define women
as “other” establish sites of exclasion and inequity within the
context of higher education institutions. It is within this con-
text that the lack of women in leadership positions is ani-
Ivzed 10 determine the raasons for the gender gap., the possi-
ble effects of the gap. and the potential impediment to in-
stitutional functioning it an emerging leadership stvle is not
cqually represented in academe.

This report deals with women in general, The lack of
focus on race, cthnicity, and or social class is recognized but
the limited coverage does not preclude the need tor tuture
study. Fievious studies have shown that most presidents
self-identity as middle class, regardless of the social class of
their tamily of Dirth. Also, women in general are underrepre-
sented, therefore women of color and women from specific
cthnic groups are very few in number. It is dilticult to speak
about minority women with this lack ol rescarch or eviden-
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tiary data for reference. For example, in 1990 male and fe-
matle African-Americans represented only 5.3 pereent of
college presidents, and more than half of the African-
American presidents headed histerically black colleges or
universities (Wilson 1993). Perhaps in the future as more
women and minorities bécome involved in higher edacation
leadership we can look forward to these issues of diversity
being raised and rescarched with more representative num-
bers.

Background Issues

Only 16 percent of university and college presidents are
women: only 25 percent of academic deans are women:
stightly over 18 percent of tenured full professors are women
(Wonien in Higher Education, October 1995); yet women
comprise over 52 percent of the student body (Cage 1994).
While colleges and universities are dominated by traditional
male leadership. concerns regarding administrative practices
that exclude women and create chilly campus climates con-
tinue to be heard within academic institutions. These claims
are made by members within and outside the academy.

A call to close the gender gap in leadership is spurred on
by those who believe women's leadership would provide
more equitable and caring environments for faculty, stait,
and students in higher education (Wilcox and Ebbs 1992:
Hensel 1991: Desjardins 1989; Wilkerson 1989). In closing
the gender gap, institutions would become more centered
on process and persons (described as emerging leadership
concerns) rather than focused on tasks and outcomes Cattrib-
uted to traditionally masculine styles of leadership). In turn,
campus climates would be lived and viewed more positively
by the current Temale majority of internal members,

In finding answers to the following questions, we will
begin to determine the actual effect of the closing of the
gender gap in leadership:

1. Are women leaders similar to men feaders in higher
cducation institutions or is there diversity in leadership
styles, vitlues, and goals hased on the gender of the
feader? ‘

2. Has academe tracked individuals and bypassed women
for leadership positions based on old assumptions about
the proclaimed natural affinity of males as leaders?

I
Only 16
percent of
university
and college
presidents
are
women; yet
women
comprise
over 52
percent of
the student
body.
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3. Are the leaders” values and goals retlected in the fune-
tioning of the institution?

t. Would women's leadership styvles change the wayv higher
cducation is conceived and organized?

3. Ulimarely. would higher education be beuer i its con-

- eeption and organization reffected the values of women
leaders? I so. how?

Some of these questions will be ditficult 1o answer because
there are very tew women leaders in higher education. Fur-
ther, those who are in leadership positions often are found

in small institttions (less than 3,000 students) and-or are in

bureaucratic structures, often responding to a male chiet
excaeutive officer, such as 4 district or svstem chaneellor.

A refatively recent headline in the Chrondcle of Higher
Ldiecation tells us that “some top universities have a hard
time finding a president (Sept. 15, 1993517 The article dis-
cusses how presidents are seduced into leaving their current
institutions to aceept positions with other institutions, The
merrv-go-round of presidents means that presidents senve an
average of four to seven yvears in one institution. Unstated is
the effectiveness of their leadership in the institutions they
have led or the operational status of their current institution.
The implication is clear, however, that these are desirable
leaders, In cach case, the presidential position is referred to
in masculine terms. and in each case the numed president
wus muale. The lack of women in leadership positions and
women s an available pool of candidates for presidential
positions was not addressed m the article.

Flvin posits that boards may not be comfortable with -
selecting women for leadership roles because of a prevailing
helief that men prefer to work with other men (1993). Res-
ki wid Roos suggest that men, as a dominant group. have a
stake i maintaining the ditferentiation of spheres (19901,
Milwiad C1900) and Kanter (1977 argue that the glass ceiling
most often is the result of a4 woman being unlike her prede-
CUSSOT.

Aside from the obvious equity issue. the gender gap in
leadership presents other problems related o its ilmpact on
higher education institunons. As the data show, women are
underrepresented in every area of higher education Teader-
shipy and, therefore, it is more ditficult to study the actual
impact of women's leadership on specitic tepes of institutions
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with any significant numbers of women. This is especially
the case tor research universities in which only 7 percent of
presidents are women (Ross, Green, and Henderson 1993).

Also problematic is that leadership traditionally has been
studied using male norms in hierarchical structures as the
standard for behaviors and characteristics against which -
women were assessed. Leaders were considered to be orga-
nizational and somewhat “asexual™ rather than having dis-
tinctive gender-related maodes and approaches (Sheppard
1992: Acker 1991; Gutek 1989). As a result, women adopted
mile standards of success to better fit into male-dominated,
hierarchical organizational systems (Johnson 1993: Northeutt
1991; Desjardins 1989, Students also see and feel the lack of
a feminized leadership style. With more than half of the
student body being women (Cage 1994, it is difficult for
women to understand how a svstem that is not based on
diversity will change dramatically enough or rapidly enough
to provide environments that are suitable and welcoming for
all its students without a larger representation ol women in
the leadership ranks (Pearson et al. 1989).

In summary, the hackground issues relating to the gender
gap are most pronounced in the disparity between numbers
of women leaders €16 percent of higher education feaders
IRigaux 1993)) in relationship to the numbers of wonzen who
carn advanced degrees Cit percent of doctorates [Finkel and
Olswang 1993]). the number of women professors (23 per-
cent), and female full professors (18 percent) in universities
(Finkel and Olswang 1993). A call to close the gender gap is
spurred on by those who helieve that participatory styles of
lcadership will help to alleviate concerns regarding institu-
tional exclusionary practices. chilly campus climates, and
masculinized prioritics, If leadership styles are different be-
wwveent men and women — that is. it women are more likely
to provide participatory environments — then the gender
gap may represent an impediment to potential institutional
improvements, But if styles :amd approaches are the same,
the gender gap then would appear to be an issue ot inequity
hised on outdiated assumptions ard pereeptions rather than
actual differences. The current selection process, particularly
in the case of boards who seduce seated male presidents to
relocate for their institution's leadership, indicate that gender
is salient only in terms of who is not selected rather than
whao is selected.

Higher Eduecation Leadenhip

[
C




Leadership traditionaliy has been stadied using male

[ norms, or the generic nxan, as the standard by which fe-
males were assessed. Although teadership in the abstract is
gender-neurral current scholars speculate that there are
distinctive gender-related maodes and approaches to eader-
sHip. Although women attempted o adopt male behaviors
to better fit into male-dominated svstents, the data indicate
that the tactic appears to have been somew hat less than suc-
cessful te.g Johnson 1993: Eagly. Makhijani, and Klonsky
1992 Eagly and Karau 1991: Kellv 1991 as women continue
to be underrepresented in every area of higher education
lcadership. - - - -
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Presidential Profiles

The most current data on women in higher education presi-

denuat positions are provided through i study conducted by

the American Coundil on Education. Oftice of Women in

Higher Education. as reported by Rigavs 01995, The data

indicate that of 2,003 highor education institutions. branch
) and attiliated campuses, 16 percent are headed by women
. presidents A 4 pereent mcrease in women presidents oc-
curred between 1992 date and 1995 data. Funher, Rigaus
reports that the highest proportion of women leaders are
found in-private two-vear institutions €27 percent) and
women dare more Jikeh to lead small institutions, with 71
percent of fenale leaders at colleges and universites with
full-time enrolments ot fess than 3000 stadents (Rigaus
1903 Twenty two pereent of institutions with 3.000 to
10006 students are fed by women and. unchanged from
1992, onlv 7 pereent of institutions with more than Jousi
students are Ted hy women (Rigaux 1993,

A msnapshot” of auniversity or college president in 1990

is provided in The Americennt College President- 1 1993
Leditton (Ross, Green. and Headerson 1993 sarvess were
administered by thie American Coundil on Fducation from
1980 through 1090, OF the 20423 respondents, 287 were

women CHLS percent and 20030 were men (8% 2 pereent),
The number of women showed improsement over the 1986
“suapshor” when only 93 pereent of presidents were
women. The resalis of the sumvey indicated that in 1vo,
women, in compainson with men. were more fikelv o he
single CST percent val 9 pereent: i marmied. bave aneme
ploved spouse 686 percent ve 8 pereenihoand be working




atan independent baccataureate institution (29 percent v,
IS percent) or an independent two-vear institution (10 per-
cent vs, S pereent). Of the newh appointed women during
this period. 44 pereent received appointments in two-veur

~colleges. “Traditionallv, women's colleges have atforded
women the greatest opportunities 16 attain presidencies, As
leadership positions in coeducational insiitutions have. grad-
wally opened o women, the percentage of swomen presi-
dents who head women's colleges has decseased™ (Ross,
Green, and Henderson 1993, p. 20),

Naticeable differences exist among types ot institutions
and the numibers of women who head these particular
npes. This dara finding provides further evidence that ~there
are distinet institutional! identities, traditions and cultures”
(Ross, Green, and Henderson 1993, p. 2000 Table | aatego-
rizes tour tvpes of institutions and the corresponding num-
ber of women presidents in each ctegory s reported by
Rigaiux (19930 with chata from the Americin Council on
Fducation, Office of Women in Higher Education.

TABLE 1
INSTUFTUTIONANL TY P = WONIPTN W ONEN
PRESIDENTS PRESIDENTS
PRIVATT 2537
Private. -vedr {oa [
Private, 2-vear AR 27
Pt BLIC 26
Public, tvear N Ly
Public, 2-vear (RN (A
Total women presidents 133 Jo .
Tor TS mshtunons 2903 lor .

sorerce The Dentcant Conncil on Fducation, Offtce of Wonien
Higher Education, as reported Dy Riganx ¢ 199037 02 The Communuy
Colleue Week

Even though there have been increases in numbers of
women presidents since 1990, when women daccounted tor
only 12 percent of higher education presidents (Ross, Green,
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and Henderson 19933 as the data in Table 1 indicate. the
public sector has an even larger gender gap in leadership
than the independent higher education svstem. The results of
a 1990 presidential profile showed that most presidents come
to their position from the sime 1vpe of institution they are

" Hleading (Ross. Green, and Henderson 1993). This is especially

true for community colleges, where 73 pereent of presidents
held a prior positon within o community college. Of {urther
interest is that of all university and college presidents. more
thun one-quarter were internal candidates, and most had held
a position as a vice president or chief academic officer (Ross,
Green, and Henderson 1993 -

Ross, Green, and Henderson provide us with insight into
the future of women in higher education leadership based
on their 1990 findings (1993). Assuming that all of the same
conditions that were in place from 1986 through 1990 con-
tinue without change. they forecast that women will achieve
the sime percentage ol presidencies as their percentage o
the general population (about half of the population) in
approxinintefy 50 vears — the vear 2040, This tme franw
would scem to be unaceeptable it equity and equatity are
issues in leadership. It would seem critical to more quickh
include the values and tients of persons now being over-
looked for higher education leadership positions due to their
gender,

With a Professional Experience Profite, Morgan and Clark
examine five factors that influence attainment of presidential
positions tor women college and university: presidents (19990,
Of 169 respondents, 74 percent rated protessional experience
as having the greatest influence, while mentoring was rated
by onlv 4 pereent of the subjects as influencing attainment
CMorgan and Clark 1995, The majority of respondents cither
were recruited or nominated into their positions, Half of the
respondents rated educational background as having the sec-
ond greatest influence in attaining the presidency and did not
believe that networking had been belptul in securing these
positions,

Currenthv, most women leaders a the presidential fevel
are found in community and junior colleges and puarticubarly
in colleges with Jess than 3,000 students Furthermore, e
mdependent sector m higher education has provided the
most opportunity for women leaders at the presidential
level Although these da indicate difTferences by institu-




tional type. a comparative analvsis that includes recruitiment
process, selection-committee membership, and final-selec-
tion authority may provide the type of information needed
to determine why this phenomenon exists. ft could be in-
terred, however. that the less fornul and burcaucratic the
institution. the higher the probability that a woman will sue-
ceed in being selected.

Higher Education: Women's History Reviewed

From a historical perspective. monitoring the progress of
women s students, faculty, and leaders provides us with
insight into the current status of women in universitics and
colleges. Most of us are intellectually aware of the complex-
ity of women's situation and recognize that it needs to be
viewed in a broad historical context of institutional inclusion
and exclusion. To better understand the context and status
of women in higher education institutions. a brief historical
peispective is included tor review.

The first institution of higher education in the United States
wis Harvard Coltege. founded in 1630, In the 17th century,
the beliet commonly was held that women were intellectualiy
inferior to men. Women were expected 1o remain in the do-
mestic sphere, whereas education was reserved for the cul-
rured gentdemen. “Higher Education for most women was ob-
trinable only in women's academics which were little more,
and {requently less, than finishing schools™ (Brookover 1965.
p. 60 There was a concern that women cither would become
infertile and or strong-minded through the rigors of educa-
tion. Further, a lack of attentivencess to men's academic oblig-
ations could oceur if surfounded by women in coeducational
institutions (Miller-Solomon 1985; Brookover 1903).

In the 18205 common schools were opencd, in part. to
help close the illiteracy gap between men and women, By
1850, more than half of the women in the United States
could read and write (Bengiv eno 1993) However, women's
ceducation was viewed only for its importance in relationship
to men. Educated women were needed o raise the next
genenition of voung men into statesmen and philosophers
and to be agreeible companions for their well-placed hus-
bands (Bengiveno 1995; Miller Solomon T983; Ferguson
198 1) In essence, education was pereeived as a vehicle tor
making women better wives, homemakers, and mothers.

Many events and evolutions brought change to the educa-
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tion and emplovment of women. One such event was the
! passage of legislation that helped o open academe’s doors
to women. “In 1802 Lincoln's signing of the Morrill Land
Grant Act affirmed the importance of public higher education
- although the legislation had not specifically referred to
SR © T women. as old institutions were enlarged and new ones cre-
] ated, women gradually established their right o attend L7
OMiller-Solomon 1985, p. 1),

The first cight state universities to accept women were
Towa C(1855); Wisconsin (1807): Kansas, Indiana, and Minn-
esotn (18069 and Missouri, Michigan, and California (1870
E - - (Miller-Sotomon 1983). Comnell provided the lead for private
; universities by giving equal status to woimen and men in
1872 (smith 19901, Some universities made arrangements o
teach womnen, but these arrangements usually were carried
out in annexced institutions or coordinate colleges. The re-
fusal of some schools to provide equal aceess for women
contributed 1o the creation of normial schools for women
Odiller-Solomon 1985). Although many state universities
were cocducational, women's colleges were considered to
he superior institutions for women. Ssome fenile colleges.
modeled after male institutions, came to represent strong
academic institutions. These colleges were Vassar (1805),
Wellesley (1870 Swith £1871), Brvn Mawr (1885), and
Mount Holvoke (18881 (Bengiveno 1995),

Between 187C and 1900, the number of women enrolled
in higher education institutions increased by almaost 860
percent. Afthough many more women were entering col-
feges and vniversities, the female frculty at women's schools
: : presented Himited role models for their students doe to the
. limitation of oniv single women having access to academic
posts at women's colleges EMiller-Solomon  1985), Public
universities also often did not ofter an altiernative moded of
muarricd, female professor. Although fende students signifi-
cantly were increasing in numbers, “the census of 1890
listed 73538 men ad 1194 women faculis by 1910 there
were 19 15T men as opposed to 2717 women faculiy”
(smith 1990, po o™ Aale faculty had inereased by two and
one-hadf times o acconmodate the growth in higher edaca-

ton, but women had increased by aomere SO0 - approxi
mutely 105 percent. Although by 1940 women accounted
[or 28 percent of faculty . this number was not reached again
: until the beginning of the 1990s (M itler-Solomon 1985),
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In 1920, women's enrollment in higher education peaked
atslighthy over 7 percent and by the 1930s, approximately
15 percent of PhuDs were awarded to women, Women
tended to gravitate 1o those traditionally feminized areas in
which there was apparent comfort and aceeptance.,
Psychology, sociology. cconomics, and applicd chemistry in 0 -
hone cconomicswere the dominant fields for women in the
acidemic world Odiller-Solomon 1985, Education soon fol-
towed as a field highly dominated by women. But an unmis-
tukable division existed berween marriage and paid employ-
ment. Combining marriage and carcer was an alternative
path only for women with a pioneering spirit ¢ Miller-
solomon 1983). Additionally, prejudices toward the employ-
ment and advancement of married women not only limited
professional opportunitics but also discouraged the pursuit
of professions with long-term training, requirements.

Although World War 1T brought women more fully into
academe and the workforee, the peacetine that followed
brought setbacks. With returning ycterans, the social accep-
tnce of male priority caused women o lose the many
strides they had gained in showing their diverse wlents in
academic pursuits as welt as versatility in emplovment. For
example, during the 1930< and 19105, women accounted for
10 pereent or more of undergraduate students. By 1930, this
number dipped to 31 percent, and it was not untib 1970 that
womein's participation rate in undergraduate studies returned
to a level of 40 percent. “Thus, in the 1970s women of sev-
eral generations initiated demands for tenale equatity and
challenged educational institations to fulfill the promises of
liberal education™ (Miller-Solomon 1985, p. 1881 and <o too
began challenges to the single-gender. linear view of society
C(Ruk 19900,

But also during the 1970s most parents still expected their
daughters to become wives and mothers. Parents felt torn
between pride in their daughters” achievements and worry
about the possible sacrifice of a amily in favor of o job
CMifwid 1Yo, Critics of the women's movement longed (or

the nostalgic prefeminist bliss where women provided safe
and nurtaring havens and devotion to family, hearth, and
home tFaludi 191, Ferguson 198 ).

[tis with this briet historicl perspective that we arrive at
the 1990s and the continaing conversation about women's
pace in higher education institutions and society,
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PERSISTENCE FACTORS AND INSTITUTIONAL
CONTEXT

Introduction to the Persistence Factors
Whether one examines curriculum, student norms, chiss-
room norms, permanent faculty appointments, or higher
education leadership, there is compelling evidence that the
different voil = of women is not vet fully included in institu-
tional culture. The academy has comfortably reproduced
“itself for-several centuries and a-male-dominated. patriarchal _ . _.
culture has been solidly established.  Many patterns of sex
and gender relations in contemporary society “go unnoticed
because they are so deeply embedded in the minds of
women and men that. unless they become a problem, we
take these pauerns of evervday lite for granted . . .7 (And-
erson 1988, p. 3). It is in this context that women as stu-
dents, faculty, and staff atempt to change institutional pat-
terns and garner aceeptance as institutional leaders.
Organizational culture affects curriculum, faculty, and
administration in that resources are allocated based on the
vilues of the institution (Kuh et al. 1991: Mintzberg 1989:
Masland 1985). Four key components of a strong culture
include values, heroes, rites and rituals, and a cultural net-
work — a communication system through which cultural
values are instituted and reinforeed. “A point of agreement
among most organizationad-culture scholars is the notion that
cultures are socially ereated through the interaction of orga-
nizatiomal actors™ (Miller 1993, p. 112) and this needs to shitt
due to environmental changes. Miliett reters to this phenom-
enon as “interior colonization™ of society and organizations
(1990).
The effect of patriarchal leadership (eadership that is
male-dominated and normed on male stindards) often re-
sults in masculine norms perpetwated throughout the institu-
tional structure and culture. Faculty ranks, tenured full pro-
fessorships, and the production and presentation of
scholiurship continue to present the “generic man”™ as being
the norm while women's location is nurginalized or even
excluded tGumport 1991, 1988). As a result, students re-
ceive patterns of information that perpetuaate the continua-
tion of the status quo, nameldy the generie male model ina
male-dominated institution. Women, on the other liand,
continue to hover on the fringe of the institition regardless
of cqual numbers to men (Kuk 1990, Tmages of leader-
ship ate based on stereotypic mascaline traits and character
istics (Blachmore 1993; Kelly 1901 Northeutt 1991 Milwid
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1990: Desjarding 1989 Burton 1987, and women have not
heen successful in adopting these traits. In most cases
women who exhibit male characteristics are downgraded for
such attempts. Administrative leadership has come o be
associated with an image of a rationzl, logical. objective, and

dggressive male TBlackmore 1993 Sheppard 1992: Desjar-

dins 1989: Burton 1987), An acceptance of emerging and
diverse leadership models thr ot include the strengths of both
genders needs support and exploration o dispel myths of
the generic man as the ideal, Challenges o existing institu-
tional norms and patterns of socialization need to be pur-
sucd sotnat an integration of new thought and changing
values and practices can be established in higher education
institutions.

The Persistence Factors
The causes for the perpetuation of the gender gap are many.
Fach persistence factor can be studied independently to gain
a4 perspective of the impact on the gender gap inchigher
cducation. When combined. however. these institutional
persistence factors seem like insurmountible barriers for
some women. Women continue to meet more challenges
and barrices than men who seek leadership positions, His-
toricully and currently, women in academe challenge social.
personal, and professional perspectives that impece their
full acceptance as menibers of the academy. Women chief
executive officers in higher education who attained presi-
dential positions are proot. however, that the challenge for
attainment can be met.

The cight persistence factors in the perpetuattion of higher
cducation’s gender gap include the following.

Affirmative action/reaction

Although there seenied 1o bhe some understanding and ap-
preciation for the intent of affiremative action and equid-
cinplovment opportunity regulitions and gudelines when
established, as tme moved forwiard the citizenn began to
lose clarity of its intent. Perlups it was through misinfornia-

~tion or perecived experiences, bue affirnatve-action plans

hegan to be regardad not as correative dovices for classes of
people who Tustorically had been treated diffesentdy from
others buat as reasons for veverse diserimination, particulariyv
of white maldes as a group C\utderheid 1092y,
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Feminists do not question whether AA EEO s a failure;
ey dos however, question why o good notion became a
nauondd problem. They contend that the affiemative-action
programs implemented and maintained during the Carner
administration lost ground during President Reagan's admin-
istration CFatudi- 199 - Wishingtonand Hlaney 1989). Rea-
wan’s backsliding and “no problem™ attitnde regarding the
clicors of downsizing federal monitoring offices Gincluding
the Department of Educiation’s Women's Educational Equity
Aot program} caused affirneitive-action intent 1o become
‘onlyv words without power against discriminatory practices”
cPafude 1991 po 363 Some argue that the Reagan adminis-
tratton reinstated discourse emphasizing the white male
head of the fannlv modet, and discussions of equality were
rephiced wathy thetoric of “hicrarchy ol difference™ based on
ceonone need (Relly 1991 Gloria Steinem contends that
the Bush administraton carted forward the Reagan adminis-
tration rhetone regarding made privilege inoa family model
w9

Cntical appraaches (o understanding organizational cul-
ture lunve philosaphical roats mthe work of Karl Marx, This
approach has been mstrumental in shaping the work of the-
orists and scholars who tahe a eritical” perspective in social
research One tole of the eritical theorist is to explore and
uncover mbalances in power and make them known o
oppressed groups EMiller 19930 Critical race theory pro-
vides o perspedtive on the affirmative-action dilemn.
Those concerned with ethnic and rmce issues find the prob-
fenis surrounded by fegal paramcters. “The failure of affir-
matn c-action progenis rests with o fundamental question of
who owns' the problem: The institution or the structure
that cieates and perpetuates inequality, or the affected indi-
vidudl or group” (Washington and Harvey 1989, p. 1z Al
themgh the issue of aftirmative action is more complex than
one anstitution and one indivduad, the magnitude of the
probleny s amphhied when considering there are approxi-
matehy 5000 neher education institutions in the United
SLales

It s argoed that instituuonal conditions fay orable to affir-
ML C Lo regutine strang support from institutional lead-
crship and that acore of women and minorities within the
mstitution need o be gonven anthority to monitor progress,
Feaders who have heen suceesstul in seting institutional
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agendas regarding affirmative action are identified by their
influence on institutional action through “personal commit-
ment, attention o the issue, and effective use of incentives™
(Hanna 1988, p. 374, Hanna's study as well as her review
of previously conducted studies in the area of affirmative

action- show that the ability of a leader to-set an institutional -

agenda is one of the most powerful tools utilized to shape
the values of an institution. From a critical perspective, one
then would need to ask: Who are the leaders currently shap-
ing the values of institutions? Who wins and who loses in
this process? Who has the power to change the leadership?

~ During the 1990s. a heated debate emerged among the
public at large and national legislators regarding the continu-
ation and or demise of affirmative action as a legal wol for
achicving equity. Women's reactions are mixed.  Working
Waoman magazine (Juiv 1995 compared a March 1995 poll
sponsored by Newsieeek and w March 1995 poll sponsored
by NBC News Wall Street fournal on goverament involse-
ment and the fairness of hiring preferences with aftirmative-
action programs.  Overall the polls indicated a fairly even
split umong women about whether affirmuative-action pro-
grzuns should continue. Only among nonwhite women was
there overwhelming support for affirmutive action — about
three-quarters of those surveyed favored it for women and
Dliacks. ‘

Although white women have benefited from the affinma-
tive-action movement, they apparently do not see them-
selves as great beneficiaries (Alpern 1993). Interestingly, the
greatest predictors of public opinion regarding aftirmative
action are party affiliation (Republican women favored dlis-
mantling affirmative action) and race CAfrican-Americins
supported affirmative action), according to the Princeton
Survey Rescarch group, which conducted the polt on behalf
of Newsweek CAlpern 1995). According to the poll, it aftfir-
mative action simply were eliminated, fess than a quarter of
Ml the women surveved believed the status of working
women would deteriorate, whereas slightly more than hatl
of the women predicted women's status would rennin the
saume CAlpern 1993, 1 is speculative whether these data
CApPItre women's views ol atfirmative-action policies or
whether the data represent women's pessimism regarding
the eftect of implementation and enforcement of current
alficmative-action policies and programs.




in higher education. for example. according ro Tanna's

study of affirmative-action policies for faculty women, habit

and wradition regulate committee activities and selections

(1988). ~To a large extent. familiarity unconsciously colored

the evaluations of candidates in the hiring process . . . appli-
-~ cants from prestige institutions who had worked with col-
i leagues of search committee members tended 1o be viewed
more positively than other applicants™ (Hanna 1988, p. 379,
Wilson suggests one reason for the fack of African-American
women in higher education leadership positions is the “dou-
ble whanumy™ — that is, helonging to two groups fucing
discrimination (1993). The term coined for the artificial )
barriers to advance African-Americans is the “concrete wall”
For temales, it is the “glass ceiling.”

I fuly 1995, Gov, Pete Wilson of California suceesstully
spearheaded a campaign to abolish affirmative-action policies
for the California State University System. The board of re-
gents agreed with his position and lifted affirnatiy e-action
policies for one of the Lirgest higher education systems in the
United States. The state of Texas followed in 1996, climinat-
ing racial preferences for admissions into the state’s higher
cducition institutions. The ramifications of these actions only
can be speculated upon at this time, but Wilson claims this to
be a victory for the “angry white male™ whom, he states, hats
been experiencing reverse discrimination for almaost 30 vears
through the active recruitment and hiring of minorities and
women while atfirmative-action policies have been in place.
Derrick Bell states, ~Aflirmuutive-action programs iare now
caught in a morass ol opposition and uncertainty simifar to
that engendered by school-desegregation programs™ (1997,

He believes that advocates of affirmative action and equal-
cmployvment opportunity “must devise new approaches to
achieve and mauntain diversity in student bodies., faculties,
and administrative ranks™ to insukite diversity programs from
attacks which eliminate racial and gender classifications,

Affirnutive action has come to be perecived not as estab:
lishment of corrective daction plans but as the reason tor
raverse diserimination. However, the leader who sets an
institutional agenda to shape values in tavor of diversity and
the leader who espouses a personal commitiment to the
issue can help regulate the habits and traditions of those
who unconsciously tollow a traditional — often self-repro-
ducing — path in the candidate-selection processes,
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The affirmative-action issue is complex, and while this
report brietly skims the various perspectives involved in the
issue, questions remain regarding the impact of affirmative

acticon on feadership ranks in higher education. In particular.,

it is unclear whether the strides women have made in ob-

“tuining presidential, deanor facule positions daring the List

10 vears will be curtailed without the legal oversight encom-
passed within affirmative-action policies. And. if history is
our teacher in this matter. it appears thag cfirmative-action
programs should not be abolished until the need for such

programs also is abolished: that is, when equity is achieved.

Curriculum and scholarsbip: the perpetuation

of the gap

Leadership theories and models promaoted in colleges and
universities too often re not scrutinized closely enough to
assure that there is comparable imaging of male and female
positions. perspecrives, and power. Although current au-
thors concern themselves with gender-neatral references in
their texts, there often is a forgotten second concern — that
of the underpinnings of the work. Images are being con-

ceived in response o those unwritten but perceivaed nuances.

Anderson posits that the absence or invisibility of women in
the ivory tower contributes to the detachment of realiy and
distortion of women in the curticulum (1988). “NMorcover,
persons who participate in the lite of aninstitution tend 1o
share its definitions of reality .7 thereby perpetuating old
notions in new writings (Anderson [958 p. 30).

Until efforts at transforming the curriculum started taking
shape. the traditionally accepted purpose of higher educa-
tion was to cducate voung white males. Even though
women comprise the majority of the student body, they still
are considered to be a minority group on the fringe of insti-
tutional norms (kuk 1990), As i result, much of the teader-
ship rescarch and iterature continues to concern itself with
the made experience and therelfore perpetuates the assump-
tion of w patriarchal model. There is a lack of gender bal-
ance both in context and content. It is ironic that women
students themselves may unwittingly collude inits perpetua-
tion. When o representation of women's experience ap-
puiars in the curriculum, 0w oman student is encouraged
tor believe the rgeneric man® includes her™ (Schuster JO8S,
p. 18,

JU




Allan Bloom in The Closing of the American Mind (1987)
espoused the notion that “the latest enemy of the vitality of
the classic text is feminism™ Gn Faludi 1991, p. 290, This
protection of the Western classios does not provide for the
phurality evidenced on the campuses in Americia. Nor does

~ this protectionism combuat the concept that-these cluassic texts

are contributing to the pariarchal images that have continued
1o plaguic those who are attempting to bring a more equal
definition of humanitv onto the curriculum. Bloom tikes
feminists to sk in that he believes “the souls of men . ..

must be dismanted™ if the chissics are not maintiined in their
pure form Gn Faludi 1991, p. 295) His stance is representi-
tive of other scholars who are debating the status of the cur-

ricutum and its reconstruction.

T1ea recent postinoderiist morements, construclivism
and deconstruction, challenge the idea of a single
meaning of reality and conceri themselves with the
wway meaning is represented. The curvent inderest in
coustractivisin e deconstruction is part of a wide-
sprecd skepticisne abont the positivist tracedition in sci-
erce chited essentialist theories of tritly and imeaning
tHlare-Mustin and Marecek 1988 p. 135).

The construction of gender. the result ol deeply embedded
social norms and expectations and their deconstruction, the
ferrcting-out of certain meanings and interpretiations within
texts, show how discourse can reveal aliernative meanings
and reveal how reality is invented through representative
meanings derived from language, history, and cultare.
“Thus, whereas positivisin ffounded in historically aceepted
Delief systems] asks swhat are the facts, constructivisn asks
what are the assumptions: whereas positivisny asks what are
the answers, constractivism aasks what are the questions”
(Hare-Mustin and Marecek 1988, p. 150,

Traditionalists is positivists and feminist scholars as con
structionists and deconstructionists debate the representation
ol reality in the canon and traditional curriculuny (law orth
and Conrad 1990, The tension between traditional and
emerging scholarship ereates a dilemma for the academy in
that current curricalum norms need to be broken down and
reconstructed with multiple views and different voices 1o
crable emerging curriculum to become fully integrated into
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academe. Others believe that this very effort would ditute
truth in knowledge Hor example, Trow. D'Souza, Bloom,
and Hirsch).

In reaction to deconstructionism, an acereditor that recog-
nizes traditional liberal ans colleges, the American Academy
of LiberalEducation: or AALE, was established in 1992, In
support of this new group, the Natonal Association of
Scholars, ~a group that has opposed the national movement
to make the college curriculum more multicultural™ (Wilson
1997). helped secure a $100.000 grant to start the academy.
The academy’s 16 educational standards include “the study
of political. philosophical. and cultural history of Western
Civilization.”

Thomas Aquinas College, acceredited by AALE, for exam-
ple. has implemented a “great books™ curriculum whereby
all students follow the same required course schedule and
declare no academic major. In reaction to the Rhodes Col-
lege president seeking AALE accreditation, an anonymous
Rhodes professor stated, “We don't want to be identified as
an institution that is no longer open-minded. olerant, and
progressive”™ (Wilson 1997). The president of the college
reters 1o these tvpes of reaction from faculty as “just a good
healthy difference of opinion.™ The faculty, however, won-
der whether the academy promotes rigor or curbs diversity.
To date. AALE has aceredited Thomas Aquinas College and
the University of Dallas. It is considering applications from
Bavlor University and James Madiscs: College. Rhodes
College is the only institution in which faculty members
opposed the acereditation process and standards.

Social and ethical issues that result from cither naive ap-
proaches to rescarch or cowardice on the part of the
rescarcher are found in social research and scientific studies
(Scarr 1988). Without including gender and minority ditfer-
ences in research efforts, the variables that inform us as to
how underrepresented populations best can be served will
continue to be clusive. But the questions asked in these
rescirch eftorts also can become problematic.

If questions abont minoritios and women are fiamed in
terins of whet is wrong with, deficient abott. or needs
mprovement for these uncervepresented grops, then
the research outcones for such groups arve very fikely to
he negative. If the standetrd for good beberior is alivdys
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the white male group, then the beharvior of women and
cthuic minoritios is likely (o seem negative (Scarr 1988,
p. 57

Until recently, schotarship on leadership continued 1o use
the white male as the exemplar of leadership stvle and char
acteristics. The context of these studies also were prone 1o
bias toward women and minorities. Due to the nature of
organizational context. these studies often were conducted
in organizations that were nale-dominated and hierarchical
in nature. Within the last 10 vears, feminists and other
emergent scholars such as Helgesen, Peters, Bennis, Nanus,
and Covey have challenged these dominant norms with
questions about traditional assumptions from constructionist
and deconstructionist perspectives. Women began their own
rescarch efforts to determine it actual differences based on
wender existed or if there were deficiencies in prior rescarch
methodology. Gilligan's rescarch on women’s moral devel-
opment was spurred by a recognition that categories of
knowledge are human constructions and the recognition of
how accustomed we have become to seeing life through
men's eves (1982). In such a context, woman has appeuared
to he the deviiamt model while the male model is the norm.
Carolyn Desjardins (1989) and sally Helgesen (19935 and
19901, as two examples of feminized leadership scholars,
ofter alternative models of leadership based on gender-
related theory. These feminist perspectives are in addition
to cmerging leadership theory, which will be discussed later
in this report.

Traditional notions of leadership continue to be perpetu-
ated in colleges and universities through curriculum and
scholarship produced by those who shire a common defini-
ton of reality. Although much of the leadership rescarch
and literature concerns itself with the male experience. re-
cent movements in theory development challenge existing
notions of reality based on traditional Deliefs and assump-
tions, The white male as the exemplar of leadership charac-
teristics and leadership stvles leaves women and minorities
in the position of being negatively evaluated. and even ap-
pearing deviant. against these norms, Yet, efforts 1o revisit a
scemingly biased curricalum has caused tension between
traditional scholirs and postmodern or emergent scholars in
the academy. While one group views their work to be
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based on empirical research and hard facts, the other group
claims these facts do not include women and minority sub-
iccts equally nor do they refer o inclusionan organizational
svatems. Postmodern theorists argue that sinee the mid-
19605 we have been living in a different world and that a
new kind of understanding is required for this postindustrial ™
and global society (Miller 1995). One postmodern notior,
for example. is that we no longer can rely on looking for
universals and essentials in knowledge: rather, “knowledge
can best be constituted in micro-narratives” that ence )mp:m
the fragmented and constantly Lh.mgm;, nature of today
socicety” Oviller 1995, pr 139, S

Women facully and tenure

Although the status and representation of women in academe
has improved since the 1960s resurgence of the women's
movement. female faculty remain underrepresented on most
campuses. Several reeent studies found that women com-
priscd ubout one-fourth of the faculty but only about one-
[oth of the tenured. full professors CHensel 1991, Tensel
determines the probable time line for equal representation in
all arcas of academe and states that =at the current rate of
increase, it will ke women 90 vears to achieve equal repre-
sentation to men on American campuses” (1991 po i1
However a survey conducted by the American Council on
Education indicated the number of full professors rose to 18
pereent, showing evidenee of progress in women's represen-
Lation (Rigaux 1995,

These dati are significant not only hecause of the leader-
ship gap (in a university setting, tenure being <o strong pre-
dictor for chiet academic officer and presidential positions),
but also because of the scholarship being produced. When
men continue to dominate the faculty ranks, so oo is the
production and publication of scholarship. Equathy disturb-
ing i the Tack ol professional role models from whom junior
fenale faculty can seek counseling and guidance onissues
such as institutional culture, grant writing, publishing stan-
ditrds, committee memberships, and the like. Women then
wrn to mile ole madels o define their professional suceess,
oven though personal definitions of suceess have been
shown to be different between women and men,

The Lack of diversity in the makeup of tenured professors
in the majority ol four-year and dodtoral-level institutions
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creates a perpetwl evele of repeating established institu-
tional norms.  Institutional culture of academe has supported
wsocial matrix that delineates roles, expectations, and aspi-
rations for its members by structuring barriers for some and
opening doors for others,

Townsend speculates that two-year institutions may have

less-sexist environments becuuse the tenure process usually
is bused on length of service €1993), She finds that in most
cases an instructor receives tenure after three conseoutive
vaars of service and. it there is ahicrarchical rnking, it usu-
ably s related to the atainment of a doctorate as well as
additional years of service.

The attainment of tenure has beea clusive for many
women tacufty in university environments. Tenure triacks
continue 1o be resenved tor male Taculty, while females oc-
casionally slip in through small cracks that have formed in
cducational institwtions. But, when the number of tenured
wornen Laeulty reaches 12 percent. other women faculiy are
more likely o be granted tenure tHensel 1991 Fhis eritical
mass of 12 percent provides for representation within power
centers not aceessible to those in lower runks or positions.
Access nukes possible the yvocalization necessitry 1o combat
cender-biased judgments in tenure decisions with the most
Amportant tuctor being the production of scholarship (Phillip
1993). Gumport argues that while acritical mass of like-
minded colleagues is sufticient for establishing an academic
tuche. it mav not be sufficient for subsequent institutional-
izttion unless some control over criteria for e