Challenges for female middle-managers in male-dominated Australian universities
Paper submitted to Equal Opportunities International Conference

Stream 7 Gender, Management and Leadership 

Associate Professor Michelle Wallace, PhD, Graduate College of Management, Southern Cross University, NSW, Australia.

Michelle Wallace is Associate Professor in Human Resources in the Graduate College of Management, Southern Cross University. Prior to joining academe she was involved in human resource development roles in the public sector. Michelle’s research interests focus on the specific HR practices of attraction, recruitment and retention, strategic HRM, HRM in Asian contexts and organisational change. She has researched issues surrounding women, work and human resource practices in a number of contexts and also researches transnational teaching and learning from the perspective of academic staff development. 
Dr Teresa Marchant, Graduate College of Management, Southern Cross University, NSW, Australia.
Teresa Marchant is a lecturer, researcher and publications project officer in the Graduate College of Management, Southern Cross University. After a career in marketing including at IBM, she was the first to complete a PhD in the Department of Human Resource Management and Employment Relations at the University of Southern Queensland. Most recently she has been developing scholarly materials for the national public sector management program and is currently researching HRD, gender and higher education. 

Michelle Wallace is corresponding author.

Graduate College of Management, 

Southern Cross University,

PO Box 42 Tweed Heads NSW 2485, Australia

Tel: +61 7 5506 9366

Fax: +61 7 5506 9301

michelle.wallace@scu.edu.au 
A preliminary analysis of this research relating to professional development of women managers was presented at ATN/WEXDEV International Conference, Change in climate? Prospects for gender equity in Universities, 11-13 April 2006, Adelaide, South Australia. 
Challenges for female middle-managers in male-dominated Australian universities
Abstract

Using a sample of 342 women (46% response rate), who were from both the academic and administrative streams, the paper reports on women’s perceived challenges in being a female manager in the higher education sector. An emerging theme is whether female managers should act ‘like the boys’ or whether there is a different way for women to manage. The overall level of comment on discrimination, male power and hegemony was surprising given the so-called enlightened status of universities as thought-leaders in society, several decades of equal opportunity legislation, specific action plans for academic women on the part of the peak body for universities in Australia and women’s general advancement in Western society. 

What is unique about this paper is that it analyses qualitative data from a relatively large sample, addresses both administrative and academic streams in universities, and focuses on middle rather than senior managers, thus illuminating the situation of women waiting in the wings for more senior roles. The notable feature of the data is the sheer weight of unfavourable experiences and comments about subtle and less than subtle male discrimination.
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Introduction 

The gender imbalance in management is subject to a massive body of research, across a range of organisations, in various sectors, both in Australia and overseas. Gender imbalance is a fact of life in Australian organisations in private, public and higher education organisations (Kloot, 2004). Women, despite being approximately half of the population and half of the university population in some instances, only make up 10% of professors (worldwide) and 16% in Australia (Winchester et al., 2006). Gender issues have been well researched in the university workforce (Aitkin, 2001; Allport, 1996; Blackmore and Sachs, 2000; 2001; Currie and Thiele, 2002; Deem, 2003; Eveline, 2004; Probert, 2005: Ramsay, 2000; Strachan, 2007; Wyn et al., 1997). Yet, change is slow or has even stalled. 
The status of female academics has been investigated in a large range of countries, each with subtle variations in the status of women and attributed reasons, including Australia where this nation is seen to be somewhat ahead of the field. Nonetheless, the numbers of women in senior positions in academe still fail to ‘add up’ and incidences of covert and explicit discrimination emerge. For example, in a very recent Australian study (Sebalj and Holbrook, 2009), the researchers were not intending to study gender differences but found them to be so marked they published a paper on gender. They observed that the same barriers to female advancement found in earlier research were still operating a decade later. 
Reasons given for women’s lack of advancement range from the pipeline effect, through the impact of family and other carer responsibilities, to more subtle but pervasive gender politics and masculine culture inherent in the ‘boy’s club’ or homosociability. The following section reviews selected literature on the status of women in academe, overseas and in Australia and some of the arguments for women’s exclusion from the senior ranks. 

General views on gender in organisations
Women do not do well in organisations overall (Wolfinger et al., 2008). In Australia, ‘despite 30 years of considerable legislative, policy and social change in the equity area, women have not attained leadership positions in any significant numbers’ (Still, 2006, p. 180). This is despite concerted efforts to the contrary. For example, a program to accelerate women managers in the public sector did advance more women over a ten year period, but not as frequently or as high as expected (McMahon et al., 2006). 

A dearth of female managers characterised higher education up to the 1990s, with the top of the academic ladder restricted mostly to men (UNESCO, 2002, p. 25). The subsequent expansion of the university sector created more opportunities for women (van Gellecum et al., 2008), yet something is still the matter with gender and academia. Women’s under-representation in the upper levels of the hierarchy is persistent despite thirty years of focus (Benschop and Brouns, 2003). This point is reiterated by Knights and Kerfoot (2008, p. 234):

There may be more women professors today than in the late 19th and early 20th century … but, relative to the increased size of the higher educational sector, and given the growth of legislation designed to eradicate sex discrimination, the improvement has been far from overwhelming.

The state of play in a number of countries 

Advancement of women academics is slow in the US (Krefting, 2003). Figures show that despite around half of PhD graduates being women, only around one third have permanent academic appointments (Wolfinger et al., 2008), and academia lags behind the business world in gender balance (Cormier, 2007). Progress is also slow in The Netherlands (van den Brink et al., 2006), and progressing to certain levels and then stalling in the UK (Doherty and Manfredi, 2006). Expectations of women managers in UK universities are marked by stereotypes and older women suffer ‘triple jeopardy’ due to their gender, age and appearance (Granleese and Sayer, 2006, p. 500). The number in high level positions dipped slightly in recent years in Scotland, where the academic landscape seems particularly unfavourable for women, even though they outperform men scholastically (Ebner, 2007). Advancement of women academics is not achieving goals in Norway (Falkenberg, 2003), lacks legislative imperatives in Turkey, (Ozkanli and White, 2009), is subordinated to men at the top in Sweden (Elg and Jonnergård, 2003), confined to only ten percent of professors in Germany (Niven, 2007), disadvantaged by ‘inbreeding’ in Spain (Vazquez-Cupeiro and Elston, 2006, p. 588), complicated by racial dynamics in South Africa (Mabokela, 2003), bound by traditional family ties and elder care expectations in India and other eastern nations (Gopinathan, 2007), and mired in poverty in Africa (Gunawardena et al., 2004). 

In reviewing this summary of the status of female university managers across several nations it would seem that the obstacles are many and varied, and interact with other national issues and unique barriers. 

The situation in Australia

Australia is in a relatively promising position globally in terms of the proportion of female senior managers (Chesterman and Ross-Smith, 2006). Australia ranks with the highest of developed Commonwealth countries in achieving greater representation of women in academe (UNESCO, 2002). There was a significant improvement in the status of women in Australian universities between 1995 and 2005 (Winchester et al., 2006). However, managerialism and a neo-liberal political rationality had mixed effects on women's career advancement (Blackmore and Sachs, 2001). Expansion of the sector to service skilled labor needs created opportunities for women to move into and up in higher education, but on the other hand wage decentralisation in Australia served to entrench gender inequity in wages (van Gellecum, et al., 2008). 

Despite the relatively favourable situation in Australia, there is still a marked gender imbalance in management. The number of females and males employed in Australian higher education is roughly equal but women hold only 24% of managerial positions (AVCC, 2004) and 16% of the professoriate (Winchester et al., 2006). A woman was first chosen as VC in the late 1980s and by 2004, nine universities had female VCs (Eveline, 2005). On the other hand, the peak university body (Universities Australia, formerly AVCC) did not appoint a female leader for 80 years. Despite significant gains in recent times, gender disparities still remain in Australia’s higher education system, with women more likely to be employed as administrative (general or non-academic) staff (Carrington and Pratt, 2003, p. 3), and in research administration, men advance faster and are paid more (Sebalj and Holbrook, 2009). Although said to be better than in Australian private sector organisations, women are still under-represented at senior levels (Carrington and Pratt, 2003, p. 3). 
A UNESCO (2002) report listed examples of Australian universities’ specific training and development program for women at all levels of the university in both academic and administrative roles, suggesting that Australia is an exemplar in this regard. Is this really the case? 
Despite debate in the hard sciences still revolving around whether women are not progressing in this field due to a lack innate ability (Barres, 2006), much of the literature regarding the culture of organisations assumes women already have the requisite human capital (qualifications and experience) to assume management roles and that access to development opportunities has not been problematic for them (Krefting, 2003; McDonald, 2006; Burke, et al., 2006). Research shows that this is not the case. Women university managers suffer from a dearth of learning and development opportunities (Wallace and Marchant, 2009). Further, other factors besides educational qualifications underlie differences in pay and promotion rates (Sebalj and Holbrook, 2009). 

Additional reasons advanced include that having children negatively impacts female academics’ careers (Wolfinger et al., 2008). Women are also said to limit their own progress (Chesterman and Ross-Smith, 2006), through lack of confidence, being reluctant to apply for promotion, or through not attributing success to their own ability (Frieze et al., 1982). Women are equally successful overall as men in gaining promotion when they do apply (Winchester et al., 2006), suggesting that equal opportunity policy effectively mitigates against overt discrimination, but this lack of overt discrimination still does not explain the persistent gender imbalance.
Gender, power, politics, culture and discrimination

Despite the pipeline argument, it is not just a matter of time until enough qualified women progress through the ranks to assume their rightful place in the organisation’s power structure (Benschop and Brouns, 2003). Rather, gender politics and power serve to maintain the status quo. The existence of a ‘boys club’ (homosociability) and men advancing faster than women, inhibit women’s employment (EOWA, 2008a). Gender equity has not been attained in higher education ‘even with a critical mass of senior women, because of work intensification, the “greedy” organisation and the pervasiveness of a discourse steeped in gendered versions of management’ (Chesterman, et al., 2006, p. 88). The advancement of women is a matter of the ‘extremely slow dismantling of the insidious tentacles of the processes of male institutionalized power’ (Acker, 2008, p. 293), where ‘women are a threat to an established, seemingly natural social order’ (Bailyn, 2008, p. 296). Organisations and gender are mutually constitutive each having the power to govern and make rules about the other (Benschop and Brouns, 2003). Gender provides the implicit motive for organisation processes that render women inferior (Acker, 1990). 
Long-held values and definitions of management and organisations promulgate a culture based on masculine values and behaviours which are challenged when women move into management (Alvesson and Willmott, 2002). It may be that men are so steeped in this culture they do not recognise its existence or effects. For example, men and women differ in their explanations for women’s lack of progress with women more likely to attribute it to systemic, negative, gender processes and men giving less malign reasons (Ryan, et al., 2007). Not just organisations but qualifications and merit are also gendered (Benschop and Brouns, 2003). Women lag behind men at professor level due to a meritocracy based on masculine notions of success (Knights and Richards, 2003). New meanings and sense making are required (Alvesson and Willmott, 2002).

To understand some of these meanings and sense making, systematic qualitative and quantitative research into women middle-managers in both academic and administrative streams is needed. There has been relatively little investigation of this cohort in the higher education and other literature. We focus on middle rather than senior managers because the latter have been well documented in Australia (Blackmore and Sachs, 2000; 2001; Chesterman, et al., 2003; Ozkanli and White, 2009) and overseas (Doherty and Manfredi, 2006; Ebner, 2007; Gopinathan, 2007; Krefting, 2003; Niven, 2007; van den Brink, et al., 2006). Further, middle-managers, are in theory at least, waiting in the wings to fill more senior positions. These women form the pipeline for more senior roles and increasing the critical mass of women at the top (Chesterman and Ross-Smith, 2006). At the very least, if women in the pipeline are not being developed, the persistent and consistent under-representation of women in senior management will prevail. 

Defining middle-managers

Middle-managers are a complex and heterogeneous group (Kramar, 1990). There is some agreement that middle-managers are above first line supervisors (such as team leaders) and below the senior executive which includes the chief executive office and their immediate reports (Vice Chancellors and Deputy Vice Chancellors in the higher education context) (Roomkin, 1989; Veiga, 1983). The definition of managers in academia is fuzzy due to a range of titles, roles and responsibilities crossing over between teaching, research and service as well as administration, compliance and human resource management (Subramaniam, 2003, p. 524; Santiago, et al., 2006; Rosser, 2004, p. 317). 

In addition to the gender issue is the question of middle-managers’ capacity to perform in the changing university environment (Subramaniam, 2003). Managerialism creates new problems for management in higher education (Blättel-Mink, 2008). Middle-managers are at the cutting edge of implementing managerialist policies (Santiago et al., 2006, p. 241).

METHOD

Sampling frame and survey

A survey was mailed to all women identified as middle-managers from the Australian Vice-Chancellors’ Committee (2004) List of Senior University Women. Listing is by invitation or nomination. The population is a relatively elite cohort since the top three levels represent only 32% of female academic and 6% of female administrative staff (AVCC, 2006). The survey was complete by early 2005. Vice Chancellors, Deputy Vice Chancellors, Pro Vice Chancellors (academic and administrative) and Executive Deans were not included in the survey mail out as senior executives but women in roles such as deans, heads of academic/research or administrative departments were included as middle managers (Rosser, 2004; Subramaniam, 2003). 

Survey questions combined closed and open-ended responses involving the role of middle-manager and, of particular interest in this paper, the questions: What do you consider to be the greatest challenges facing female managers in the tertiary management environment? and Do you wish to add any further comments about being a female manager in the university sector? Many other issues were also investigated and are reported elsewhere. Demographics addressed age, tenure, qualifications and university type, such as old established universities, new institutions, regional universities and so on.
A total of 750 surveys was distributed with 342 usable replies (academic n = 170, administrative n = 172), giving a response rate of 46%. This is comparable to Rosser (2004) and towards the high end of common mail survey response rates (Neuman 1994). The relatively high response rate suggests that these ‘unsung professionals’ (Rosser, 2004, p. 317) wanted to have a voice. 

The summary of responses to the two questions of interests was achieved though a process of successively redefining and refining themes or categories. Comments were transcribed from questionnaires to a list. The two authors each went through the list independently and ascribed key words to each comment. This was done by choosing a key word for a comment and then, if a subsequent comment fell into the same category it was allocated to that category. If not, a new key word was created, with sixteen main ones in total. Where two themes appeared in one comment from a respondent the comment was separated into two. 

Following this, comments were grouped under their relevant themes and re-scrutinised to ensure that there was a good fit between the comments and the theme. In some cases there were sub-themes and new key words were allocated to capture their particular nature. After independently categorising comments and revisiting them, both authors agreed on the groupings. In the spirit of qualitative research, it was important to let the themes emerge from the responses (Strauss and Corbin, 1994).

The challenge was to develop themes that were not so large as to lose useful detail, but not so small as to only represent a small number of comments. Thus allocation of comments to categories was somewhat arbitrary. This means that the order and size of categories is not strictly significant since it is possible to group and re-group some categories, thus increasing or decreasing their proportion in the total. The point was to explore what women had to say about being a female manager in a university.
Another issue is that the questions were stated around experiences as a female manager and thus it is not surprising that gender issues were at the fore. Nonetheless, women could have indicated that this wasn’t an issue. They could also have pointed out that it was better to be a female manager. In other words negative responses were not the only option. 

It would be easy to code all comments in terms of male hegemony and thus claim that this is a major issue in universities. This is not useful since it has already been well documented. What is useful is allowing themes to emerge, such as the dilemma about how to be a female manager in a male world, as reported below. 

Sample details 

Management level and role: Academic managers were (from most senior) level E, (35%), level D, (29%) level C, (29%), and level B/A (7%). For administrative managers, above Level 10 (32%), Level 10 (49%), Level 9 (10%), and Level 8 (7%).The largest category for academic managers was head of school or department (43%) followed by head of research centre (15%), dean (14%), head of administrative department (8%), and Deputy/Acting/Associate/Sub Dean (4%). For the administrative stream, main categories were head of administrative section or department (46%), administrative directorate (20%) or administrative team (13%), with a smattering of project managers, laboratory managers, faculty managers, executive officers and internal consultants. 

From the demographics shown in Table I, virtually the entire group was over 30 years of age and half (52%) over 51. Respondents tended to have long tenure at their university of 9 years or more (60%). Most (38%) tended to have been in their current role for 3-5 years, with a third for over 5 years. The most common highest qualification was a PhD.
Table I. Age, tenure and period at current level 

	
	Academic and Administrative

	
	Number
	%

	Age (years)
	
	

	61-70
	6
	2

	51-60
	169
	50

	41-50
	130
	38

	31-40
	35
	10

	Tenure (years worked at current university)
	
	

	15+
	94
	27

	9-15
	112
	33

	5-8
	38
	11

	3-5
	67
	20

	1-2
	31
	

	Years at current level
	
	

	8+ 
	66
	19

	6-8
	47
	14

	3-5
	129
	38

	1-2
	99
	29

	Highest qualification
	
	

	PhD
	134
	41

	Masters degree
	104
	32

	Bachelors degree
	48
	15

	Graduate Diploma
	38
	12


Results

Unsurprisingly, the questionnaire evoked large numbers of, and highly emotive, responses. The following illustrates the variety, richness and flavour of issues, with some distinctions between administrative and academic managers. 

Fifty percent of the administrative managers mentioned specific gender issues as one of their greatest challenges. This took the form of ‘hidden decision making and exclusion from the “real” meetings’ and in certain areas such as ‘the blokey finance department’ it was seen that ‘senior men accord each other status and voice, which they do not accord to female managers', and ‘men’s opinions are still seen as more legitimate and not much has changed since the 1970s’. The relatively low numbers or total lack of senior women were noted in some universities and this led to invisibility of women or a situation where ‘women are relied on as “high performers” but men who are “high flyers” appear to have an easier ride and are better rewarded’. A few participants did note that even when there was a more balanced representation of women at higher levels some were not good role models and were perhaps not interested in assisting less senior women. This expectation that women in positions of power in academe will support junior women and the disappointment when this does not happen has also been reported by Lord (2005). 

One of the administrative managers’ other main concerns was linked to resourcing and resulting behaviours in the increasingly competitive climate; ‘As dollars become scarce, principles go out the window and the ground rules for collaborative effort are difficult to sustain’, ‘The rules of the game are gender driven when resources are scarce’. Interestingly, this issue was not mentioned by academic managers. This concern amongst some managers accords with Chesterman’s (2004) finding that some women see the higher roles in universities as un-do-able jobs. Similarly in vocational education and training, due to the current organisational context, many teachers are reluctant to progress to higher levels. This could lead to a loss of corporate memory and impact on quality (Adams and Gamage, 2008). 

The academic managers expressed concerns relating to the behaviours of senior management. They included ‘Lack of support from senior management in enabling Deans to manage their own staff’ and ‘Continual changes in reporting relationships with changes in senior managers’. While such comments may be seen as the lot of the middle-manager sandwiched between competing demands, there is a real sense of distance between senior management and these female middle-managers. This finding fits well with that of Ozkanli and White (2009) who noted that, in Australia, senior women feel that the highest echelons should be, but often are not, influential in the support and advancement of women. 

Another challenge related to recognition in the university environment for achievements. This included reference to ‘Promotion criteria that continue to privilege research over service or teaching’ and ‘… that effective management is constructed from a male perspective’. A related aspect was a strongly reported opinion that there exists ‘Lack of transparency and informal decision-making among a few men’ and ‘Avuncular behaviour’ that is condescending and disempowering. There was recognition that it was political skills as well as technical excellence that supported advancement, yet we would question the need for this behaviour and question whether a more mutually collaborative, win-win approach is not possible and desirable. Mackenzie Davey (2008) recognises this issue as well in noting that organisations are political and that the political behaviour is based on masculine values. Do women really want to play this game? 

Seventy percent of the academic women reported challenges in achieving work/life balance and time constraints on networking. This related to carer responsibilities, the loose concept of academic work hours and the demands of the management role. A large number of women discussed the all-consuming natures of their work. As 87 percent of academic managers reported working over forty-six hours per week, with 30 percent working over sixty hours, and 77 percent of administrative managers working over forty-six hours per week, it is little wonder that informal networking/ mentoring falls by the wayside. 

Further analysis 

Given the open ended-nature of the questions and the desire to avoid preconceived ideas about what comments women might make about their situations, two post hoc analyses were applied after the data had been compiled into themes. The first sorted the themes into a conceptual framework from organisation behaviour based on Robbins et al. (2008) and the second sorted the themes by number of comments to gain some appreciation of the main issues. These two analyses are reported next. 

The twelve main themes to emerge from the content analysis of the two questions of interests are shown in Table II, where they are listed in order using levels of analysis in organisation behaviour (Robbins et al., 2008), starting with the changing external environment and differences between industry sectors, and then looking inside at the organisation as a whole, and working down through group and individual level behaviour: the structure of male dominated organisations, the masculine culture, human resource management systems and structures, male group behaviours, individual male behaviours in terms of discrimination against women, and women’s behaviour. 

By organising themes around the model of organisation behaviour it can be seen that women’s concerns about being a female manager in the university sector relate to the whole range of the model and are not just confined to specific aspects or levels of analysis, such as their own behaviour or that of individual men. There are systemic and externally influenced issues as well. The main themes to emerge were: disproportionate numbers of male and female managers; homosociability and masculine culture; discrimination; women working harder to achieve recognition; lack of career development; work family conflict; what women should do, be or act like relative to masculine behaviours; the changing situation and environment; absence of gender issues overall or in the university sector; and a small range of other issues. 
Table II Challenges with being a female manager 

	Theme 
	Main content 
	% of comments (n)

	1
	Changing environment - reducing resources - getting harder - compliance – budgets 
	11.1 (19)

	2
	Numbers - influence of critical mass of women versus male dominated senior ranks (do/don’t have women VC) - invisible women - history of males - long standing 
	8.8 (15)

	3
	Human resource management systems and structures - career development - mentor - limited skills development opportunity - lack of role models - lack of support - lack of recognition - attitude of senior staff (irrespective of gender) - excessively demanding senior management
	5.8 (10)

	4
	Difficulty or impossibility of family plus career - career breaks 
	7.0 (12)

	2
	Power - transparency – hidden - informal – ‘boys club’ – ‘old boy’ mentality – glass ceiling - more resources to men - networks in traditional male domains
	5.8 (10)

	3
	Male culture – rumour, gossip, bullying, victimisation - status and voice attributed to men by men, ‘high flyers’, perceived authority, ‘top dog’, automatic credibility
	6.4 (11)

	4
	Discrimination - on appearance - errors of women more serious – seen as a ‘girl’ who won’t understand – glorified secretary - talked to differently - condescending - personal criticism - not being taken seriously - perceived as not as good – skills/ability not recognised
	11.7 (20)

	5
	Women doing lots of work to be competitive for top jobs - having to earn place
	4.1 (7)

	6
	Office queen bee - women as a liability - competitive women
	4.7 (8)

	9
	Women’s skills/work attitudes - need for business-like approach - confidence - promote self - not willing to apply - want to be liked by all – too nice - learn how to play the game - read political tea leaves - be politically tough - stereotypes - women’s approach to management - femaleness
	16.9 (29)

	11
	No gender issues 
	8.2 (14)

	12
	Other
	9.4 (16)


Scrutiny of the themes suggested that there were sub themes in some areas. These were further broken down and a final list of 28 was produced and organised based on the frequency of comment. In order to gain some insight into their relative significance they were plotted as shown in Figure 1.

Figure I Relative significance of themes showing percentage 
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Discussion 

Two main themes emerged about homosociability. First of all, decision making is not transparent and second, the male power structures are often closed to women. This contrasts with university middle-managers wanting equity in institutional and departmental selection practices for internal and external candidates, to improve prospects for sideways and upwards career movement (Rosser, 2004). The findings about male culture, discrimination and homosociability fit well with Kloot (2004) in that when attributing management style to men, women talked generally about an overall male culture, specifically about bullying and also the status and voice that men accord to each other but usually not to women. 
One of the most interesting and frequent themes was about behaving in feminine or masculine ways in order to fit in with the masculine culture, compared to being true to self, and also how to behave in ways that were successful. Professor Amanda Sinclair of the University of Melbourne has made useful comments in the area of so-called female leadership (Sinclair, 2005), and is critical of the leadership archetype that favours masculine attributes. On the other hand, it may well be that women are more likely to exhibit the skills and behaviours required for effective transformational leadership today (Eagly, 2007; Trinidad and Normore, 2005). We are wary of further perpetrating gender stereotyping. Admittedly as women, this may work in our favour but it is still a form of sexism, to which we are opposed. 
Bem’s (1994) work should not be forgotten. The argument was that both men and women display masculine and feminine attributes to varying degrees, and that masculinity and femininity are two separate dimensions. It is not merely the case of women being feminine and men being masculine, but rather both genders displaying hat are constructed and masculine and feminine characteristics to varying degrees, creating at least four different ways of behaving in relation to gender. In terms of management, it seems likely that both masculine and feminine attributes are suitable depending on the context and that we should be cognisant of the possibilities of both men and women exhibiting the required behaviours, and valuing both. It so happens that today’s organisational environment calls for a focus on management or leadership where both men and women exhibit such attributes as supporting followers, being consistent and adhering to principles, being considerate of others and recognising them, openness and availability, integrity, trust, and walking the talk (EOWA, 2009). In other words, in the modern organisation, transformational leadership is effective and individuals with more feminine attributes are more likely to exhibit this form of leadership (Dubrin, et al., 2006).
There are phases of change in culture to the point of commitment to a new culture with deeper solutions and inside out change (Kloot, 2004). We would like to see this culture developing in more universities in more nations. Positions occupied by men serve as the norm, and equity focuses on women, whereas in fact it is the structure and culture of the academic organisation as a whole that needs to be remedied. ‘Adding women to unchanged academic structures and cultures is like mopping with the tap on’ (Benschop and Brouns, 2003, p. 207). ‘The chest thumping Alpha-male (and female) are going the way of the dinosaur…today’s enlightened employer is all about providing satisfaction and nurturing potential’ (Wilson, 2008, p. 1). ‘Retaining women leaders in the twenty-first century will require an intention to engage them as equals and to co-create a new amalgam of leadership’ (Cormier, 2007 p. 4). It would seem that Australian universities have a way to go in achieving this. 
This research also noted competition among senior women in organisations or the so-called office queen bees (Ellemers et al. 2004: Gare, 2009). We also found that women felt they had to work harder to be accepted, recognised or promoted. Ramsay (2000, p. 7) identified this continual imperative for women in leadership positions to re-establish credibility with superiors, peers and subordinates, and noted that it drains morale and threatens productivity.

Limitations and further research

One of the core functions of universities is learning and enlightenment yet it seems that this may not apply to those responsible for developing the female middle-managers in our study. The findings beg further investigation. Triangulating the results with perceptions of senior managers would offer a more rounded picture. It would also be interesting to examine the male view on these issues. 
The sampling frame used for the study is not an exhaustive list of women middle-managers in Australian universities. It may bias the results towards those who are more ambitious. Such women may confront male hegemony more frequently as they attempt to break into male dominated power structures and cultures, thus overestimating the incidence of discrimination in the population. We may have failed to present the experience of female middle-managers from lower hierarchical levels. Further research should target all female first level and middle-managers, and also conduct comparisons with males.

Given that around half of women contacted did not respond non-response bias is possible. It may be that non-respondents had sufficient acceptance, support and recognition and did not respond since gender imbalance was not problematic for them. In this case our results may overstate gender issues for university women middle-managers. 

The survey method limits our understanding of women’s lived experience to a paper and pen mail survey with brief open responses. Future research using in–depth qualitative methods could address additional questions including those raised by Akerlind (2005). Is there a natural point at which women give up and subscribe to the masculine paradigm? Alternatively, do they opt out? What range of feelings is associated with the various experiences of discrimination, lack of support and conflict around masculine and feminine expectations? We would add to this, exploring women’s responses to operating in the ‘out group’. 

Suggestions

Patriarchy is alive and well in universities according to Le Feuvre (2009) and even though, often unconscious, discrimination is prevalent we are urged to take hope from national and local variations. Our universities should be leading the way in terms of gender equity for staff but it seems that there still is quite some way to go. While there were national guidelines developed by the then AVCC in the early 2000s regarding improving the status of female staff in universities and a number of universities have implemented far reaching and innovative programs to address systemic issues, this is by no means uniform across the sector. All universities need comprehensive three to five year plans to improve the status of university women with implementation goals that encompass human resource practices and organisational culture. 

Changing culture starts at the top.  Ozkanli and White (2009) identify the key role that Vice-Chancellors play in establishing an inclusive culture and gender balance within senior management through putting women in acting roles and encouraging them to apply for similar positions. Key performance Indicators (KPIs) relating to the performance evaluation of VCs and other senior managers (and related remuneration) should include measuring the transparency of decision-making, the development of inclusive concepts of merit, elements of transformational leadership and specific strategies that encourage and support the development of female staff at all levels. It is only when necessary change is tied to the performance measures and rewards of those in more powerful positions that hearts and minds can be harnessed.

In addition, all human resource management practices including recruitment, training and development, performance management, workload allocation, career planning and development, recognition and promotion should be scrutinised by an organisation external to universities, such as the Equal Opportunity for Women in the Workplace Agency (EOWA) for possible, hidden or subtle gender biases. EOWA could also be engaged to develop more comprehensive and detailed criteria for a university to be named an ‘Employer of Choice’ thus raising the bar for universities to be leaders in gender equity the Australian context. The present criteria, while laudable, are not high (e.g. 6 weeks paid maternity leave, access to part-time work, sex based harassment training, 27% of managers female) and could be bettered.

All universities need to adopt human resource development programs such those implemented by the Australian Technology Network Universities Executive Development Program for Women (ATN/WEXDEV). This program only covers five of the thirty-eight universities but has developed innovative programs such as women shadowing executives from inside and outside the sector to experience leadership styles and roles, personal and professional development workshops, senior executive placements and inter-institutional visits and leadership capability workshops.

A common plea from women in this and other studies is for mentoring and supportive networks that spur them on. Universities may need to look outside their own organisations to offer both the networking and mentoring that is needed. They may also need to financially support their female staff and their families to relocate for job rotation and other development activities as lack of mobility has been identified as one stumbling block for women’s progression in the university environment. The issue then is not whether to change the culture or change the women but to do both. 

Conclusion 

This research is justified as one of the few national investigations into university female middle-managers in academic and administrative streams with over three hundred respondents providing a rich range of comments and perspectives. It is significant for several reasons. Despite a prevailing Australian paradigm of equal opportunity and anti-discrimination, women commented on many instances of discrimination, masculine culture, inflexibility regarding their carer responsibilities, and lack of recognition and opportunity. The question of how masculine and feminine values should dictate the behaviour of managers of both genders is vexed, and largely unrecognised in the management and higher education literature, although has been addressed by notable leadership researchers. Despite indications from this research and the literature that gender issues are worse in other sectors, the numerous comments in our research paint an unattractive picture of male hegemony devaluing and disrespecting women’s contribution in universities and denying their place at the table. Keeping in mind the mission of higher education, it would seem radical change is needed to render women and feminine values more central and relevant to university management. 
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