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Abstract

Purpose – The purpose of this paper is review the state of the current literature regarding the challenges of women leaders aspiring to top management positions in male dominated organizations.  
Design/methodology/approach – This is a theoretical paper and uses human resource data from the Canadian Armed Forces (CAF) to explore the degree of difficulty this organization is having achieving its gender targets.  It specifically examines what level of management women are actually employed at within the organization, which paints a clearer picture of gender issues than does the typically reported gender target percentage.  Current research in the area of gendered leadership is used to more fully define the issues of the CAF.
Findings– The paper suggests that male dominated organizations will continue to struggle with issues of gender diversity, achieving employment equity targets, and in promoting equity throughout all management levels of the organization due to issues of role incongruity, organizational culture and unintended effects of promulgating a gender neutral organization.
Research limitations/implications – Empirical research needs to be conducted to test the assertions made in this paper. 
Practical Implications – Gender issues continue to be present in workplaces especially those that are more inherently male in orientation.  Until these issues are fully explored and addressed, true gender diversity will continue to be unattainable. 
Originality/Value – progression of women within the CAF managerial structure has not been addressed to this point in the literature.   This paper adds to the growing body of literature that places role incongruity as an impediment to the progression of women to top management positions, especially in male dominated organizations.
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The Canadian Forces has taken great strides in safeguarding the equality of women. By adopting a “no exclusion policy,” it has become one of the only militaries in the world to remove all barriers to full and equal service for all its members. This means that women have the opportunity to work any job in the Canadian Forces.[footnoteRef:1] [1:  http://www.forces.ca/en/page/women-92] 


Introduction
It is well documented in the literature that women continue to have difficulty attaining top leadership positions in all business sectors (Metcalfe & Dick, 2002; Liff & Ward, 2001;Kirchmeyer, 1998) and that the glass ceiling that precludes the majority of women from reaching their full leadership potential is still in existence.  A quick literature review shows that women are making some progress in terms of reaching top leadership positions, but the numbers are still weak.  In North America, women make up over 47% of the workforce, but less than 5% of the top-tier management positions in private sectors business (Chandler & Taylor, 1994; Goodman, Fields & Blum, 2003).  When analyzing this issue, academics state that as critical mass of women is achieved in each of the leadership tiers, the glass ceiling should begin to crack  (Goodman et al, 2003), referring to issues that result when women are tokens in the organization (Eagly & Johnson, 1990).  It is generally expected that as organizations change in structure (i.e., become more flattened) and become more team-oriented, the leadership traits valued by organizations will become more in line with those possessed by women and this should make the competition a bit more level between men and women at higher rungs in the corporate ladder.  This is good news for women aspiring for corporate leadership roles in many sectors.   However, what about those organizations that attempt to hold on to their bureaucratic structures for fear of losing control and therefore risk organizational failure?   

Typically organizations such as police and military units are structured around a bureaucratic, top-down controlled leadership style, with a strong organizational value given to following the chain of command and the ability of each level of the chain of command to take decisions quickly as they are needed.  Often this type of organization feels that the decisions must be made in this controlled manner in order to safeguard life and property.  These organizations often have a culture that includes the fear that if they become more participative in decision-making style, the organization will lose control over their organizational output.  Incidentally, these organizations are also typically male dominated in the make up of their personnel.  How do women who try to lead these types of organizations fare?

This paper opens with a quote that was recently taken from the Canadian Armed Forces (CAF) online recruiting webpage.  The quote is intended to appeal to women who may be considering a career in the CAF and who may be concerned that this career may be limiting in some regard.  Although the quote is meant to portray the career path for a female in the CAF in a positive light, closer examination reveals that it is only a promise of career path entry.  It simply states that all CAF jobs are open to women, not that the jobs, the culture or career path are structured to ensure women have equal chance to succeed in comparison to their male counterparts.  The CAF is very male in orientation, and for this reason, it is expected that women trying to aspire to top military leadership positions will face unique challenges related to their gender.  As women leaders are trying to succeed in a male dominated organization, is it their best strategy to capitalize on their gender stereotypical strengths, or should they try to fit into the existing culture and attempt to succeed by promoting those leadership traits that will be accepted by the male oriented hierarchy?  Simply put, do women leaders in a male dominated organization succeed best by becoming more male-oriented in their leadership style?  

The Research Dilemma 

This paper is intended to explore how women in male dominated organizations break through the glass ceiling and successfully aspire to top leadership positions.  Specifically, it is intended to frame what we know about the leadership traits of women who have been able to achieve senior leadership status in the male dominated organization.  For the purposes of this paper, the organization being examined will be the Canadian Armed Forces (CAF), but literature detailing other militaries or police forces will also be examined.   As stated previously, it would make sense that in a male dominated organization, female leaders would be best positioned to achieve success by behaving in a manner that is recognized and valued by their male dominated chain of command, that is, by acting assertively or agentically.  But in doing so, these female leaders will break gender norms and there may be consequences in doing so.  As this is a theoretical paper, it will use the existing literature to explore the following dilemma – 
In the male dominated organization, is agentic behaviour by the female leader rewarded or punished? 

In addition, this paper attempts to examine the challenges facing women who aspire to senior leadership positions in the stereotypically male dominated organization with the hope of understanding the nature of these challenges, and more fully defining them for future study. 

The Canadian Armed Forces as a Gendered Organization
At a current ratio of 14.7 % women and 85.3% men, the CAF is considered a gendered organization.  This classification as gendered organization goes beyond the percentages of male and female CAF members.  Even in this age of gender diversity, evidence of male-gender organizational dominance is prevalent throughout the CAF and is pervasive in the CAF culture.  For example, the default greeting in answer to email correspondence when recipient gender is not known[footnoteRef:2]  is “sir”.   Until very recently, women were identified with a “W” beside their name and rank on unit personnel lists and training course attendee lists, denoting that women were different from the typical CAF members.  Many of the rituals embraced by the CAF, like other militaries, revolve around physical shows of strength and endurance such as participation in unit “fun runs” before periods of holidays, and participation in shows of warrior prowess in intra-unit competitions.  To attempt to make the organization composition more reflective of Canadian society, the CAF has undertaken an aggressive public relations campaign and attempted to recruit more women.  Along with other diversity targets, the Canadian Armed Forces has set a target of 24.1% for recruitment of women in both its enlisted and officer ranks.  This target is for recruitment of women only, and is not indicative of the degree of success experienced by women once they have joined the CAF.  The table that follows outlines the diversity targets set by the CAF and its current status with respect to each of these targets:  [2:  Most CAF personnel are referred to by rank and last name only, making gender invisible unless the CAF member is known to the speaker.] 

[image: ]Table 1:  Current CAF Employment Equity targets (Guymer, 2013)


As stated by Guymer (2013), “The Canadian Forces Employment Equity Plan of November 2010 indicates that the Canadian Forces (CF) has an objective to increase the representation of women in the CF to 25.1%.  This target has remained consistently out of reach as the percentage of women in the combined CF Regular and Reserve Force continues to hover around the 15% point. This is despite 
advertising aimed specifically at encouraging women to join, the use of focus groups, the development of new programs and years of study.”  

Of course, recruitment is only part of the issue.  Once a female CAF member enrolls, there is no promise by the organization that advancement will follow.  The employment equity target is not a target for equity in career progression.  In order to gain a sense of how women are doing in the CAF in both the non-commissioned (NCM) career path and the officer career path, consider the following excerpt from the 2006 Canadian Armed Forces Annual Report on Regular Force Personnel  – 
The female fraction of the Regular Force continued to grow during FY 2006/2007… with the most rapid growth occurring among officers. The female fraction of the CF has steadily increased by an average of 0.3% each year for the last five years. Females now account for 13.3% of Regular Force members[footnoteRef:3].  [3:  Annual Report on CAF Regular Force Personnel, 2006.
] 


Sadly, this optimistic statement is does not tell the whole situation with respect to where women are employed within the CAF.  The Canadian Armed Forces Annual Report on Regular Force Personnel for 2010/2011 breaks down this percentage to show where exactly these women are positioned in the CAF rank hierarchy. 
[image: ]
Table 2:  Percentage of Females in the CAF by Rank – Non-Commissioned Members – 2007 to 2011
Table 2 portrays how women are progressing in the non-commissioned ranks within the CAF.  Generally, ranks from Private (Pte) to Sergeant (Sgt) are considered working ranks (i.e front line worker and front line supervisory staff), while Warrant Officer (WO) to Master Warrant Officer (MWO) are considered middle management staff level positions.  Chief Warrant Officers (CWO) are considered to be higher level administrative positions and individuals at this rank are normally paired with a Senior Officer (Colonel or General) over an organization and are considered to be part of a senior leadership team over a large subset of the organization, thus a position of institutional leadership.   In the position of institutional leadership, CWOs are responsible to give advice on policy and other matters affecting the CAF, including issues of diversity.  CAF members at the rank of WO to CWO are important to the culture of the CAF as they are in direct contact with more junior members of the organization and therefore are important players in establishing and promulgating organizational norms, especially among the rank and file of the CAF.  Warrant Officer is also the first rank within the Non Commissioned Officer Corps that undergoes specific leadership training to prepare the incumbents for greater leadership responsibilities.[footnoteRef:4] Given that females holding the rank of WO to CWO total 555 personnel[footnoteRef:5], this means that female Senior Non-Commissioned members (WO to CWO) comprise only 0.8% of the total CAF population, putting this potentially influential group in the extreme minority in the CAF.   It is evident by reviewing Table 2 that the majority of female non-commissioned members are found in the ranks between Pte and Sgt, the worker/front-line supervisor level, and this lower organizational cohort comprises 92% of the entire female non-commissioned member population.  [4:  This training is the Non Commissioned Officers at the rank of WO and is intended to prepare them for the responsibilities of supervision, leadership and management of subordinate ranks.  More information on this training program is available at the following link - 
http://www.forces.gc.ca/en/training-establishments/recruit-school-non-commissioned-members.page]  [5:  2011 data from Table 2.] 
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Table 3:  Percentage of Females in the CAF by Rank – Officers – 2007 to 2011


Table 3 is a depiction of where the females are situated within the Officer corps.  Officer ranks run from Officer Cadet (OCdt) to General (Gen).   Officers at the rank of Officer Cadets are considered to be in training and not yet organizational leaders.  Lieutenants (Lt) and Captains (Capt) are considered to be junior officers, equivalent to junior managers within the corporate world.  Senior Officers are comprised of the ranks of Major (Maj), Lieutenant-Colonel (LCol), and Colonel (Col), with responsibility increasing with each rank.  Senior officers range in responsibility but many are equivalent to District Managers or Divisional Managers in the corporate sphere.

Closer examination of Table 3 shows that for officers, like non-commissioned members, the largest percentage of women are concentrated around the ranks of OCdt to Maj, with the percentages dropping off sharply after the rank of Maj.   In fact, as of 2011, only 4.5% of all female officers hold a rank above Maj.  Thus, for the officer corps, like the non-commissioned member group, the vast percentage of women are found in the lower ranking group.

It should be noted that the very senior or top leadership positions within the CAF are at the General rank.  The percentage of women who have achieved this pinnacle of leadership success has held steady for the last 5 years at between 2.1 and 3.8 % of the total group of General Officers, or 2 to 3 women out of 60,000 members in the organization[footnoteRef:6].  Charting these numbers shows the trend of career progression for females within the CAF Officer Corps –  [6:  There are currently 100 General Officers within the Canadian Armed Forces, of which 2 to 3 of these have been female over the 5 years studied, resulting in the 2 to 3% quoted for this paper. ] 
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Figure 1 – Figure depicting percentage of each rank (Officer Cadet to General) that is held by female officers, 2011 data 

Thus these charts show that although the CAF is able to maintain a cumulative representation of females at around the 13% mark (significantly below the 25.1% target set by the organization), the extreme majority of the females in uniform are clustered at the lower rank levels.  Most females in uniform are not able to achieve a rank that anywhere approaches top management.  Table 4 shows the breakdown of the current cohort of CAF generals by gender. 
[image: ]

Table 4:  Current number of Generals as a percentage of total CAF population, separated by rank (2011 data)

Therefore, not only is the CAF falling very short of its gender targets, the limited career progression for women once they are in uniform is even more alarming.  In terms of top leadership positions, it could be argued that it is a high-reaching goal for any serving officer to reach the rank of general, but there are still a significantly greater percentage of males who attain this rank than females.    

This clustering of women in the lower ranks of a military is not a Canadian phenomenon.  Dunn (2007) stated that British Army Officers faced a glass ceiling, citing that in 2007 only one of 240 General officers in the British Army was female, putting this organization in a more dire circumstance than the CAF.  The CAF, like other organizations, clearly has obstacles that are preventing their serving women from reaching the top leadership positions.  Is it the effect of the male dominated organization that impedes the progress of these women?  
Is Leadership Gendered?
Some organizations, by the nature of the work they do, have historically been composed of men.  Military and police services are two examples of organizations that, despite efforts to become more gender diverse, struggle to bring up their numbers of women in the working ranks, and struggle even more to achieve a critical mass of women in their senior leadership positions.  Most scholars agree that men and women lead differently (Arnold & Loughlin, 2013; Eagly & Johannesen-Schmidt, 2001; Heilman, 2001; Schein, 1983, in Herrera, 2012).  For example, agentic leadership traits have been attributed as being a more stereotypically male leadership style and collaborative leadership has been attributed as being more stereotypically female leadership style (Eagly, A.H., Karau, S.J. & Makhijani, 1995).   In addition, women who try to break leadership stereotypes and act in an agentic manner in leadership situations sometimes suffer a gender misfit reaction from those around them who perceive the agentic behaviour as not in line with behaviour expectations of the female leader.  (Eagly et al, 1995).  Thus, women who try to take on a more agentic, or masculine stance, in order to compete with their male peers, could encounter resistance from those around them as the perception is that they are breaking gender norms (Eagly et al, 1995).   

The Impact of Role Incongruity
In this vein, Koenig, Eagly, Mitchell, & Ristikari, (2011) described  “role incongruity” which they described as mismatch between the perceived requirements of leadership and the communal qualities associated with women.   Eagly and Johnson (1990) found that when there were more men than women in a hierarchy, men and women tended to “homogenize” around the male leadership style.  In 1995, Eagly and Carli looked at “gender congeniality”, specifically to determine if male or female leaders were more effective.  They found that there was no significant difference between the genders in terms of effectiveness, but that  some leadership roles were defined in more masculine terms, and some in more feminine terms, with masculine roles favouring male leaders, and feminine roles favouring female leaders.   Of significance to this paper, they found that military organizations significantly favoured male leaders. 

Professional Role Identity versus Gender Identity	
Arnold and Loughlin (2013) found that the influence of the workplace or the leadership role has an effect on the behaviour of the leader.  For example they found that male and female engineers are often more influenced by the behaviour expectations of the engineer role than by the gender of the actual leader.  In this case, professional identity acts to override gender identity.  This finding could be applied to the military leadership situation.  Given the strong role definition of the military professional role (the soldier) one could expect that this is a phenomenon that affects the behaviour of the military leader, as behaviour stereotypes of this strong persona are reinforced and rewarded throughout each member’s career.   Arnold and Loughlin provided empirical evidence of the strength of professional role identity, citing the work of Moore with police officers (1999) and of Ford in the public sector (2006, in Arnold and Loughlin, 2013).   In addition, the concept of the CAF rewarding certain dominant personality traits that may not be linked to gender was recently put forth in an unpublished paper by a senior CAF officer[footnoteRef:7] stating that it was personality that was the true indicator of future success as a military leader (Guymer, 2013), and that gender was a less important factor. Could it be that the strong culture of the male dominated organization influences the personality traits of the individuals who are selected to lead, and those who want to lead the organization consciously exhibit those personal characteristics that they know will be rewarded by the organization?  Or does gender trump personality, giving the female leader a disadvantage that is difficult if not impossible to overcome?  What role does organizational culture play in this situation? [7:  This unpublished paper was written as part of the CAF Staff College curriculum, and is equivalent to a Masters degree in Defence Studies.] 


[bookmark: _GoBack]Culture in Male Dominated Organizations 

Culture in the male dominated organization has been well defined in the literature.  Kingshott described police culture as “isolationist, elitist, misogynistic, racist and authoritarian (2009).  Archer looked at organizational culture of the United States Marine Corps and stated that “the very essence of the USMC is predicated on the basics of war fighting and the strong imagery that the edict provides illustrates a tension between femininity and warfare where women are not perceived as warriors in the deepest sense. (2012).   Herrera et al described military culture in the following terms, ““competitiveness, hierarchical authority…emphasis on control…aggressive, ambitious, dominant, self-confident, and individualistic.” (2012)   It seems clear that the control oriented culture found in organizations such as the military and police services mean that these organizations would reward leadership traits that are able to function in these conditions; it is this culture that determines what is perceived to be the most effective leadership style.

Female Leaders in the Male Dominated Organization
The issues faced by female leaders in the male dominated organization are therefore complex.  The environment is one where directive leadership may be required, but when women act in such a manner, they risk an adverse reaction from their male and female superiors, peers and subordinates.  As stated by Dunn, “where the leadership role requires highly authoritative or competitive behaviour that is perceived as masculine, for example female leaders in military settings, the mere fact that a women occupies the role can yield disapproval.” (2007).  However, when the female leader acts in a more communal way, in line with the female gender stereotype, this leads to “accusations of not being soldier like” (Dunn, 2007).  
	
Thus, gender stereotype discrimination is prevalent in male dominated environments.  The rewarded leadership style is agentic.  Male leaders when acting agentically will be rewarded as they are acting in a manner in keeping with the expectations of their gender.  Even if the female leaders see that a “take charge” attitude is needed and try to adapt, they suffer the effects of gender mismatch when acting in an agentic manner (Eagly and Carli, 2003).  Those women who decide against, or are not able, to act in this take charge manner, and who act communally, run the risk of being perceived as incompetent.  In some cases the impact on mental health for women trying to cope in this environment is severe and women can be influenced to leave the organization.  (Gardiner and Tiggeman, 1999)  This research finding is consistent with Figure 1, that shows that the percentage of women in Senior Officer ranks sharply declines as rank increases.   It could be as women reach the rank of Major, the gender mismatch is so severe that a decision is made to go elsewhere to achieve success.  This is a supposition, but one that could be easily envisioned.  If the effect at this rank level is that women are not rewarded and therefore not promoted, and these women stay in the organization at their current rank, we would see a sharp increase in percentage of officers in the Captain rank as opposed to the Lieutenant rank, as it is after the Captain rank that competition for promotion gets more intense.  The graph shows that this is not the case.   The percentage of female officers entering the military and progressing to Captain is quite linear [footnoteRef:8] with a decrease in percentage occurring at and after the rank of Major[footnoteRef:9]. [8:  Except for the small surge in the Lieutenant rank; promotion to Lieutenant is automatic upon completion of a certain level of training and experience.  This blip could be explained by increases in the efforts to recruit women vice issues with career progression.]  [9:  The same analysis could be made for career progression for female non-commissioned members as the graph for this group shows the same phenomenon.  For clarity in analysis however, only the officer group is discussed for this paper.] 


A study internal to the CAF was done in 2003 looking at differences in leadership style between male and female combat arms officers[footnoteRef:10].  (Febbraro, 2003).  This study was done to determine whether female officers in the CAF Combat arms felt that they had to assimilate to a masculine leadership style or use feminine leadership techniques, thereby indicating whether the CAF Combat arms were undergoing true gender integration.  Women interviewed in this study stated that both styles were important in certain leadership situations, but also reported experiences of gender mismatch.  It should be noted that this is an important study from a female leadership perspective but it needs to be taken in context.  In accordance with Figure 1, the CAF is still having significant issues with gender diversity at its top leadership ranks, and of the 2 General Officers currently in the CAF, not one of these officers comes from the Combat Arms (CAF Annual Report on Regular Force Personnel 2010/2011).  Therefore the observations regarding the current state of gender integration in the CAF Combat Arms must be viewed through the correct lens – they have not had any success to date at all with women in their organization breaking through the glass ceiling to General.   A better more telling study would be to concentrate on the effective leadership experiences of all CAF female officers who have reached the ranks of Colonel to General as they have been able to break through this leadership barrier. [10:  the CAF Combat Arms has the fewest percentage of female officers and NCMs in its organization and could be considered the most male in orientation.  The remaining information given about gender in the CAF in this paper consider the CAF as a whole, both combat arms and supporting organizations.] 


Gender Integration and the Effect of Gender Neutrality

As a common, but sometimes misguided, organizational response to dealing with gender diversity issues, the CAF practices a “gender neutral approach”.  However, some researchers state this approach acts to impede true gender integration within the organization (Karoles, Friedman & Schweitzer, 2008).  The purpose of the gender-neutral approach is to focus “on the performance, abilities and potentials of individuals, regardless of gender.” (Karoles et al, 2008).   Karoles et al point to issues with CAF gender-neutral uniforms and footwear as areas where the CAF’s inability to see gender differences could impede the fit of women into the organization (2008) as in these examples, the male version of the uniform are an uneasy fit to women, where recognizing that the size and shape of women are different than men would easily rectify this issue.   

Issues promulgated by a gender-neutral approach continue within the CAF.  An important recent addition to the gender-neutral policy for the CAF is the newly introduced physical fitness test.  This new test is a multi-phase test administered with the same expected standard regardless of participant gender, size or age, and replaces the gender and age-normed 20 metre shuttle run that is still practiced by many militaries.   Fitness is an important leadership issue for militaries, as all military members are expected to have a level of fitness regardless of their technical role within the CAF.  As stated by Dunn (2007), “Physical prowess is important in the military operation…the issue of leading by example.”  Fitness testing also is an area for military leaders to show their abilities, lead from the front, and promote unit cohesiveness but unfortunately is also an area where there can be obvious differences between the genders.  It is when the demonstration of physical ability is equated to leadership competence that the analogy becomes troublesome from a gender diversity perspective.
	
Cohn (2000) writes of the “PT (Physical Training) protest” in the United States military as a symptom of long-standing resistance to the integration of women into the military by men, but doubts that a gender-neutral stance as has been adopted by the CAF would rectify the situation.  He states,
The PT protest became shorthand for “Well, they want equal rights, they want equal access for competing for my job?  Let’s see them prove they deserve it!” And again, since upper body strength and running speed are areas where most women will not be as strong as most men, they become the standard for proving it.  You do not hear, “How can they ask for equal rights when they can’t fly, or drive a tank, or lead, or do the job competently?” because women can.  Recourse has to be to upper body strength.  (Cohn, 2000)

However, this theme of looking to physical abilities and fitness as an example of leadership competence is readily found in the literature.   Chu (2013) found that male police officers lacked confidence in the physical ability of women officers to do the work, but they were also not in favour of differential treatment in terms of work assignments, especially given that women officers received equal pay.   As stated by MacRae, attempts for gender integration can have “unintentional gendered outcomes” (2013).  Davis states that a “gender neutral approach negatively impacts ability to develop cultural intelligence.” (2009)  This is a phenomenon that is clearly impacted in a negative way on the CAF’s ability to effectively integrate women.


How does the female leader succeed in such a hostile environment?

Unfortunately, the literature is silent on individual characteristics of the successful female leader in the male-dominated organization, but does offer a few suggestions.  Dunn (2007) speaks of “blending”, a technique where women leaders portray a mix of gender characteristics to avoid facing issues of gender role incongruity.  In Cohn’s 2000 paper, US Army female senior officers reported that they would often meet the male physical fitness standard in order to dismiss any suggestion of gender advantage.  Cohn states that this phenomenon is unfortunate seeing that as early as 1978, a US Department of Defence background study pointed to gender differences in a less hostile light:
The average woman available to be recruited is smaller, weighs less and is physically weaker than the majority of male recruits.  She is also much brighter, better educated, scores much higher on the aptitude tests and is much less likely to become a disciplinary problem. (DOD Background Study, 1978, in Cohn, 2000)  



Can We Solve the Research Dilemma? – Advice from the Literature

What does the literature suggest organizations should do to break down the barriers for women in male dominated organizations?  Archer states that male dominated organizations must work to change their culture to embrace all members to promote feelings of inclusion, giving the example of the USMC “siblinghood” instead of a “brotherhood”. (2012)  It is very interesting, that despite their outward diversity difficulties, the CAF agrees.  As stated in a 2003 report on diversity in the CAF, published by the Canadian Defence Academy Press, “where masculinity is socially and culturally defined as essential to combat effectiveness and femininity is defined as existing in opposition, little progress in furthering gender inclusiveness is possible.”  (Pinch, MacIntyre, Browne, & Okros, 2003).  These researchers state the solution is to examine all areas where there are “formal policies and procedures; informal work practices; norms and patterns of work; narratives, rhetoric, language, and other symbolic expressions; and informal patterns of everyday interaction.” (Pinch et al, 2003)  This is much the same advice as given by Archer with respect to the United States Marine Corps, and one cannot help but wonder how this type of disruptive change could be managed in light of the strong masculine-centric warrior culture that still exists within the CAF, and which unfortunately, is strengthened each time the CAF is called on to fulfill its primary mission, to engage in combat.  It is unfortunate that the literature to date cannot answer our research question and more work needs to be done to determine the best way for women to lead in the male dominated organization.

Areas for Future Research
Most of the articles reviewed for this paper pertain to women at the lower levels of the male dominated organization and articulate the issues encountered at those levels.  Despite an exhaustive literature review, no articles were found dealing with the issues experienced by women who have reached senior leadership levels in the male dominated organization.  This is a definite gap in the literature, and one that needs to be addressed.   To fully understand how successful female leaders have navigated through this tricky environment, we need to study this situation fully.  It calls for an in-depth analysis, and the use of qualitative methods to gather the rich data that is needed to find out how the female leader successfully navigated to the senior positions.  Our current understanding is based on anecdotes and suppositions from the data gathered about other groups.   Once we have developed a better understanding based on this rich data, we need to increase the scope of the study to aim for some degree of generalizability regarding this small but fascinating group of women.

Researchers agree that culture change is essential in male dominated organizations in order to successfully integrate women.  The glaring omission from the current literature however is how that crucial change should be managed with respect to gender diversity, especially in the male-gendered organization where ideals of physical fitness, aggression and physical domination play such a huge role in organizational culture and form the basis of the organizational identity.  How does a military organization, whose business lines are summed up as “close with and destroy the enemy”[footnoteRef:11] suddenly turn its back on all aspects of its culture that are considered warrior-like and masculine?  This definitely has not been addressed in the current literature, including the research conducted internally to the CAF.  Until the culture change question is answered, we will only make small strides in our ability to successfully integrate women into the CAF, and their silent struggles to realize their full leadership potential within the organization will continue. [11:  The statement in italics is commonly considered the raison d’etre of the combat arms in many militaries, including the CAF.] 
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Rank Female % Female % Female % Female % Female %
Gen / Flag  4 4.9%  3 3.8%  2 2.4%  2 2.2%  2 2.1%
Col / Capt(N)  13 4.0%  13 4.0%  11 3.7%  11 3.6%  12 3.8%
LCol / Cdr  80 7.0%  84 7.2%  92 7.6%  100 8.1%  110 8.8%
Maj / LCdr  368 11.1%  410 12.2%  453 13.2%  482 13.8%  508 14.0%
Capt / Lt(N)  961 16.5%  942 16.2%  970 16.8% 1 024 17.3% 1 087 17.7%
Lt / SLt  283 24.8%  332 27.5%  318 23.8%  326 23.5%  336 22.5%
2Lt / A/SLt  215 16.7%  247 15.5%  278 17.9%  245 14.9%  226 15.4%
OCdt / NCdt  406 21.4%  407 22.2%  436 21.6%  472 22.9%  450 22.8%
Total 2 330 15.5% 2 438 15.9% 2 560 16.3% 2 662 16.5% 2 731 16.7%
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Rank Female % Female % Female % Female % Female %
CWO / CPO 1  26 4.1%  25 4.2%  32 5.4%  29 4.9%  30 5.0%
MWO / CPO 2  120 6.3%  120 6.1%  129 6.4%  145 7.0%  144 6.9%
WO / PO 1  319 8.6%  329 8.9%  316 8.6%  348 9.1%  381 9.7%
Sgt / PO 2  806 11.8%  850 12.3%  907 13.0%  969 13.8% 1 028 14.3%
MCpl / MS 1 193 14.1% 1 235 14.5% 1 277 14.9% 1 316 14.7% 1 356 15.1%
Cpl / LS 2 272 13.5% 2 182 13.6% 2 117 13.6% 2 171 13.5% 2 245 13.2%
Pte / AB / OS 1 462 13.6% 1 603 13.6% 1 759 13.6% 1 738 12.9% 1 467 12.1%
Total 6 198 12.6% 6 344 12.8% 6 537 13.0% 6 716 12.9% 6 651 12.8%
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