View metadata, citation and similar papers at core.ac.uk brought to you by fCORE

provided by University of Denver

University of Denver

Digital Commons @ DU

Electronic Theses and Dissertations Graduate Studies
6-1-2012

Invisible Ink: An Analysis of Meaning Contained in Gender, Race,
Performance, and Power Discourses

Susan A. Griggs
University of Denver

Follow this and additional works at: https://digitalcommons.du.edu/etd

b Part of the Higher Education Administration Commons

Recommended Citation

Griggs, Susan A,, "Invisible Ink: An Analysis of Meaning Contained in Gender, Race, Performance, and
Power Discourses" (2012). Electronic Theses and Dissertations. 249.
https://digitalcommons.du.edu/etd/249

This Dissertation is brought to you for free and open access by the Graduate Studies at Digital Commons @ DU. It
has been accepted for inclusion in Electronic Theses and Dissertations by an authorized administrator of Digital
Commons @ DU. For more information, please contact jennifer.cox@du.edu,dig-commons@du.edu.


https://core.ac.uk/display/217243703?utm_source=pdf&utm_medium=banner&utm_campaign=pdf-decoration-v1
https://digitalcommons.du.edu/
https://digitalcommons.du.edu/etd
https://digitalcommons.du.edu/graduate
https://digitalcommons.du.edu/etd?utm_source=digitalcommons.du.edu%2Fetd%2F249&utm_medium=PDF&utm_campaign=PDFCoverPages
http://network.bepress.com/hgg/discipline/791?utm_source=digitalcommons.du.edu%2Fetd%2F249&utm_medium=PDF&utm_campaign=PDFCoverPages
https://digitalcommons.du.edu/etd/249?utm_source=digitalcommons.du.edu%2Fetd%2F249&utm_medium=PDF&utm_campaign=PDFCoverPages
mailto:jennifer.cox@du.edu,dig-commons@du.edu

INVISIBLE INK:
AN ANALYSIS OF MEANING CONTAINED IN GENDER, RACE, PERFORMANE
AND POWER DISCOURSES

A Dissertation
Presented to
the Faculty of the Morgridge College of Education

University of Denver

In Partial Fulfillment
of the Requirements for the Degree

Doctor of Philosophy

by
Susan A. Griggs

June 2012

Advisor: Dr. Lyndsay Agans



©Copyright by Susan A. Griggs

All Rights Reserved



Author: Susan A. Griggs
Title: INVISIBLE INK: AN ANALYSIS OF MEANING CONTAINED IN
DISCOURSES OF GENDER, RACE, PERFORMANCE AND POWER
Advisor: Dr. Lyndsay Agans
Degree Date: June 2012

Abstract

The number of females in senior level leadership positions in higher education is
substantially fewer than males. Yet female students in these samhdiorsgirepresent
over half the population (National Center for Educational Statistics, 2010). The
leadership gender gap is a phenomenon that has undergone numerous studies in search of
reasons and solutions. Yet the gap remains. One cause of the underrepresentation of
women in higher education leadership is ideological views regarding gender and
leadership that result in stereotypes regarding who qualifies for |bgrexhat
leadership behaviors are deemed best, who exhibits those behaviors, and what happens
when those stereotypes are disrupted (Eagly & Karau, 2002).

In higher education leadership classrooms, students read and discuss texts on
leadership theory. The leadership texts used in leadership courses in higheoeducati
programs produce discourses that influence the way students view women in leadership
and the way women view themselves as leaders (Basow, 2004). Additionally, the
discourses create relationships of power which serves to maintain thegsiatarsd
support male dominance (Wodak, 2001). These forces contribute to the leadership gender

gap by creating relationships between the discursive message and thesstudent

reinforcing the social issue of female under-representation.



This study uses a feminist discourse analysis method to analyze four disaours
a commonly used leadership course text. By examining the discourses of gaxgjer, ra
performance, and power, | locate the messages that work to sustain the poway, contr
and male dominance in senior level leadership positions in higher education and within

the leadership classroom.
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Preface

This dissertation is the result not only of several years of doctoral studysdut a
the result of experiences in my adult life that have culminated in a desisk&an
contribution to the discipline of higher education particularly as it relaté®to t
advancement of women. My experiences evolved slowly, teaching me as | ovept al
but often withholding the real lessons being learned until much later.

My original decision to attend college had little to do with intentionality or
specific direction. | attended college immediately out of high school becatusge 17, |
did not have any idea what | wanted to do with my life. No one in my family had
attended college, but many of my friends were planning to attend and, due to my father’s
death a few years earlier, | was eligible to receive grants andl Sedurity benefits that
would pay for my tuition. When | graduated with a Bachelor’s degree | thougieerc
in the, then, emerging field of training and development sounded interesting and opted to
immediately enroll in a Master’s degree program in Adult and Continuing EdncAti
graduate assistant position again, paid for my tuition. In the classroom | fosedf owt
of place. In my early 20’s, | was, by far, the youngest student in the progr#me. éarly
1980s little research had been done on women’s adult development and learning. Much
of what was covered in our coursework had to do with mid-life transition. Still many
years away from that life stage, | simply could not relate. The women ilounges were
white, mostly in their 40s and 50s, and as they spoke of workplace discrimination, based

on their sex, | could not understand what they had experienced. | had yet to enter the



professional workforce and was not aware of or enlightened to, any encounters with
sexism. Racism did not enter into our personal or classroom conversations as women of
color were not present among us nor in any of our reading materials. The women in my
classes were surprisingly compassionate and patient with my brasbuthtuly

contention that sexism did not exist and that the women’s movement had ended the fight
for equality. They had a certain ‘knowing’ about them that said | would one day
understand what they were talking about.

Immediately upon receiving my Master’s degree, | landed my dream job as a
Training Program Developer. While | loved the creativity, diversity, andesigg of my
position, | realized shortly after beginning my professional career, thewommy
courses had been right. Sexism did exist in the workplace. On more than one occasion |
was the only woman working on a project with a team of men who seemed to regard my
participation as unnecessary even though my contributions were equal to or sometimes
superior to theirs. My lack of concern for the outcome of ‘the big game’ frequefttly le
me as an outsider on these work teams during times of idle conversation. For a ghort tim
| considered learning more about sports so that | could participate, but laterdeahcl
that changing my interests in order to fit in with ‘the boys club’ was bantigie to
myself.

During those years | worked with some men who regarded me as an equal
contributor, some who regarded me as an annoyance and some who regarded me with

sexist disdain. Regardless, | had two men to whom | reported, professiariadly



appreciated my hard work and intelligence and championed my career adganhcem
Because of them, | was promoted to higher levels of position and responsibility.

A few years later | had my first child. Because the demands of mgraactuded
a great deal of travel and long hours, | opted to step out of my career in order toyraise m
child. Options for part-time or less demanding hours were not available. Like many
women, | felt | had to choose between family and career. | chose f&adguse of that
choice, | left behind the opportunity to move into higher level leadership positions
whereby my influence might help other women.

In the years that followed, | educated my children at home, held a variety of
benign part-time jobs and pondered, deeply, the experiences of my former tdgssma
Since finishing my Master’s degree, | have known | wanted to complete arPtibe] |
knew that my doctoral studies would take the form of feminist research; perhapsen s
way paying homage to those women whose experiences | had so casually discounte
years earlier and, additionally, bringing awareness of those women pintwee
presence was missing not only in my former classrooms, but is still scdeeelership
positions today.

This dissertation is the result of that desire.



CHAPTER 1: Introduction

In 1986 Bernice R. Sandler published her influential article enfiitedlCampus
Climate Revisited: Chilly for Women Faculty, Administrators, and Graduate Ssudent
Despite popular opinion that campus discrimination against women students, faculty, and
administrators no longer existed, tleal experiences of women on campus were, indeed,
quite different. Sandler’s article acknowledged the progress and chaagkadhaken
place over the previous decade but her article exposed the ways which, in spite of
progress, women were still experiencing inequality within the academy. pow re
explored the barriers that women wargually encountering and the ways in which
hidden discrimination was taking place (Sandler, 1986). When Sandler’s article was
published, the number of women who held positions of leadership within higher
education administration was very small and for those who did achieve higher level
leadership positions, such as President or Vice President, the struggle to maémbain t
was challenging, at best (Glazer-Raymo, 2007). Cultural, social, andaigonédssures
made achieving and successfully executing those positions difficult (Sat@Bé).

Now, more than twenty-five years later, there are more women in advanced
leadership positions in higher education administration. Significant progresseimas be
made in the past two decades which has advanced women into positions at all levels,
including the college presidency (American Council on Education, 2001). It appears as
though the barriers that students, faculty, and administrators experiecetiiah
Sandler wrote about have been overcome and it seems as though there has been a
balancing out of professional roles between women and men (Glazer-Raymo, 2007).
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However, whahppearsto be true and what is real are two different things. While
it is a fact that nearly 60% of the workforce is made up of women (U.S. Dept. of Labor,
2010), existing data suggests that women continue to be significantly underrepresente
particularly at the level of college president (ACE, 2001).

Statement of Problem

Regardless of the fact that so few women are represented in the position of
president, female students make up the majority of the student body in US colleges and
universities. In 2009, women earned 62% of all Associates degrees, 57% of all
Bachelors’ degrees, 60% of all Master’s degrees and 51% of all Doctoraédelyr
total, by 2009 women comprised 57% of all degree earners (National Council for
Education Statistics, 2010).

The picture of women in higher education begins to change when the number of
men and women in positions of influence are examined more carefully. Despitetthe fa
that the majority of students in higher education is female, only 42% of the feculty
female (NCES, 2010) with 17% being full professors, 29% associate professors, 43%
assistant professors and 48% instructors (NCES, 2010). Likewise, 50% of thengositi
most typically filled on a part-time basis, such as Lecturer and Instyace held by
women (NCES, 2010). In American colleges and universities, 41% of female figculty
employed on a part-time basis compared with only 29% of male faculty me(NGES,
2010). Tenure cannot be earned in these part-time positions yet it is a stron@pfedict
the position of chief academic officer. Most presidents in higher education havaéel
position of chief academic officer (Chliwniak, 1997). When Sandler wrote helearticl
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1986 she expressed concern that faculty women had been concentrated at lower levels f
many years. That pattern appears not to have changed significantly astt#byears.

Currently women comprise only 21% of the total presidents of colleges and
universities and only 13% of research universities (Glazer-Raymo, 2007). Acctrdin
ACE (2001) 18% of female presidents lead institutions granting Mastereete 20%
granting Bachelor’s degrees, and 22% lead two-year institutions.

If women make up the majority of the student body at colleges and universities
but aminority of high-ranking, tenured faculty members as well as college and university
presidents, something is happening in the leadership pipeline that prevents more wome
from making it to the top. Statistics show an obvious leadership gap relatadlar ge
higher education still exists. Sandler’s article brought to light concemg a
administrative procedures which seemed to disadvantage women previously. Those
concerns appear to be plaguing academic institutions today as well. And egrther
important reasons why the gender gap should not be allowed to continue.

Closing the gender gap would help higher education institutions become more
person and process centered (ideals considered to be more feminized concerns) rathe
than task and outcome centered (ideas considered to be more masculine) (Powell, 2011).
And, if more women held higher level leadership positions, institutional leadershlg w
more closely mirror student population. Studies have been done regarding theckBere
between women’s and men’s ways of knowing, the way gender differences oandsefl
the values held by leaders and how those values can influence institutional structure
(Chliwniak, 1997). Leaders with more inclusive styles of leadership that promote
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cooperation and community affect organizational culture. But, because men dominate the
organizational structure of higher education, issues such as tenure-trackdstanda
pedagogical practices, marginalization of certain programs, and scholasiaim in

favor of men (Glazer-Raymo, 2007). If more women held positions of authority it would
be easier to bring about cultural changes that would balance the advantages of both men
and women.

The situation gets more complex, however, because of cultural expectations
regarding how a leader behaves and how a woman behaves (Baxter, 2003; Northouse,
2007; Powell, 2011). Regardless of studies which indicate that when women hold
positions of leadership and influence the organizational climate is often margvecl
other studies indicate that we still associate the notion of leadership wéb wiab
function in a much more autocratic and authoritative style (Eagly & Karu, 2002er,

2005; Northouse, 2007; Powell, 2011). A considerable amount of study has gone into
understanding this ‘double-bind’ facing those in leadership roles. Cultural and ideblogi
shifts do not happen quickly (Valian, 1998). Consequently, acceptance of more
collaborative leadership styles remains somewhat elusive. Our deeply echbatideal
notions regarding leadership and men seems slow to change (Baxter, 2003).

Purpose of Study

While various studies give valuable insight into these numerous influences that
perpetuate this cultural norm, one relatively unexplored factor is how the dsadurs
leadership text, used in higher education leadership classrooms, may influencgsstude
perceptions about gender and leadership by both explicit and implicit discursive
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messages. If the underlying message of the leadership discourse is that weonen ar
considered strong, influential, and capable leaders, and that higher level lgadershi
positions still, rightfully, belong to men, students may leave the classrointhese
internalized messages and take them into the workplace where they perfietuat
ideology and, possibly, contribute to the leadership hegemony regarding men’s
superiority. In this study | consider how the discursive messages in a conusedly
leadership book used in higher education classrooms may have the effect of pegpetua
negative bias toward women leaders. While this study does not include a critical
discourse analysis of the leadership course pedagogy, it does examinedhef eff
leadership text used in leadership classrooms.

One way to examine text to determine how meaning is made is through discourse
analysis. Discourse analysis, which is both a theory and a method, looks at howgmeanin
is created through discourse which can influence social norms and outcomes and reify
ideologies. In other words, discourse analysis uncovers the relationship betveg¢és wh
written or said and the meaning that is implied or received. It is a striatelgyking at
the implicit meaning in a discourse and allowing it to become explicit.

Research Method

In this study, | used a feminist discourse analysis method to examine leaders
course text for both obvious and hidden discursive meaning as it relates to women in
leadership. This method is situated in a feminist framework which places an engrhas
the experiences of women. The acknowledgement of women'’s experiencesrhas be
important in giving voice to women’s oppression as well as resistance to (petkiarc
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approaches (Hart, 2006). Additionally, this research is situated in a aliscalurse
analysis framework.

The method employs some elements of post-structuralism although by its
emancipatory nature it cannot be considered entirely post-structuralist. The pos
structuralist and discourse analysis aspects of the method assume that women’s
experiences have no inherent essential meaning but the meaningfulness of the
experiences is created through language (Weedon, 1997). Post-struchealistéjects
the idea of absolute truth and, in particular, feminist post-structuraligts ttlat
dominant conceptions of reality and truth are the product of patriarchal males whos
truths perpetuate male power interests (Gavey, 1989). Likewise, front-stiuasuralist
point of view, knowledge is socially constructed and consequently not neutral, but also
associated with power. As a result, those with the power to control what coastititite
maintain the advantage (Gavey, 1989). These elements of post-structuralisbutota
the feminist critical discourse analysis method.

The goal of this study was to analyze the discourse of a leadership texy$or wa
that the discursive messages reify ideology that influences our sociastamding
regarding women and contribute to the leadership gender gap. | approacheddbesdi
analysis with an understanding that leadership theories have been higtcsarzdlly,
and culturally constructed and that most leadership theories were developed by and for
male leaders (Northouse, 2007; Powell, 2011). Additionally, | approached the analysis
with an understanding of the historical and evolutionary view of women’s roles in both
the workplace and home as well as gender stereotypes and cultural texpecidis
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study was designed to explore how meaning and knowledge, constituted through the
language of discourse effects how we view women in leadership roles, pdstiaitain
higher education leadership classrooms.

A thorough analysis of an entire book without discursive parameters would be far
too broad, expansive, and lengthy for this type of research. Consequently, | chose to
narrow the analysis to four discursive themes through which | examined thgeteder,
race, performance, and power. This study is designed to analyze the discoarses of

commonly used leadership text for:

1. Ways women and men are represented as leaders.

2. Manifestations of power within the language of the text.

3. How women of color are represented in the text.

4. Descriptions of how women perform in their leadership roles.

The four discursive themesl chose to look at the text through the discourse of
gender to gain insight into how the text reifies cultural notions regardirgyandlfemale
leaders. Ultimately it is patriarchal ideology, in the form of gendéerdifices between
women and men, which influences power relationships (Tong, 1998). Within the realm of
leadership, patriarchy is manifested in male dominance which perpetatstural
trend that allows men to hold the majority of senior level leadership positions. To
eliminate male control, gender ideology must be eliminated (Tong, 1998). PFatriarc
constructs gender through differences in sexual status, role, and temperamienth&Vhi
expectation of complete gender elimination is lofty, movement toward unudirgja

how patriarchy influences our thoughts and actions is necessary to begin toletfegs
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toward reducing gender differences. In order to name gender ideolaggaésr in
perpetuating the gender gap, it has to be identified. The goal of this study idestify
both explicit and implicit gender ideology in discourse. In this context, theagsato
examine the discourse for messages that reify the notion that men areleatieed and
that authoritarian styles of leadership are considered most desirabldemtigeaf\While
men have historically held far more positions of leadership than women, | examined the
discourse for messages that would perpetuate the notion. This discourse ama$yais ai
understanding gender as central to all social relationships but most pdyticalthis
context, within the professional realm.

Changing cultural attitudes toward gender is challenging, at bestugeoar
culture functions within an ideology that creates extreme differencesd&etfi@males
and males, men are almost always positioned in dominant roles (Tong, 1998). The
ideology is so powerful that in a hegemonic turn, often women consent to being
dominated and consider gendered roles normal and natural (Lorber, 2005).

In addition to analyzing the discourse of gender, | analyzed the discourse.of rac
Race was chosen as one of the discursive themes because statistics dbade thieip
gender gap indicate there is an even deeper gap when race is brought into the equation.
Fewer than 3% of all college and university presidents are women of color. When
Sandler wrote her article in 1986, she stated that “minority women are thevéflas
represented group among tenured academics” (Sandler, 1986, p. 2). That fact remains

true today. There is very little literature that even discusses the topanumwvof color
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in higher education administration because most of the woman who currently hold the
positions are considered ‘firsts’ (Turner, 2007).

Some of the reasons why there are so few women of color in higher level
leadership are consistent with the reasons why so few white women hold thosmgositi
Women of color deal with issues of balancing home, family, and career, and lack of
strong mentors (Turner, 2007). But, women of color also contend with issues of racism
and prejudice in addition to issues relevant to being female. Prejudice regaading r
results in prejudgment or holding a negative attitude toward a person or a group due to
objectionable characteristics ascribed to that group (Osa, 2007). Instituéioiadl
prejudice occurs when unequal treatment, based on race, results in prhatitasor
one group over another. The employment playing field is not equal because racial bias
creates groups who have less privilege and fewer opportunities. Women of eolor ar
discriminated against due to both race and gender (Turner, 2007). This double
disadvantage leaves them with obstacles difficult to overcome. Without someone from
the dominant group willing to mentor, vouch for, and promote them, it is immensely
difficult for women of color to advance into positions of power and influence (Osa,
2007).

This study examined the discourse of race as it related to women of color in
leadership positions. The analysis looked for evidence of implicit and expliaiimgea
that perpetuate not only the leadership gender gap but the, additional racial gap for

women of color. The study examined the discourse of race for ways that medsages
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prejudice are encoded in the text and subtly contribute to historical and ideologyesl vi
of women of color which serve to perpetuate discrimination and lack of advancement.

Additionally, | analyzed the text for a discourse of performance. Perfimenat
theory maintains that people act according to their prescribed gender refebekbve
in certain culturally constructed ways, as do women. Deviations from thesalmédsc
behaviors are considered unnatural. Because of culturally defined discreesgtaler
expectation is that people will perform according to the social norms assigtineik t
gender. If one moves out of their assigned gendered performance, thergasireene
consequences. For example, males are more likely to engage in physicssiaggtet
produces pain or physical injury than are females. This does not mean, however, that
males are the more aggressive sex. Because women are on average piwsakahl
than males, they may learn to avoid physical aggression and to adopt other ways to bring
about harm, perhaps in verbal aggression. Regardless, performing according texone’s s
is a largely a function of assigned stereotypes (Powell, 2011). Movingfeamay
prescribed behaviors often results in negative consequences in the form ofrastracis
bias (Lorber, 2005). In this analysis of leadership text, | looked for discursoenee of
culturally prescribed and expected, gendered performance.

Finally, I looked at the discourse of power within the leadership text. A central
tenant of critical discourse analysis is that power is at play in almast lewman
interaction (van Djik, 2001). Certainly power is at play in gendered redtips, with
dominant male power often going unnoticed. Critical discourse analysis exdroimes
power abuse, dominance, and inequality are enacted within text, with the goal of

13



understanding, exposing, and resisting social inequality. In this studydef$ba text, |
examined, through the discourse of power, ways that groups or institutions have control
or influence over the thoughts or actions of other groups. Discursive messages can
implicitly convey notions of power and control if the messages are creatbdde with
the capacity to influence (Wodak, 2001). The power of dominant groups is manifest in
what Gramsci referred to as hegemony. Examples of hegemony incluche aacis
sexism. Power, in the form of hegemony, is not exerted by force as much amdtexle
in ways that take it for granted in everyday life (van Djik, 2001). The goal istinty
was to identify where, within the discourse, power is located.
Significance of Study

In higher education leadership classrooms, students read and discuss texts on
leadership theory. Knowledge is produced and conveyed through these texts (Moore &
Sagaria, 1991). Within the academic community ideas are deemed credible only when
studies and theories are published as academic scholarship (Spender, 198dshipeade
studies are no exception. Consequently, the theories detailed in leadershgpaext
considered credible and useful as students adopt and formulate their own leatigeship s
The purpose of this study was to examine the language of the discourses created by a
leadership text to reveal differences in the representation of male arid featers and
their individual styles. If leadership texts used in leadership courses er leidhcation
programs produce discourses that influence the way students view women in leadership
and the way women view themselves as leaders it may, in fact, subtly conuithge t
significant underrepresentation of women in higher education leadership.
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Feminist scholars have examined the pedagogical practicesingtream
curriculum including the content of books used in classrooms. The research findings
indicate that texts used in mainstream courses continue to limit refeterveesien
(Potter & Rosser, 2002). Scholars recently published results from a study ofiuiece
of leadership curriculum that included examples of women in mainstream lepdershi
curriculum versus curriculum that excluded female leaders. The study hypethemt
male and female students who were taught a gender-inclusive curriculuchidentify
females as positive leaders as often as they identify males. The outctiraeiofdy
revealed an increase in the number of females who cited positive femaleHgac®es
models (Rios, Stewart & Winter, 2010). Although, it is worthwhile to note thatullg s
also revealed no difference in the number of males who cited positive femalshgade
role models. The outcome of the study was significant in showing the relationship
between the women who saw a greater potential for strong female laéidefsgaving
studied such leaders. Additionally, the students in the courses that studiedesxaimpl
effective female leadership were better able to identify themsa$vssong leaders (Rios
et al., 2010). This research offers a valuable backdrop for my own rese#rch as
demonstrates the significant influence text can have on student’s leadershty atenti
the meaning that is created by the discourse with regard to the studertys@imlkentify
with the characteristics of a leader.

In order to more fully explore the issues of inequality in higher education

literature the following questions were developed as a guide for this inquiry:
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1. How can leadership text used in higher education classrooms contribute to
the leadership gender gap?

In addition, the following sub questions were used to guide the research process:

2. What discursive messages regarding gender, race, performance, and power
are found in leadership text?

3. How do these discursive messages reify cultural norms and expectations

regarding gender, race, performance, and power as they relate to higher
education leadership?

The following key terms are detailed more completely throughout this
dissertation.
Key Terms

Gender GapThe significant gap in the number of men who hold senior level
leadership positions as compared to women. The leadership gap can be seatidn stati
about leadership in the sectors of business, education, and politics.

Discourse AnalysisA type of analytical research that primarily studies the way
social power abuse, dominance, and inequality are enacted, reproduced, amblgsiste
text and talk in the social and political context.

Discourse:Systematic bodies of knowledge produced within spoken, written, or
visual language.

Ideology:A system of social representations that creates meaning between people
and the conditions of their existence.

HegemonyThe dominance of one group over another with the unknowing

consent of the dominated group.
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Feminist TheoryAn emancipatory position which allows us to view the everyday
world of women and how the issues facing women were and are generated by the larger
social structure.

Post-structuralismA philosophical response to structuralist thought which
maintains that structures within our culture are produced by the signs andessgnifi
which have meaning and are created through language.

Outline of Study

In Chapter Two of this dissertation | detail some of the most commonly
researched reasons for the slow advancement of women as well as how oughistoric
view of women as leaders and previous leadership studies have contributed to ttie curre
situation. Chapter Two also contains a review of the literature regardimgdetheory,
discourse analysis, and post-structuralism; setting up the conceptuavbdnier my
study.

Chapter Three details the feminist critical discourse analysis methodoused t
conduct this research by referring to the findings of a prior pilot studyhanday those
findings influenced the design of this method. Details about the choice of ligetatur
analyze and the method of data collection are included along with a description lof how
conducted the analysis.

Chapter Four details the findings of this study by explaining the discursive
messages and meanings as well as how the discourses of gender, raceapezfand
power are historically situated. In this chapter | detail how the analysisavalucted at
the micro-level, by locating the descriptive elements of the discourse amboheshow
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the discourse is linked to both historical and ideological events. | also detail the
discursive messages at the macro-level analyzing how power ret@gbhonase discursive.
Chapter Five concludes this dissertation discussing ways that feminist ggdago
can be incorporated into the leadership classroom, providing a more inclusive
environment. | also include a very short analysis of a portion of an alterndeesleip
text which offers a different discourse to students in the higher education kepders
classroom, disrupting the more traditional discourse found in commonly used text. The
chapter concludes with suggestions for how to use alternative texts to providece bala

of discursive messages from which students can learn about higher education lgadershi

18



CHAPTER 2: Literature Review

This chapter begins with a review of the difference between stereotymerge
and leadership roles, moves into the current condition of women in higher education
leadership and proceeds into a discussion of the conceptual framework that | used in the
research. | detail feminist theory, critical discourse analys@yhand post-structuralist
theory.

Gendered Leadership Characteristics

Effective leadership is essential to the sustainabililty of higher edudationi,
Conner, McPerson, Midson & Wilson, 2008). In order to maintain effective leadership
that keeps pace with changing culture, a shift in perspective is necesshey.tRan
viewing only leadership that is competitive and measurable as the standare, a mor
balanced leadership with expanded ways of thinking and practice that leads to multiple
solutions to complex challenges, is necessary (Trinidad & Normore, 2005).

Our current language of leadership attaches gendered labels of ‘masaodine’
‘feminine’ to different styles. In terms of leadership, style is typiaanderstood as
relatively stable patterns of behavior demonstrated by leaders (Ealglgafanesen-
Schmidt, 2001). A more independent, directive, results-oriented approach is associated
with a masculine style whereas a more caring, collaborative, inclusmggeperiented
style is associated with a feminine style (Eagly & Karau, 2002). Widanay be true in
general terms, it is important that not to attach these labels to all worakmen.

Every man does not exercise leadership with a style defined as masculine. Neretges
woman exercise leadership with a style defined as feminine (Calasr&&m1991). It
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is important to bear in mind that the feminine or masculine labels associgted wi
leadership styles are related to gender as a social construction, although timech of
leadership research does not acknowledge this. Gender, race, class, androémnds elie
difference play a role in the development of leadership styles but do not definedre lea
(Wilson, 1996). Classifying leadership as either female or male supports theictsns
that divide women and men. Likewise, it is important to recognize that womgle's st
leadership should not be seen as stereotyping the ‘single’ way women lead lut rathe
offering feminine styles of leadership as something ‘other’ than tradityomeaid

masculine styles of leadership (Eagly & Johannesen-Schmidt, 2001). Femadieeskep
styles are not better or worse than masculine styles, they are simptewnlifind come at
leadership from a different perspective (Wilson, 1996). Understanding the differisn
imperative to understanding how to work together and to understanding how traditional
views of leadership reify the notion that leadership equals male.

Differences in styles matter because they are one factor that reay@bple’s
views about whether women should advance to higher positions in organizational
hierarchies (Eagly & Johannesen-Schmidt, 2001). Leaders occupy roles dgfthed b
specific position within the organizational hierarchy but they also function under the
constraints of their expected gender roles. While we might assume that wotheea
occupying the same leadership position would behave similarly, gendernymézdly
exert some influence on their behavior. Women and men holding the same leadership
position, are likely to behave is different ways (Eagly-Johannesen-Sc@di). This
difference occurs not only because people react to leaders according ¢etigered
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expectations but also because most people have internalized gender roles to seene deg
(Wood, Christensen, Hebl, Michelle, & Rothgerber, 1997). When women hold a
leadership role there is an inconsistency between expectations of heuc@auoalities

as a woman and the predominantly agentic qualities expected of leaders,(588¢).

The perceived incongruity between the female gender role and the expected
leader role creates a double-bind and subsequent prejudice toward femake Biadérs
show that women leaders receive less favorable evaluations than men whstylthes
more stereotypic of male leaders because this behavior is less ddsiramenen. In
addition, women are seen as having less potential for leadership because df cultura
assumptions that men are the ones who lead (Eagly & Johannesen-Schmidt, 2001).

Female leaders face one of two choices. If they conform to their gender rgles the
fail to meet the requirements of their role as leader. If they confornpaxr&tions of
their leadership role they fail to meet their gender requirements.

Women in Higher Education Leadership

Because there are greater opportunities for women to move into higher level
leadership positions today than in past decades, we do see some women in higher
education leadership advance into positions that could previously only be occupied by
men. In some situations allowing more women in higher level positions, the face of
leadership within the academy has changed. Female leaders often demdresiravent
unique characteristics, such as a more democratic and collaborative stgte and
increased concern for individuals. (Glazer-Raymo, 2007; Harrow, 1993). In oityamsza
with a higher percentage of female senior level leaders there tends todre flatt
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organizational leadership and authority is dispersed through the organizatiomallowi
for more team-based management (Trinidad & Normore, 2005).

When higher education institutions lack female leaders, female studentseare abl
to both see and feel it. Since more than half of the student body is women, it is
challenging for female students to understand how a system that is not based daw divers
will ever change enough to provide an environment that is welcoming for all of the
students, particularly when there is not equal representation in higher |lelerklap
(Chliwniak, 1997).

There is a complex system at work which creates challenges for women in
leadership positions. In addition to gendered role expectations, underrepresagitati
women in higher education has been attributed to a lack of strong mentors, difficultie
navigating family and career, and underdeveloped negotiation skills (Brown, 2005).

Clearly, the chilly climate of which Bernice Sandler wrote in 1986 hasoweypl;
but statistics indicate that while the climate may be somewhat lelss ithd still lacking
in warmth. Discrimination, in its various forms may not be as prevalent or as obsious a
it used to be, but it still exists in ways that are often so subtle they are difficanfront
(Harrow, 1993).

One of the ways that discrimination manifests itself is within the ‘old boy’
network which seems to have a powerful influence on the ability of women to rise to high
level leadership positions. A number of research studies indicate that women who have
strong mentoring relationships have a far greater chance of advanciegtilége
presidency than those who do not (Brown, 2005). Even if a woman has outstanding
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credentials, she can find it difficult to rise to high level leadership withongbe
recommended by a powerful, respected male leader (ACE, 2001; Brown, 2005) thus
reinforcing the notion that leadership is really best left in the hands of radkr$e The
implied message is that women are not considered capable leaders without the
endorsement of strong male leaders. The endorsement of a strong malel$eader a
implies that the woman is able to lead in the fashion of the endorser. If the woman is a
‘copy’ of the male leader, she might be considered capable, but if not, she is nohgiven t
opportunity to rise to a higher level leadership position. A consequence of this cycle is
that women are seldom able to support and promote other women into leadership
positions (Hegelsen, 1995). Because the percentage of women of color in senior
leadership is so low, promotion through mentoring becomes an even greater challenge
leaving few opportunities for women of color to rise to levels of leadershipevihey
can attend to the needs of female students of color (Turner, 2007).

Another barrier to advancement is that women often feel a greater need to
negotiate family obligations and career. Research indicates that womdre medyctant
to pursue higher level leadership positions because they believe they will have to
sacrifice their families (Harrow, 1993). This is especially concerfungollege
presidents. Female presidents are less likely to have a partneri;ubitipport with
family responsibilities than male presidents. Only 50% of male presidawnsspouses
working outside the home while 74% of female presidents have working spouses (ACE,

2001). For many women, the perceived price to her family is far too high.
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Additionally, women are typically not taught to negotiate the same veswyare.
This can result in slower advancement and lower salaries. In a 2007 studzoabAr
State University researchers offered students between $5 and $12 to play tlgabward
Boggle At the end of the game, researchers handed out $5 bills. Most of the female
participants took the money without further comment. Male participants, however,
negotiated with the researchers stating that they had offered between $5 anttk$12. T
men expected more. Likewise, women often do not negotiate for a higher saéary w
accepting a new position. They will frequently take whatever they aredffBabcock,
2007). Over the course of an entire career, the lack of negotiation not only results in
lower overall pay, but also results in reduced career advancement as waheselér
promote to gain higher level positions. Negotiation is seen as not being ‘ladlylike’
going against cultural norms and expectations (Babcock, 2007). Additionally, there is
anecdotal evidence that female faculty members may be less likadgatate for a
higher salary which may be a contributing factor to the discrepancy infemaddé
faculty pay rates (Porter, Toutkoushian & Moore, 2008).

The culminating effect of fewer women in leadership positions is that even though
the composition of the student body on campuses has changed significantly over the past
few decades, leadership, as stated earlier, does not reflect the student baldy. Car
Gilligan’s (1982) research on women’s moral development indicated that gender
influences a leader’s values and, potentially, the ways leaders influegeegations.
Imbalances created by inequality effects organizations negatiyelyds-representing
one style of leadership. Organizational culture is influenced by leaohets balance of
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leadership that incorporates an inclusive style could provide different values asd ethi
A balance of leadership styles could create greater cooperation, community, and
relationships and might better reflect the majority student population on campuses
(Chliwniak, 1997).

Additionally, the culture of higher education leadership, historically, has bee
established and implemented by men. Standards for tenure, areas of research, and
pedagogical practices which function as systems within higher educatiahbeoul
improved or enhanced if there was greater awareness and balancing out of gende
equality (Chilwniak, 1997). Closing the gender gap in higher education could @reate
more caring and equitable environment for faculty, staff, and students (Wilcoxs Ebb
1993).

Overall, movement toward a more equitable gender balance within university
leadership could contribute to a more expansive definition of leadership and what it
means to lead people and organizations (Airini €@08). Women are underrepresented
in higher education leadership, making it difficult to conduct research on theddffec
women'’s leadership on different types of institutions. While leadership stexiist that
examine the styles of men and women, the small numbers of women in higher level
leadership, particularly at the research university level, hinder the abitityly study
the effect of women’s leadership style on those institutions (Chilwniak, 1997). If
women'’s leadership styles are, in fact, different, the effect of more waniegher
levels of leadership might change the culture and the chilly climate ohv@andler
wrote.
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Leadership Theories

While leadership has been a topic of study since the beginning of recorded history
(Bass, 1990) modern leadership theory studies emerged near the beginning 8f the 20
century (Chemers, 1984). Trait theory was one of the first to be studied. Traitwasory
also called a ‘great man’ theory because it examined the characdesfahose
considered to be great social, political and military leaders. Trait tliedined a leader
as a man who possessed certain innate qualities which encompassed an effective
leadership style. Leaders could be clearly differentiated from follofikenghhouse,

2007). Being female did not figure into the list of inborn traits that made a gadel)e
because at that time, women were not thought capable of effective lead€rsmpefs,
1984).

While trait theory has been challenged and other leadership theories have
emerged and been studied, trait theory has never been replaced entirelyoi@usra f
trait theory are still considered viable today. The list of traits variegwbat, but
characteristics of intelligence, self-confidence, determination, ingegritl sociability
remain consistent as innate traits found in competent leaders (Northouse, 2007).
Interestingly, in a number of studies conducted over the years, masculinggnbeged
as an inborn trait necessary for one to become an effective leader (Northouse, 2007).

Trait theory operates on the notion that, regardless of the situation, the
characteristics of the leader are what are important. One criticimaitadheory,
however, is that no definitive list of traits or characteristics has been dedelope
(Northouse, 2007). Regardless, the majority of trait leadership studies and thegesulti
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lists of prevailing characteristics have been developed under a model of adleskep
with female leadership either not being considered at all or playing awetyrole
(Chemers, 1984).

Through the years, trait leadership was challenged and researchers thieif
focus from natural traits of leaders to behaviors or skills which can be |leAlorédouse
(2007) states that in 1955 Robert Katz had an article published in the Harvard Business
review titled,Skills of an Effective Administratatis article sparked an interest in
viewing leadership from a skills base rather than from inborn traits or petgonal
characteristics. Since then, researchers have developed theories whictustitin the
leader but with more emphasis on the skills a leader can potentially learrtihather
personality characteristics with which they are born (Northouse, 2007).

At one time, the role of women was not considered in leadership theory, because
not only were men doing the research, but women were not occupying leadership
positions. In recent years, however, women have increasingly occupied |lgadaliesti
and questions about their unique leadership styles have accompanied their ascent.
Without much in the way of role models, when women began to move into upper level
career leadership roles in the mid™2@ntury (Northouse, 2007) they often adopted
leadership styles that mirrored those of men (Trinidad & Normore, 2005). Howsver, a
more women moved into roles of influence and power, some began to adopt their own
leadership styles which drew upon and revealed their feminine traits anddsehather

than on the skills demonstrated by men (Rosener, 1990).
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The most common distinction made between male and female leadership style is
orientation. A masculine style of leadership is defined as being taskeatiand
concerned with accomplishing assigned tasks through task-relevantestifitnore
task-oriented leader is inclined to encourage subordinates to follow rules and pEecedur
maintain a high standard of performance and keep distinctions between leader and
subordinate clear (Eagly & Johannesen-Schmidt, 2001).

A feminine style of leadership is defined as being interpersonally oriented
concerned with maintaining interpersonal relationships and tending to the morale and
welfare of others (Northouse, 2007). Theories about female leadership oftert sugfges
women bring unique characteristics of compassion, collaboration and relationship to the
leadership role (Bass & Avolio, 2006; Eagly & Johannesen-Schmidt, 2002; blegels
1995). The style of leadership most frequently associated with female leaders
transformational leadership (Northhouse, 2007; Trinidad & Normore, 2005). Obviously,
all women do not adhere to a transformational leadership style, but a number of studies
indicate that many women are most comfortable adopting a transformatialeaklap
style (Bass & Avolio, 2006; Eagly, Johannesen-Schmidt, 2001; Hegelson, 1995;
Northhouse, 2007; Trinidad & Normore, 2005). A transformational leader is believed to
be concerned with the needs of the follower and works to help the follower live up to his
or her fullest potential (Avolio, 1999; Bass & Avolio, 1994). A transformational
leadership style allows the leader to address the emotions, values, ethicgjonstiaad
goals of the follower. The focus is not on the leader, but on the ability of the leader to
help transform the follower (Avolio, 1999; Bass & Avolio, 1994; Bass & Avolio, 2006;
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Eagly, Johannesen-Schmidt, 2001; Hegelson, 1995; Kuhnert,1994; Northhouse, 2007;
Trinidad & Normore, 2005).

The difference in male and female leadership styles is an important fadter in t
trend toward flatter organizational structures and more team-based manageme
(Hegelson, 1995). In particular, flattened structures, with authority dispersedhiout
the various levels, requires a different type of leadership that can be segmgs ha
feminine characteristics (Bass & Avolio, 1994). The more organizational seachove
toward a flattened leadership style, the more women may have the opportunitydo pla
role in the transformational change these organizations require (Trinidadn8oinr
2005).

Regardless of the increased number of women in leadership positions and
regardless of studies that indicate that many women feel most comforttibbe w
transformational leadership style, women in leadership positions often find thab, due
social conditioning, leadership is still considered the domain of men (Eagly & Kara
2002; Trinidad & Normore, 2005; Valian, 1999). Women are in a double-bind position
because the leadership skills they demonstrate are not always inthinghat we view
as male leadership. But, if a female leader demonstrates chatastenssistent with
what we traditionally view as male leadership, she is seen as behavingpraply. If
she behaves in a way that is characterized as more feminine, however, shees ast se
being a strong leader (Bartol & Butterfield, 1976; Valian, 1999). Femalergait
seems, cannot win. Not only are leadership positions more difficult to attain, buhonce
the positions, female leaders are faced with obstacles that seem impossudecome.
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Leadership studies that mainly focus on the leadership styles of men are
problematic also because previous ideas about male leadership were consederald as
rather than gendered (Northouse, 2007). Differences in gender typically haviedated
as irrelevant or invisible in practice. When leadership studies concerning wowgen ha
been conducted, they are typically framed through the eyes of men (UriZram&ord,
2000). Men are the norm against which women are measured and women are often
problematized as being deficient (Eichler, 1988). Or, the expectation is thagom
experiences can be adequately evaluated through the lens of men’s erpddaninig
the reality of gender ignored (Wilson, 1996). As a result, women have sometioptésch
male standards of leadership so that they can better fit into the culture. Tdriselsec
challenging when students do not see or experience a feminized leadigtshifyral this
becomes particularly concerning when the majority of students in higheatextuare
female and the majority of higher level leaders within the academyalee Again, the
leadership numbers and styles are not consistent with the population attendingoinstit
of higher education.

While the chilly climate has changed somewhat, this change has been slow and
incomplete. In addition to the conclusions drawn in studies on gendered leadership styles
scholarship, and experiences, this study concludes that there may be adalitibmelre
obscure reasons for slow changes in attitudes toward women in leadership that lie
embedded in the language used when discussing women in leadership and the

representation of men as effective leaders rather than women. In adgitbesssue as it
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relates to women and the need to change the current situation, it was importagt that m
research be based in feminist theory.
Feminist Theory

When looking at a problem through a feminist framework the problem is
approached from a woman'’s perspective, paying particular attention to thieeezes of
women throughout history (Lorber, 2005). While the voice of the feminist rese&che
an important factor in interpreting data, looking at the data through the fermanmst f
allows the social relations between men and women to be more transparent.tFeminis
theory provides an emancipatory frame which allows us to view the everydiayofor
women and how the issues facing women were, and are, generated by the&ager s
structure (Tong, 1998). The point is not to exclude or devalue men; it is simply to view
the problem from the perspective of women (Clough, 1992).

Feminist theory consists of a variety of divergent approaches to the condition of
women. There is a multitude of literature on feminist theory (Jackson & Jones, 1998)
which comes from overarching questions about traditional beliefs, value assumptions,
and disciplinary knowledge as they relate to women (Lorber, 2005). Regareiessst
theorists are united in acknowledging socially constructed and gended-imagjualities
in our society. All feminist theory presupposes that gender inequality detaediit is
central to social life and the way in which social institutions are structuceber,

2005). And, all feminist theories are based on the understanding that gender inexjuality i
socially constructed and that we can and should eliminate gender inequality through
social change (Baxter, 2003; Perreault, 1984). Despite the variety of fetinauses, the
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seminal point is that feminist research, framed in feminist theory, is nobjust a
collecting descriptive statistics or data. Feminist researclesawtth it an agenda
whereby the oppressive situation is not only described but also challenged (Tong, 1998).
The goal of feminist research is that it is research that is in the inték@smen, not just
about women, and must be emancipatory, meaning that it works toward the eventual end
of social and economic oppression of women created by perceived differendss(Lor
2005).

Beliefs about fundamental differences between men and women have prevailed
for centuries and most certainly have dominated Western culture (Bem, Smgorel
Lott, 1993; Lorber, 2005). Most common are the beliefs that men are inherently the
dominant or superior sex; men and women have different psychological and sexual
natures; and that the differences in men and women and the dominance of men is natural
(Bem et al., 1993). As a result of this thought pattern most Americans, prior to the
second-wave feminist movement of the 1960s, did not see any inconsistency in the
extreme differences in rights of women and men (Bem et al., 1993; Lorber, 2005).
Feminism in Higher Education

While the first-wave feminist movement made way for women'’s right tq ote
was really the second-wave feminist movement with its focus on a political apanda t
opened the door to feminist scholarship. The movement gave women the opportunity to
talk with one another about issues they regarded as important, added meaningite their |
experiences, and encouraged them to pursue academic goals (Gumport & Snydman,
2002). As the women'’s liberation movement grew in cultural influence, women in
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academia found a place for their voices to be heard. Women who entered graduate school
during the 1960s began to question traditional notions about how knowledge is formed,
verified, and validated (Lather, 1992). They began to conduct research from the
perspective of their life experiences and to challenge the idea tbataiesvas neutral

and objective (Rose, 1993). Their questions and divergence from the traditional norms
were not easily accepted but, over time, qualitative methods gained a degspect re
(Lather, 1992).

From the roots of the feminist movement and scholarship came women'’s studies
programs dedicated to research about women'’s issues as they related to swficture
patriarchy, sexual orientation and later, race, social class, and gendher (1892). In
addition, feminist scholars pushed academic institutions to allow more feneiéedr
organizations on campus in the form of women’s groups and women'’s centers. Out of
women'’s professional organizations came conferences and journals dedicateidisi fe
research (Rose, 1993). Through the efforts of early feminist scholars eseaech, in
many disciplines, concerning the issues that affected women and questioningyideolo
(Reinharz, 1992).

Within the discipline of education, feminist scholarship is largely responsible f
research that relates to gender, patriarchy, and emancipation from lorgaselsl
regarding women. Feminist scholars are concerned about conducting reseasth that
contribute to the welfare of women as well as contribute to knowledge (Reinharz, 1992;

Safarik, 2003) and are attentive to issues of difference, social power, politicainac
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and social justice with a commitment to changing the condition of women (Clough,
1992).

Feminist research grew from the early feminist movements and was aahnect
with the political aims of the women’s movements in many ways. The movement
provided legitimization and political support that allowed women researcherstto sta
publicly asking the questions they had been asking privately for some time.

The women’s movement outside of the academy asked questions about women’s
situations that female researchers then took into the academy to study. Women
researchers were members of the women’s movement and had a political conttmtme
ending women’s oppression. Feminist researchers continue to have that goal. This
commitment supplied a general standard against which to assess the kinds of questions
and problems that should be dealt with (Acker, Barry, & Esseveld, 1983).

Women have made significant academic contributions within higher education,
particularly with regard to feminist scholarship (Hesse-Biber & Led097). Because of
feminist scholarship, qualitative research which focuses on the experistoces, and
voice of the subject is regarded as legitimate (Safarik, 2003). Feminist stiolar
responsible for a shift in the way some researchers view themselvesempeas—but
as participants in research (Baxter, 2003). And, because of feminist scipplBnstinist
pedagogy has altered the way in which some educators go about leadirsgaiias
(Douglas, 2002).

The questions asked by early feminists continue to be controversial and apply to
feminist research. The question of whether men and women should be treated equally
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because they are basically the same or if they should be treated equtahlgedthey
are essentially different remains open for debate (Lorber, 2005). As muagesspr
resulting from feminist scholars has been profound, there are still hidden asgsismpti
about sex and gender which are deeply embedded in our cultural discourse, social
institutions, and our individual thoughts and beliefs that are visible and systemic in
reproducing male power even today (Bem et al., 1993).

The perspective of the feminist educational researcher is important because,
historically, scientific research has been conducted from an androcentpegtese.
Research conducted by men, for men, gave credibility and validity to theesqesr of
men, but research was rarely, if ever, approached from the perspective of (ftesse-
Biber & Yaiser, 2004). Feminist research also moves beyond just studying nvititke-
class males and instead focuses on studying populations that are relevanquistioas
being asked (Hesse-Biber & Yaiser, 2004) and concentrates on the expenehloessa
of women. Feminist research about women is almost always conducted by women
(Lorber, 2005) and approaches questions or problems from the standpoint of women
(Hesse-Biber & Yaiser, 2004).

Not all gendered research is feminist, however. To be considered feminist,
research must challenge gender oppression. A key component to feminist resteath i
it must work for social change. This means that feminist research cannot jusyidenti
gender oppression, but it must also inform and provide suggestions for change. True

feminist research is rooted in activism and social change (Hart, 2006).
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Due to the work of feminist educational researchers, qualitative, as well as
guantitative research methods both are now deemed credible. Previously, onlywresearc
that was conducted using quantitative methods was considered scientific and valid
(Lather, 1992). Positivism was based on facts and measurable outcomes. The belief wa
that positivist research deals only with facts and does not deal with valuesgPower
2007). The result of the value-free perspective is that any research that isetboba
pure facts can be rejected as lacking validity (Lather, 1992).

Qualitative research focuses on the interpretation of social theory anductettr
scenarios and argues that knowledge cannot be free of values (Lather, 1992). The notion
that dealing with facts is better than dealing with values, or that factglpriing ability
to distinguish between theory and truth, suggests that dealing with only facts groduce
results that are ultimately better for humanity and free of externalsvéasvers, 2007).

Feminist researchers contend that ideals of objectivity, prediction, control, and
value-free research are, in and of themselves, values. If we do not acknowledgéuthat
systems are, in fact, in place and operating we are obscuring the fact thataues
systems are functioning to oppress people (Althusser, 1971). On the other hanch resear
which identifies oppressive systems offers an alternative interpretatiocea provide
the tools to enable change (Lather, 1992; Powers, 2007).

Conducting research that studies women'’s experignc@gmen and not just
aboutwomen demands a rejection of value-free research. The point of femingthese
is political. It is not just about reporting on a situation, it is about exposing tlenseas
creating the situation and calling for something different (Hart, 200&elcpP005).
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One way to view the unequal social balance between men and women is to
examine discourse from a critical perspective. If we understand theeomays that
power, gender, and ideology work within language, we are able to analyze ahthesje
discourses that sustain a gendered social order.

Critical Discourse Analysis

In this study of leadership course text, | used Critical Discourse AsdIyBIA)
as a way to look at systematic bodies of knowledge (or discourses) produced within the
text and examine them for messages regarding gender, race, perfqramahgewer.

The foundations of CDA come from critical theory. It is important to note, however, tha
CDA is both a method and a theory. For the purposes of this dissertation, | begin the
discussion of CDA as a theory. In Chapter 3 | detail CDA as a method used for my
analysis.

Critical discourse analysis is situated in critical theory. Critlvabty differs from
scientific theory primarily in three ways. They differ in their gaald in the way that
they can be used. Scientific theories aim at successful manipulation ofé¢hsaéxtorld
whereas critical theories focus on making us aware of hidden coercion, howteoebec
free of the coercion, and to identify where the source and true interdstsoafercion
lies (Wodak, 2001).

Research conducted by critical theorists rest in the claim that true kigenke
not value-free. Rejecting exclusive positivist research, critical #te@rgue that the
assumption that fact and value cannot be separated implies that dealing brifctsiis
somehow better than dealing with values, because facts provide what is assumed to be a
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independent basis for distinguishing between theory and truth. The assumption implies
that dealing with quantifiable facts will produce outcomes that are bettbufmans than
outcomes produced by research that is qualitative (Powers, 2001). Criticatthleave
pointed out that the ideas of objectivity, efficiency, prediction, control, and value-
freedom are themselves values. If science is free of values, wescanesthat science is
also free of ideological consequences. The assumption of value-freedonarigcess
excludes inquiry into the possibility that science contributes to oppression through
ideological means (Chouliaraki & Fairclough, 1999). Logical positivigrdgitic

methods disregard the possibility that meanings attached to actions by pegileeni
different than the meanings constructed by science. Positivist leseduxes the
concept of human agency to that of objective, measurable, value-free, geoiaial s
structures. Critical theorists believe that individuals can influence, and arenicéd by,
social structures (Lazar, 2005).

CDA emerges from the traditions of both critical social theory and linguisti
analysis (Chouliaraki & Fairclough, 1999). Critical social theory critiqust®rically
based social and political institutions that oppress groups, with the intent toseettrea
oppression by providing people with the insight into their situation. CDA tries td avoi
presenting a simple deterministic relationship between text and social ey tcowever.
Taking into account that discourses are structured by dominance, every disgsourse i
historically produced and interpreted, and dominance structures are legjitinyat
ideologies of powerful groups, it is possible to resist unequal power relationships if
expose them (Wodak, 2001). Without prescribing exactly how to self-liberatealcritic

38



social theory focuses on exposing oppression to provide the opportunity for people to
decide how to change their situation (van Djik, 2001). The basis of critical Humoai/

is to describe how people exist relative to historically based dominant ideology that
influences social practices. Social practices contribute to oppressivecexps.
Ultimately, the goal of critical social theory is to emancipate peapée@nsequence of
their becoming aware of an alternate interpretation of their situation (@redul&
Fairclough, 1999).

Critical discourse analysis emerged from a small group of scholars inrthe ea
1990s. A small symposium in Amsterdam in January 1991 allowed the scholars to
discuss and debate their various and distinct approaches that still mark CDA today
(Wodak, 2001). In the process, differences in both theory and method were exposed.
Since that time, additional scholars and approaches have entered in the discussions and
applied their methods, which explains the wide variety of different approaches,
theoretically and empirically, as well as the various tools used to analgpeidis
(Wodak, 2001).

Originally a form of discourse and text analysis emerged in the 1970s that
recognized the role of language in structuring power relationships in sddiety of the
linguistic research at that time was focused on the formal aspectgoatgnand much
of the sociolinguistic research was aimed at describing and explaining dgngua
variations, change and structure but with very little attention to issues of secathy
and power (Wodak, 2001). When the CDA scholars banded together in the 1990s they
began to construct basic principles of CDA which saw language as a social phenom
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The basic principles expressed an understanding that individuals, institutionsgiahd so
groupings all have specific meanings and values, expressed in languagedansl oe
hearers are not passive recipients in their relationship to text (Kress, 1989).

Over time, scholars continued to work on her or his own style, brand, and focus.
Modeling a CDA method after the style of a particular scholar is tied to pleeofytext
being analyzed, the oppressive system being exposed, and alignment of philosophical
underpinnings (Wodak, 2001).

CDA begins with an understanding that discourse in the form of language
(written, spoken, or visual images) is an element of social practice. Langoages our
thinking while at the same time our thinking shapes language. This is espegally tr
systems of oppression and is particularly evident in social practices dedhng w
economic, organizational, and political objectives (Chouliaraki & Fairclough, 1999).

CDA is analytical research that studies the way social power abuse, dominance
and inequality are enacted, reproduced, and resisted by the language of {adkgdtext
visual images (van Dijk, 2001). Value systems and associated assumpticgasded
as belonging to certain discourses. Because social practices are prodlpedoatuated
by language, there is a need for critical analysis that can illummioatnly how those
practices are formed and reproduced but also how the aspects that arentstcamebe
altered or mitigated (Chouliaraki & Fairclough, 1999). A basic goal of @A
contribute to an awareness of what is, how it came to be and what it might become. These

transformations from what is to what can be are, in large part, a function of discourse
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Discourses have the effect of reinforcing ideologies which are mamifestial
practices by the habitualized ways that we apply our knowlefdgeeryday lifeto
everyday life (Wodak, 2001). Ideology is an interpretation or representatiooiba s
relationship that creates meaning and has consequences. Marxist theobgd dsxv
people were oppressed by the operation of an unacknowledged value systeirbgreate
the owning class. The effect of this ideology was the oppression of working class peopl
(Chouliaraki & Fairclough, 1999).

Habermas argued that there are other ideologies besides capitatifmmdtian
as unconscious and unacknowledged tools of oppression. He claimed that language
reinforces those ideologies by legitimizing ‘unarticulated relationsgsrozed power.’
(Wodak, 2001, p. 3). Practices are constituted throughout our social lives within culture
and through discourse (Chouliaraki & Fairclough, 1999). Discourse in the forxt & te
influential in its ability to bring about change in knowledge, beliefs, attijlatesvalues
(Fairclough, 2003). The goal of CDA is, fundamentally, analyzing both opaque and
transparent structural relationships of dominance, discrimination, power, and asntrol
manifest in language. Critical discourse analysis studies how social pbuss,
dominance, and inequality are enacted and reproduced in text (van Dijk, 2001).

Texts are not random. They do not stand alone, but rather, connect with other
texts, sometimes systematically and sometimes unsystematigtatgments, claims, and
theories are repeated, setting up a network of thought and discourse (Luke, 1995). The
manner in which the reader or hearer takes these discourses and uses themateformul
and articulate their own version of the world, depends on the context in which the
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discourse is being read; events and practices that relate to what is bdjrancepast
experiences with what is being read. People construct meaning based on their prior
experiences with language and texts as well as the meaning they cuiacelpn what
is being read (Fairclough, 2003).

Discourse consists of recurring statements and words across texts (Eoucaul
1972). They are identifiable through their meaning, but are not fixed or static. Descours
can be fluid and dynamic as language shifts slightly and meaning islaDéseourse
analysis can expose the reader to the ways that texts position or manipotatBdkeer,
2003). Texts do not just portray social relations of domination and subordination. Texts
can actually create relationships of power by forming a relationship bethe&xt and
the reader (Fairclough, 2003). Discourse analysis can reveal the wayrdessupports
hegemony (Chouliaraki & Fairclough, 1999). Where discourse creates ‘conemss’s
discourse analysis disrupts common sense and reveals the way languagy®serve
maintain power relationships (Bierema & Cseh, 2003).

Gramsci’s concept of hegemony is helpful in understanding and analyzing
relations of power as domination. Hegemony is relationships of domination based upon
consent rather than coercion and involves the naturalization of practices anddiagir s
relations as well as relations between practices and common sense (Ckidtliara
Fairclough, 1999). Consequently, hegemony emphasizes the importance of ideology in
achieving and maintaining relationships of power. What is taken for granted masis pow
differentiation and inequality (Fairclough, 2001). Historical context of langpkys an
important role in social construction and the perpetuation of ideas, identities, and
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expectations (van Djik, 2001). Many theories of social constructivism clainmetttant
the form of discourse plays a large role in construction of the social worlte(BaR03).

Discourse theory spans a broad range of theories, most of which have their origins
or influence in the work of Michele Foucault (Fairclough, 1999; Mills, 1997). Foucault
was not explicitly a discourse theorist, but he did develop ideas about discoursee¢hat ha
influenced discourse methodologies (Weedon, 1997). He contended that discourses form
hierarchies and power structures which become internalized as truth (Fol@aR)t
Discourses are forms of knowledge or powerful sets of assumptions, expectations, and
explanations which govern mainstream social and cultural practice ¢(faincl2003).
There are systematic ways of making sense of the world by determpmiveg relations
within all texts. There is never just one discourse, however. There are aliffasent
and competing discourses (Baxter, 2003).

Working off of Foucault, Norman Fairclough has been influential in establishing
CDA as a direction of research and, most particularly, analysis of the vdirnensions
of power. Fairclough emphasizes that language constitutes our social idestitial
relations and systems of knowledge and belief (Fairclough, 2003). Howevelpkgtirc
does not just limit discourse analysis to the study of text but also to broatenisys
discourses defined by institutions or domains such as politics or the media. Th&cappr
to discourse analysis lends itself to a better understanding of intertgxtudhte social
practices which are formed through different levels or dimensions of discursive.event

Discourse analysis is not simply the analysis of text, but texts anebdeksand then
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interpreted relative to the process and production of the discursive practicanadiiqpi
is given in terms of the discourse as a social-cultural practice (van Djik,.2001)

Some discourses are more readily accepted and supported than others. The more
dominant discourses are those that are more readily accepted (Fairclough, 2001).
Discourses that reinforce notions of patriarchy are easily acceptatuasl mand
discourses that reify power structures are often not questioned. Other diseperses
considered alternative ways to make sense of everyday life (Luke, 1995). SAdt athe
dominant discourses can become privileged and seen as normal and natural within the
culture (Mills, 1997). However, even if a dominant discourse is privileged, that does not
imply that alternative discourses are repressed. Foucault suggests thatidenst
envision discourse as being divided into accepted and unaccepted discourses. He stated
that “a multiplicity of discursive elements come into play in various sfiedg& (Foucault,
1972).

Much of Foucault’'s work has been utilized to alter ideas about identity. Foucault
maintained that individuals should change from seeing themselves as rational, thinking,
and self-contained and instead see themselves as subjects altered lppotireaetisvhich
are encountered (Foucault, 1972). If discourses are the products of ideology, subjects
changed through ideology. Consequently, the status quo can be changed if individuals
learn to see ideological systems and work against them (Fairclough, 2001).

By examining discourse we can see the interaction between discourse aityl ident
and the way in which subjects can become agents for change. For example, instead of
seeing women as passive products of discourse or as victims of male oppressam, we
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actively intervene on our own behalf if we understand the message of the discourse
(Mills, 1997).

Discourse theory does not suggest that discourses function in terms of those
dominant and those dominated. Some discourses are considered dominant because they
are more readily assumed. The dominant discourses tend to be reaffirmed through the
use and development within the culture. As a result they can appear as obvious or
familiar. By becoming normative, discourses can obscure other discoutbedact that
there are other discourses available (Chouliaraki & Fairclough, 1999).

By focusing on the idea of discourses, Foucault tried to understand the rather
complex relationship of language and power. Foucault felt that language &sna isys
not neutral, but that it exists within discourses (Foucault, 1972). In his view, discourses
can produce power as well as project power between discourses and reinforcerthem. O
he believed, discourses can be undermined and made fragile which ultimatehsdttise
power within the discourse (Foucault, 1972).

In the context of the higher education leadership course curriculum, it is important
for course instructors to examine their own biases regarding power and lgaftarshi
ways that they may reify the existing ideas and continue to perpetuate avbhich
undermines female leaders. CDA can be used to examine two types of pealagogic
practice, visible and invisible. Visible pedagogies are characterizaddsythat are
explicit between the teacher and student. These are rules that relate to agpropria
conduct in the educational interaction such as the sequencing of topics, pace of,learning
and criteria for evaluation of performance. Much of the visible pedagogy is
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communicated through the course syllabi and focuses on performance and outcome
(Chouliaraki & Fairclough, 1999).

Invisible pedagogies are characterized by rules which are visible teaitiger but
hidden from the student. The focus of invisible pedagogies is on the internal development
of the learner rather than on external performances. Invisible pedagoggdsdraa
hidden code which is difficult for disadvantaged or oppressed students to read and
control. Students can be differentiated in terms of the unique way their learning is
internalized (Kress, 1990). Gender, class, and race related learning outobmessible
pedagogies can be linked to social effects which can then be played out in the
professional work. Invisible pedagogies can serve to reinforce oppressoms,fac
perpetuating social norms (Chouliaraki & Fairclough, 1999).

Within the higher education leadership course curriculum, texts are chosen, by
faculty, which will shape both the teaching and learning of students. Educational
institutions serve to both educate and socialize students (Basow, 2004). In addition,
curriculum has the capacity to shape the identities of students and influencéitbdesa
about others (Rois et al., 2010). The connection between the text used in the classroom
and the leadership philosophy of the instructor is important because the curricalum ca
implicitly affirm gender, race, and class hierarchies (Rois et al., 2Ri®)jmportant for
faculty teaching the leadership courses to understand the way the text thejidsere
may influence their teaching as well as the way students perceivesk@addhe
classroom is influential, in that, hierarchies of power may be perpetuatedtyident
development may be skewed or consciousness may be raised (Duncan-Andrade, 2004). It
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is vital that the instructor understand her or his own position with regard to leadership
and the way that the texts being used in the classroom, as well as their dwigtaaay
influence the students. Professors may not recognize their own biases and theyway the
perpetuate cultural ideology and understanding (Duncan-Andrade, 2004).

When looking at course text for implicit and explicit discursive messagss, it i
important to consider the invisible pedagogy that may be reinforced by tagess
within the text and to consider how students and professors might position themselves
differently in order to work in opposition to ideological and hegemonic structures that
position women as less desirable or less capable leaders (Chouliarakclugdir
1999).

It is important to point out that this study does not include critical discourse
analysis of the leadership course pedagogy. The purpose of this studydaminesthe
discourses produced in the most frequently used course text. It is necessaryrto bear
mind the influence of pedagogy, however, when considering the discursive nsessage
the text and to consider how the position of the course instructor and other students can
detract from or encourage discursive messages that set up discriminatiodgstioward
female leaders. It is beyond the scope of this study to conduct a critical désanalgsis
of pedagogy but it is essential to understand the influence of pedagogy on tlwolassr
discourse.

Post-structuralism

This feminist critical discourse analysis is intended to be emancipatorjuire na

by exposing the way language is contributing to hegemonic notions regarding women in
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leadership. It has post-structuralist elements although is not entitedesitwithin a
post-structuralist framework, primarily due to the intended emancipatargroat

Within post-structuralist theory individuals are always subject to discursive
practices and the way people identify themselves is shaped by cultunadetagons of
discourse. Individuals who are powerful within one discourse can find themselves
powerless within another discourse (Weedon, 1997). Additionally, post-structuralism
maintains that individuals can be multiply positioned, meaning that they have the abili
to recognize the discourses in which they are being positioned and to choose to adopt the
subject position or resist it (Baxter, 2003). Individuals, then, do not have to be at the
mercy of competing discourses. This does not mean, however, that an individual has
complete control of the subject positions they choose. There is a limited rangsibfepos
subject positions (Powers, 2001).

Post-structuralism is a philosophical ‘response’ to structuralist thoughthwhic
maintains that structures within our culture are produced by the signs andessgnifi
which have meaning and are created through language (Powers, 2007). The theory of
structuralism originated in the study of linguistics by de Saussure budextéto other
aspects of social and cultural life. Signs, or the meanings of the words, were
characterized by their differences from one another. This charactamifdito a system
whereby differences were emphasized in binary structures such as male/tz
black/white (Alcoff, 1988; Lather, 1992; Scott, 1988).

The effect of structuralism was that categories or concepts did not take the
meaning from the nature of the world, but rather, by the nature of language and the
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relationships of the signifiers (Lazar, 2005). Structuralism forms the loageg$t-
structuralist thought which expands the theory beyond the boundaries of structuralism.
Post-structuralism has a number of definitions and is, by its nature, chajéagionfine

to only one explanation. For this reason, post-structuralism is sometimazextias

being too obscure and lacking validity (Olssen, 2003).

Post-structuralists assert that meaning is created through discodrsanaot be
limited and knowable (Lazar, 2005; Olssen, 2003). The meaning of something is not the
point, but rather, the point is to identify the effect of the meaning on social life
Difference is not defined as the identifiable difference between idéhgifiaings but
rather the effect of the difference (Chouliaraki & Fairclough, 1999; 0|s€#3). The
outcome of post-structuralism is to work against discriminations based on sgxlass,
or gender (Lather, 1992). The method cannot, however, be limited to simply abstract
theoretical reflection. Post-structuralism allows for examiningargstructure,
deconstructing it and transforming it by showing where it excludes andndisates
(Safarik, 2003). Feminist methods which turn to post-structuralism, focus on how ‘truths’
are embedded within language (Lather, 1992).

Jacques Derrida is credited with introducing the idea of deconstruction.
Deconstruction is not a method, nor an act, nor a practice. Derrida said it is not even a
philosophy (Royle, 2000). It is, by its very nature, quite complex. Because it is
conceptual and not structural, it can be difficult to explain. Deconstruction requires a
close reading of a text, examining and exposing hierarchies and hidden oppositions,
inconsistencies and contradictions (Bloland, 1995).
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Derrida takes issue with modernist assumptions about language and reality. The
typical assumption is that thoughts and realities are in play prior to languagedis
language is the vehicle for communicating ideas and describing reaiyd®
maintains, that in actuality, language comes before knowledge and the wordgeeari
in constant flux. He suggests the need to search out and expose internal contradictions in
language in order to show that meaning is always changing (Bloland, 1995).

Words do not merely state things but all words have an effect of some type.
Deconstruction seeks to take into account not only what is stated in language but also
what remains to be thought or experienced from the statement (Martin, 1990). In other
words, deconstruction looks for what is not present in the statement.

The central arguments of a text are ignored as deconstruction looks to what has
been omitted, erased, or withheld. Derrida says that binary oppositions such as
subject/object, male/female, black/white, work to construct hierarchiesnBiegction,
then reveals the hierarchies and demonstrates their arbitrariness. The point of
deconstruction is to undo, reverse, displace and resituate the binary opposites (Royle,
2000).

Derrida contended that writing is never a simple means for the preseradhti
truth. Language cannot be neutral or void of meaning. Our values are intbiptete
things. Interpretation is not an explanation. Interpretation is the introductioraoimge
Deconstruction seeks to take as fully into account as possible, experience aihgd identi
(Royle, 2000). Derrida’s point is that writing is never a simple meansdgrdsentation
of truth. Language cannot be a neutral container of meaning (Martin, 1990).
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It is important to understand, however that deconstruction is not concerned with
destroying language or meaning. Deconstruction goes beyond language to the unspoken
or unacknowledged meaning within the language (Royle, 2000). The destabilization of
text does not have to be destructive. It is, actually, a destabilization thquised for
progress. Deconstruction does not prevent or obstruct the quest of intelligialityush.

It does, however, maintain that whatever truth is attained is not final or absdalten(B
1995). While deconstruction itself is not a method, the underlying notions about
deconstruction inform the post-structuralist elements of the feministatmiscourse
analysis method that | used in my research.

Feminism and post-structuralism have elements that work together and slement
that are in opposition to one another. Together they form feminist post-struaturalis
which is characterized by an understanding that there are multiple and di\estsees
of women. Feminist post-structuralists also believe that gender is sométhimpgople
act or do, but it is not something that they are (Baxter, 2003; Butler, 2004).

And, feminist post-structuralists believe that sexism needs to be fought in
individual lives rather than by central policy (Fixmer & Wood, 2005). The traditional
model of politics is associated with laws. Feminist post-structuralgie ahowever, that
compliance with laws does not create social change. Individual activismti€wwhtes
change (Lorber, 2005).

In order to identify sexism within leadership text and initiate discussion about
commonly held beliefs regarding women as leaders, the discourses in this steidy we
analyzed with some post-structuralist elements with the goal being twelissnd
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expose the ways in which power and dominance are produced and perpetuated within
texts. Like Derrida, feminist scholars recognize that texts are mewacent, but always
interwoven with structures of power (Jackson & Jones, 1998). When leadership models
and theories are presented in written texts, there appears to be little conedratfar

there is comparable representation of male and female style, position, peespectd
power. While gender-neutral language is often used in leadership text, thyelbe ma
nuances in the language used or, there may be an all out absence of women in the
language (Chliwniak, 1997).

Additionally, feminist post-structuralist discourse analysis is defindxb g
fundamentally concerned with analyzing both the obvious as well as the more hidden
relationships of dominance, discrimination, power, and control represented in language
(Tischer, Meyer, Wodak & Vetter, 2000). It looks for social inequality expressed i
language.

An important component of feminist post-structuralist discourse analysis it that
takes issue with the idea that women fit into a fixed, unchanging categoty. Pos
structuralism recognizes the unevenness, ambiguity and changeabilityeaf po
relationships between men and women. Post-structuralism sees women as powerful a
times and powerless at other times, depending on the competing discourses (Baxte
2003). This is not to say that feminist post-structuralist discourse analysidersnsi
females and males to be equally positioned regarding power. Instead, it focuses on t
discourses of gender differentiation that dominate and, in spite of other discohiges w
position women as powerful, create interactions within the discourses that create
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confusion and ambiguity as to where females really are located withl tegaower
(Weedon, 1997).

In addition, feminist post-structuralist discourse analysis is conceriled wi
deconstructing discourses of gender differentiation. Instead of viewing male domina
and female subordination as a universal phenomenon to which all women are subject,
feminist post-structuralism maintains that different gender discoatsgifferent times
and in different contexts have produced the unequal gender relations. By deconstructing
gendered discourses we can expose the ways and contexts in which tension is produced
(Gavey, 1989).

In this study, through a focus of feminism, discourse analysis and some post-
structuralist elements, | exposed the ways that discourse can diminisketbéwamen
as leaders both in the way we see leaders from a social perspective and Wwmeay
adopt subject positions which either do or do not allow them the freedom to accept the
leadership role.

The feminist approach to my research positions the discourse of gender
differentiation and unequal power relationships such that they can be viewed as the
reason why women are excluded from public office and senior leadership positions in
business and higher education. Using a feminist post-structuralist approatiscthese
can be viewed both from the viewpoint of how females have integrated into higher level
leadership roles and the ways historical, restrictive, and gendereidgsdzive and

continue to hinder women.
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Feminist post-structuralism works to change the modern notion that females are
discriminated against by male dominance (Lorber, 2005). If we alter th@ideminine
and masculine identities and instead acknowledge the production of a multiplicity of
gender identities we are able to better able to understand the complexity pbwewis
constituted between men and women as well as between individual women (Weeden,
1997). This altered view takes the focus away from the idea that power is @hhyhel
men and allows for some of the cultural shift in leadership that we have seen in the past
few decades.

Some of these post-structuralist elements help to define the feministlcritic
discourse analysis method used to analyze the discursive messages of thkipetaktr
Higher education is still largely steeped in hierarchies. The discipliaegr@anged in a
hierarchy that gives preference to the physical sciences over thiessganaes and
humanities and to the arts and sciences over education. Research is above teaching
doctoral programs over masters, bachelors over associates. Privateoedsaaer
public education, professors over students, administrators over professors, tenured over
non-tenured professors. Institutions of higher education see themselves agmstitut
with responsibility for creating and distributing knowledge, values and meaning to
students (Bloland, 1995).

This study aims to examine the discursive messages of gender, race, peréprma
and power in leadership text to expose the ways the text sets up a relationship of power
with the reader. By identifying the ways the text create relationshipsvedr, it is
possible to identify how the text being used in leadership courses has the capacity t
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contribute to the leadership gender gap in higher education by reifying tothores,
attitudes, and expectations regarding female leaders.

The following chapter details how I utilized feminist theory and criticedalirse
analysis as well as some post-structuralist elements to creatthadnof critical
discourse analysis to examine the discursive messages of gender, racegoedand

power in a commonly used leadership text.
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CHAPTER 3: Method

In this chapter | discuss my role as the researcher and explain whyaheches
and the research method are meaningful to me and why | chose a critical @iscours
analysis method. Next, | detail how | arrived at the body of literaturesolfos this
research by choosing the top 10 higher education programs in the United States and
contacting them for copies of their leadership course syllabi. | alsaluetoe
theoretical foundations of the discursive themes through which | analyzedttHe te
describe the steps | used to conduct a pilot study and how that study informed tile critic
discourse analysis method | designed for this research. | conclude {btisrchigh a
discussion of the validity of my research approach.
Researcher Positionality

The quest for a research method for this study has been fraught with unexpected
changes and discoveries. While | knew what type of research | wanted twato, |
unclear about the method. | would find one that seemed to fit but, as | dug deeper, | oft
found the intended method lacked elements that would be important to my research.
Because | knew that | wanted my study to be centered upon the experiences nf wome
and gender inequality, | knew the conceptual framework had to be grounded in feminist
theory.

As a method, critical discourse analysis was fascinating and appealedagemy
of language. When | stumbled upon the method | knew | had found a way to approach my
study which upheld my contention that language, in text, has a powerful effect on what
we think and believe and the messages we internalize. Critical discoussssaimad the
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open ended and interpretive outcome this study called for. This was the method that
would allow me to analyze the discourse in leadership text to confront sexist @hd rac
messages regarding women as leaders. Messages whose existence | lesistedeand
then, over time, came to realize were a part of everyday culture. Mesdagks
influenced decisions | made and the direction my life took.

As | searched for a method for my research, | knew it had to take a femimist for
because it would deal with the experiences of women. But, | also knew that thielresea
had to acknowledge that progress has been made, not only since the feminist movement
of the 1970s but also since my time as a student in the 1980s. My research also had to
embrace the fluidity of change and progress, and the reality that in some settors re
progress has been made and in others little progress has been made. My redearch ha
embrace the experience and voices of women. | could not position the type of research |
wanted to conduct into an analytical, detached, quantitative method that would silence
both my voice and the voice of my former classmates and co-workers. Whilésthere
place for quantitative research in this area of study, my research reeesaiqualitative
study.

Feminist theory and critical discourse analysis theory addressed eayaies
concerns but | still felt that something was missing. After much seardHinglly found
that what was missing was a post-structural element. Post-structugaenvoice to my
own personal experiences of both discrimination and advancement. | had, at times in my

career been multiply positioned as one whose identity as a woman had beereatdeterr
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and one whose opportunities were vastly increased because of the advances gur societ
has made due to the work of earlier feminists.

As | worked post-structuralism into my method, | found several obstacles tha
disrupted my progress and seemingly did not fit. Yet, there were some aspmst t
structuralism that were important to include. For a while | worked towargrdegia
feminist post-structuralist discourse analysis method but finally dettiea feminist
discourse analysis method with some additional post-structuralist elemdniis thVg
difference might appear nuanced, | did not, ultimately, feel | could defimeskarch
method as comprehensively post-structuralist in its entirety. | detgbstestructuralist
elements as | explain the research method in this chapter.

| approached this study with an understanding of my role in the research process
Lincoln & Guba (1985) refer to the researcher’s role as being an ‘institiin the
process. This conceptualization identifies the important role a reseptapin
designing the study and shaping the findings. It also emphasizes that in atajigeal
study the line between researcher and research method can become blurred.
Consequently, it is vital that | acknowledge the influence of my own persondpsiat
and experiences in my choice of method (Lincoln & Guba, 1985).

Regarding my role as ‘instrument’ in this research, it is important totnateny
role both as someone who doubted the validity of sexism claims and then someone who
experienced them firsthand has allowed me to experience both sides of thensitgti
familiarity with being a ‘doubter’ regarding sexism and a ‘recipient’ gtesime with
both an ‘insider’ and ‘outsider’ perspective for this inquiry. This perspectilieeimtes
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the research process in a number of ways. It affords me the opportunity to plitimys
both roles as | examine the text. | am able to identify ways that languagiéwist to
the current gender gap and it affords me a level of understanding regarding rssw sexi
can easily be overlooked or regarded as invisible. In addition, my experiena®lwith
blind racism provides me with perspective as one for whom the lack of women of color
was simply unnoticed when | was a young Master’s student to my currens iletste,
female Doctoral researcher who is aware of racism and the needfbeiekposed and
altered.

To that end, however, there are criticisms of CDA and the inability of the
researcher to step outside of the text and analyze it objectively. A printarptCDA
is Schegloff (1998) who maintains that CDA researchers often apply socadlogic
categories to the analysis and thereby impose their own preoccupations on theeadiscours
creating a “theoretical imperialism” (p. 170) which obscures other poteategaries of
analysis. Additionally, Schegloff says that the “analyst’s theotgiremccupations
determine not only what data is selected for analysis but also how it éveerc(p.
170). In response to Schegloff, Chouliaraki & Fairclough (1999) state that:

Any discourse is open to no end of formal analysis, and all forms of

formal analysis are theoretically informed. This is not an argument that

‘anything goes’ — on the contrary, we shall argue that CDA should be

answerable to text in a significant sense, but Schegloff's version of this in

indefensible (p. 7).

Obviously my role as ‘insider’ is not unproblematic. While my role as ‘doubter’
took place before my firsthand experience with sexism, my later expesieftbat cause

me to have a strong interest in shedding light on it. As a result, it is importahp#iet
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careful attention to the assumptions | was bringing to the textual data andésagr a
method that looked at the data through a theoretical lens that blended interpretative,
critical, and post-structural approaches to balance and sustain my rdeasher.
Body of Literature

Because | wanted this research to be relevant to the topic of under repi@sentat
of women in higher level leadership positions and because | wanted to connect the
findings to the pedagogy used in higher education leadership courses, | &t it w
necessary to use text that is currently being assigned in higher educatershga
courses. The body of literature chosen for this study comes from common tktsyus
the top ten higher education programs in the United States as repod&diNisws and
World ReportIn spite of controversy among administrators over the validityNews
and World Reportankings, this well known magazine continues to influence student
decisions regarding attendance (Bastedo & Bowman, 2010). A number of magazines and
other organizations have emerged in recent years that offer their raokic@keges and
universities butJS News and World Repartaintains the most influential print media
position in the United States (Bastedo & Bowman, 2010).

After reviewing the 2010 edition of théS News and World Repprthich
detailed the top ten higher education programs in the United States, | contabtetl eac
the institutions: Pennsylvania State University, University of Michiganyeéssity of
California, Michigan State University, University of Southern California, Usite of
Georgia, University of Maryland, Vanderbilt University, Indiana Uniitgrand
University of Pennsylvania, to request a copy of their Higher Edudatiadership
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course syllabi. Not all of these institutions had courses specificallgrazsior higher
education leadership. Some responded that they did not offer leadership courses, some
responded that their leadership curriculum was embedded in other course topics. Three
did not respond to multiple inquiries, as shown in Table 1.

Table 1

Response to Request for Leadership Syllabi

Institution Leadership Leadership No Leadership No response to
Course Included Curriculum Inquiries

Penn.State

Univ of Mich X

UCLA X
Mich State X

Univ of So X
Cal

Univ of X
Georgia

Univ of X
Maryland

Vanderbilt X
Indiana State X

Univ of Penn X

Using the syllabi, | recorded the listed course texts in an effort to locateoie m

commonly used leadership texts. Interestingly, of the well over 100 resogtedsoin
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the syllabi, only six were used in multiple courses. Of those six, five were publishe
books and one was a journal article. For the purposes of this study | chose the tanonica
work, ‘Reframing Organizations: Artistry, Choice, and LeadershipBbdlman, L. G. &
Deal, T. E. (2003). This text was listed most frequently on the course syitabi a
interestingly, in a search for education dissertation titles published in tred\Btdtes in
the past three years, 13 referenced Bolman and Deal’s Four-Frame éiatys title
and an additional 31 dissertation titles appear when | searched for thétwpien and
Deal’s Four Frame Analysi{See Appendices A and B for complete lists of dissertation
titles). In addition, | searched for how many times the top three professighat hi
education journals had articles which cieframing Organizations the past three
years. | found four citations. (See Appendix C for a complete list of journdedities).
Additionally, this book is used in a variety of other fields. Given the range of influence
the book is afforded, | wanted to examine the text using CDA and assess to what deg
the text may have hidden gender and racial bias.
Method Design

Prior to conducting this research | utilized a Harvard Business Review journal
article that was listed on multiple course syllabi, ‘What LeaderdyReal’ by J. P.
Kotter (1990) to conduct a pilot study using my research method. | found evidence of
discursive bias in the text and was able to see how my study needed furtheg iafini
order to increase validity and strengthen the implications. Examples effihésigs can

be found later in this chapter and in the appendix of this dissertation research.
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In designing the particular systematic discourse analysis methed farsthis

research, | considered the main tenets of CDA as presented by Fairatoliglodak

(1997, p. 271).

CDA addresses social problems.

Power relations are discursive.

Discourse constitutes society and culture.
Discourse does ideological work.

Discourse is historical.

The link between text and society is mediated.
Discourse analysis is interpretative.

Discourse is a form of social action.

Since CDA is not a specific research method, it lacks a unitary theoretical

framework. Nevertheless, most CDA questions the way specific discoepseduce

social dominance (Fairclough, 2003).

Because there is not one method for conducting Critical Discourse Analysis

(Weeden 1997), it was necessary for me to design my own method to address my

research question:

1.

How can leadership text used in the higher education classroom contribute

to the leadership gender gap?

And the additional sub-questions which guided this research:

2.

What discursive messages regarding gender, race, performance, and power

are found in leadership text?
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3. How do these discursive messages reify cultural norms and expectations
regarding gender, race, performance, and power as they relate to higher
education leadership?

Viewing the text through the discourses of gender, race, performance, amd pow
was my own design device as | wanted to narrow the focus of the researclotosgisc
relevant to higher education administration and the realities of women in higher
education leadership positions as shown by the statistics offered in Chaptbisl of t
dissertation. The goal of the research was to examine the most commonlyadseship
text from higher education leadership courses and assess how it might cemdritiet
leadership gap through reifying cultural norms and ideology.

The first step in achieving that goal is to identify the discursive messages a
explicit, or micro-level. The text was read with attention to specific wandsphrases
that indicated gender, race, performance, and/or power were being discussedonlde s
step was to examine the discursive messages at an implicit, or madreteweining
not only what the text said but also what messages were created in the tesifythat
ideology, historical precedent, and hegemonic understanding.

Not all researchers examining this text would choose to analyze it through the
same discursive themes. | felt that gender, race, performance, andwmvebetter
narrow the scope of the research and would allow for historical context that castiibut
the production of the text. An alternative approach to examining the text would have bee
to look for general patterns, words, or phrases and then attempt to make meaning of them
after identifying them. | opted not to approach the text so expansively given theevolum
of text being analyzed. To thoroughly examine all 438 pages of text would create
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volumes of data for analysis which was beyond the scope of this dissertation. Ngrrowi

the analysis to four discursive themes allows for more thorough examinattontekt

and more precise analysis of meaning. Looking at the text through these foursiksc

allowed me to draw attention to power imbalance and social inequality. Thengnedni

the discourse as it applied to gender, race, performance, and power waseexami

through the discursive elements as well as through historical and ideologieadtsont
Micro-level Analysis. In conducting the textual analysis it was important for me

to take into consideration what the text said at both a micro- and a macroAlee

micro level | was addressing the sub questivhat discursive messages regarding

gender, race, performance, and power are found in leadershipltdid2his by looking

at the discursive messages as they were written in the pages of the book and &éiow thos

messages were used in the particular social context of leadership cruraettas level

of analysis | utilized the work of Thomas Huckin (2002) to examine how the text used the

discursive practices of presupposition, textual silences, and words and phrases.
Presupposition. The use of presuppositions in text indicates that certain notions or

ideas are taken for granted. What is said in the text has to be viewed against the

background of what is not said but taken as assumed (Fairclough, 2003). Rather than

emphasizing a concept overtly within the text, presupposition is used in a waak#dsat t

certain ideas for granted, as if there is simply no alternative. Usesoipprasition can be

very manipulative because it is difficult to challenge. In a classroom sditithens

readers are often reluctant to question statements that the author appeaekiiog for
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granted (Huckin, 2002). This is particularly true if the student believes thatstinecitor
believes what the author is saying (Duncan-Andrade, 2004).

Textual silences. Use of textual silences by the author means that certain things
are actually left out of the text. While this discursive practice is airol presupposition,
it is subtly different and is a particularly insidious technique because ifrtteg does
not mention something it often does not even enter the mind of the reader (Huckin,
2002). If students in the leadership classroom do not notice an idea, because it is not
there, it is difficult for them to raise questions about it.

In order to determine what has been left out of the text, the first question that has
to be asked is, ‘what could the writer have said?’ In the case of the lepderghi
analyzed for this research, the writers give examples of both effentivieetfective
leadership. In order to offer fair representation of both male and femaleslcale
would assume the authors would include examples of both genders in their examples of
effective and ineffective leaders.

There are a number of different types of textual silences which can be lonake
into broad categories. Lines between these categories are not firnm tticand
crossover. They are helpful, however, in identifying where omissions appear to have a
purpose in meaning (Huckin, 2002).

The first textual omission is classified as a speech-act silencelSpetesilences
are characterized by the writer’s intentionality in omitting infarorawhich can been

perceived as having importance. In the case of this research, including aedthil
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examples of strong female leaders is important to communicating the vafidiigh
leaders to the reader (Huckin, 2002).

Another type of textual silence is the presupposed silence. Writers and speakers
will sometimes omit information that is presumed to be known or assumed within the
context of the text. Presupposed silences are different from the discutsife ac
presupposition in that the author leaves out the presupposed notions rather than stating
them as though they are facts which everyone assumes. In most caseposersu
silences occur when the author assumes the reader already knows or undéestands t
missing information. Presupposed silences are not always, however, innocentcas they
convey meaning and belief that is assumed by the author but not necessarifytheld b
reader (Huckin, 2002).

Discreet silences are those cases in which the author does not mention sensitive
topics or information as a way to either avoid offending the reader or to avoid indringin
on the privacy of someone else. These silences can include cases of colifydentia
tactfulness, and taboo topics. Confidentiality involves privileging informatioorily
certain readers and can be justified as such, thus avoiding offense. Likeloseojics
involve the avoidance of potentially embarrassing or sensitive topics to tkee ovrit
reader. Discreet silences are not necessarily used as a way to manipulatormation
as much as they are used to avoid stepping over boundaries of accepted cultural taboos
(Huckin, 2002).

Lastly, manipulative silences are those that intentionally conceal important
relevant information from the reader. These silences are successfuleiatiez does not
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notice the omission. These types of silences are not easy to identify olbjemtidehe
researcher must rely heavily upon context, culture, history, and sociopolitiakfaof
course, the textual silence must be relevant to the topic and surrounding contex in so
way or virtually anything that is omitted would count as a silence. They keynsityra

the context with enough detail that to determine what could have been said but was not
(Huckin, 2002).

Manipulative silences have the capacity to conceal certain information, add
prominence to other information, and create a slanted or biased view of the topic. These
silences are manipulative in that they are intentional rather than innodgsratftén
difficult to distinguish between intentional and indirect omissions. To claim tiextwaal
silence is manipulative and intentional the analyst must be able to demonstrtte that
writer has knowledge of the things that are left unmentioned and the writer is,@n som
way, advantaged by withholding the information (Huckin, 2002).

The idea of advantage is key to identifying a manipulative silence from other
types of silence, particularly discreet silences. While in discregicg$ the writer may
be misleading the reader, if it is not advantageous to the writer, the omission is not
considered manipulative. In order for the silence to be deemed manipulative it must
clearly benefit the writer and penalize the reader. As a consequerng ttrydentify the
advantages and disadvantages rather than simply identifying the intentioaalivg
challenging (Huckin, 2002).

Specific words and phrases. In addition to presupposition and textual silences, |
examined the text for specific words or phrases that overtly indicatedgesssgarding
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gender, race, power, or performance. During this stage of the data colldatjot notes

of specific words or phrases that indicated they were connected to one of the dsdours
coded the data as associated with gender, race, performance, or performance. |
documented the use of pronouns that would indicate if the person being specified in the
example was female or male. Additionally, | looked for language thatatedi the

person in the example was being agentic or submissive. | also categorizeddatngtia
indicated the person in the example was collaborative or commanding. Phrases that
seemed highly masculinized or feminized or those that indicated expected géesler r
performances were categorized and documented. Examples that indicated tfahrac
person being described were listed. Whenever particular words or phrasesdfpétre
into one of the four discursive categories, | made note of it in the data cvilestords,
seeking patterns within the discourse. | included cross-analysis in casestidndata fit
more than one category. At this stage of the analysis, | also looked for wdrdsetia
connotation or meaning that goes beyond the dictionary definition. | also looked for ways
that metaphor was used to project meaning in a certain direction.

Macro-level Analysis.When | shifted the analysis to the macro-level | examined
the text regarding the discourse that was re/produced. It was at thighbvaly feminist
positionality was most important. Because feminist theory was an esséamiant in the
conceptual framework of this research, the analysis had to take a critica gtat
focused on the perspective of the outsider, or oppressed, or the silenced ones (Gorelick,

1996).
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In order to answer the second research subquebtamdo these discursive
messages reify cultural norms and expectations regarding gender, race, performance,
and power as they relate to higher education leadershifa®l to analyze the data in a
different manner. Using the data | had already collected and codednecttorthe text
to examine it more deeply for additional statements, words, and patterns. Adiiiag t

additional findings to the original findings, | then attempted to respond to the text by

addressing:
. The relationship between the text and power.
. How the discourse does ideological work.
. How the discourse is historically situated.
. How the discourse creates or influences subject position.

Poststructuralist theory places an emphasis on analysis of social mepoings
and individual consciousness within the context of language. Language is where our
sense of self or our ‘subjectivity’ is formed (Weedon, 1997). In post-strustutadiory,
subjectivity is not fixed and immoveable but it is the point of conflict and disunityirit i
a constant battle between change and maintaining the status quo. Nothing is fixed or
static. Social reality is not a given. Social reality is assigned lpyiéaye (Gavey, 1989).
In analyzing how the discourse creates or influences subject position, | echplost-
structuralist theory.

Social identities form subject positions about ourselves and others. Identities suc
as gender, race, and class start forming at birth (Bucholtz, Laing, & Sutton, 1889). T

way individuals are socialized and receive information about these iderdities &
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sense of who they are and how they fit into the world. At a very young age kultura
messages about hierarchies of identity are learned which create undegstéooait
which subject positions are more desirable and which are less (Allen, Epasi&, H
1991). Assumptions regarding social identities are assumed to be real and fixed but, in
fact, they are constructed (Butler, 2004). Historically those in power oochstategories
and develop the hierarchies upon which the categories are based. In truth, sodial identi
is not based in reality and is subject to change (Allen et al., 1991). How discourses
influence subject position is an important element of the macro-level analysis
Data Collection

The first step | used in conducting the feminist critical discourse agals
simply to read the book from cover to cover for theme, style, and content. | attempted t
read outside of the four discursive frames; as | might if | were a studanéadership
course in which this text has been assigned. This, admittedly, proved somewhat
challenging as | knew | was reading for evidence of gender and racalrdd could not
entirely eliminate my researcher subjectivity. | did, howevermgitdéo remove the
discursive lenses from the initial reading and take in the information witttl@®ias as
possible. The next step involved reading the text at a micro-level and takisglrdite
this for each discursive theme. The data collection process involved careddilyge
each page of text for evidence of each discursive message. | scrutinizext foe
references of gender, looking at pronouns or references to sex. If a proper nusedvas
| did a quick Google search to verify if the person in question was male or ferdale. |
this quick search whenever a name was used even if the name seemed to be most
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commonly associated with either a man or a woman. In my research mema thieste
word, phrase, name, or reference that seemed to fall into the category ofidkscurs
messages regarding gender.

| took notes as | read the text and coded my findings according to the four
categories of gender, race, performance, and power. If | was unsure of a wasd, phra
message but felt it was important or suggestive of a pattern, | noted it, coded ibéstthe
of my ability and indicated my questions regarding its value, importance gocaté
was able to return to those items later, to see if they needed to be addressed or
disregarded.

Along with coding the text, | made notes in the research memo when | saw
specific examples of text, dialogue and/or references that indicated therdesavas
reinforcing ideological understandings or playing off of historical mtext | also noted
when the language of the text seemed to be creating a relationship of powenbetwee
what was being said and the implicit message.

This process of data collection was maintained for the entire text anddutilize
throughout the analysis process. As a result of my previous pilot study, | developed
specific questions to be asked of the text during both the micro- and macro-leveés of da
collection. The following section details how those specific questions were dedelope
Responses to the questions were noted in the research memo.

Gender.When examining the chosen leadership text for this research, | was
attentive to direct references to or generalized statementsliregggender. While | did
not expect the text to be explicit in its attention to gender, | did antidipatenderlying
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gender bias would be identifiable within the text through the discursive psacfice
presupposition and textual silences. It is a common belief that because men have
traditionally held positions of leadership, they are the standard against whida fema
leaders are compared (Bartol & Butterfield,1976; Eagly & Karau, 2002).@2ietg is
accustomed to men in a leadership role but we are still not entirely convincasthah
are capable leaders (Eagly & Johannesen-Schmidt, 2001).

Social role theory (Wood & Eagly, 2000) says that leaders will perform their
leadership roles according to the way society categorizes them ae famadle. These
gender roles are the subject positions from which leaders identify. Acgdodihe
theory, there are two characteristics of gender roles that are palyicuportant when
attempting to understand how leaders perform. The characteristagesrcand
communalWood & Eagly, 2000). An agentic leader is one who behaves in ways
described as assertive, controlling, aggressive, ambitious, dominant, forceful,
independent, daring, self-confident, and competitive. These attributes are t@ost of
associated with male leaders (Eagly & Johannesen-Schmidt, 2001).

On the other hand, communal characteristics are behaviors that indicatenconcer
for the welfare of others by being affectionate, helpful, kind, sympathetgathetic,
and nurturing. These behaviors are most often associated with femals (Eztgy &
Johannesen-Schmidt, 2001). Gender roles are imbedded within our culture and as a
conseqguence people are often unaware of their expectations of leaders base®oa sex
to cultural conditioning, we expect male leaders to exhibit charaatsrastiined as
agentic. Not only do we expect male leaders to exercise agentic behéndgorslée
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leader responds to the expectations of others in the organization. Likewiats feaders
follow the same pattern with regard to communal characteristic (Eagly &dedma:
Schmidt, 2001). Therefore in the text | looked for instances where strong leadeaship w
associated with agentic language and less powerful and influential leadeaship w
associated with communal language. The results of the pilot study, gpalsfic
agentic and communal language within the arti@ee Appendix D). Examples of
agentic language were: ‘seek out,” ‘ensure,’ ‘decide,’ ‘setting a direttaligning
people,’ ‘controlling and problem solving.’ If agentic language is assoamrtadnen
and the bulk of the language referring to strong leaders was agentic, it ie sasyhow
the language can skew our perception of leaders as men. There were alsle®rdm
collaborative language within the text with words such as ‘nurturing, ‘encemed,
‘creating networks of people and relationships,” ‘appealing to basic but often untapped
human needs, values, and emotions,” ‘value of the audience they are addressing,” involve
people in deciding how to achieve the organization’s vision.”

In addition to attending to specific agentic and communial language, when |
conducted the pilot research | analyzed the text for examples of presuppo$iom
that the author had used presupposition to emphasize the difference betweenneaders a
managers. The article begins with Kotter’'s statement that leadessdtput coping with
change and management is dealing with complexity (p. 4). Several paragrtdqmshe
article begin with variations of this theme, such that the reader is leadigdnchis
idea: leadership is about coping with change and management is about dealing with
complexity. Managers, he says, bring order and consistency to a situationleToke r
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leaders, on the other hand, is to be dealing with the increasing changes that tiwganiza
face as a result of technology, the global market, and the changing demogoftecs
workforce. While Kotter is not specific regarding the changing demographibs
workforce, the statistics cited in Chapter 1 of this dissertation indicatenbatf ohe
changing demographics includes an increase in female employees. Jingppation in
this statement is that an increase in female employees creatésrat ahd continually
changing situation with which leaders must contend. But, it does not state thatldre lea
are women. The text does not explicitly say that the leaders are men but, the
presuppositiofis that Kotter is largely referring to men when he writes of leaders ecaus
he indicates that leaders are, indeed, agentic. This is made clearer Wiegrgikes a
military example in the article, stating that during wartime, peopiaatsbe managed
effectively into battle; they must be led. He equates the current staigaoizations to
this analogy presupposing that the hierarchical, top-down style of maitaingrity is
necessary in order to effectively lead, particularly in times of greageha

While we have seen increases in female mid-level managers weestdlrgewer
top-level female leaders. This article reinforces the notion that wepieaders are
visionary and agentic and it also seems to reinforce the notion that mid-evayers
are those who are more collaborative and relational. The latter group beipgssahof
many more females than the top-level leadership group.

Finally, Kotter further reinforces the notions regarding males as lebgersing
textual silences in three case study examples of effective leaddredBed within the
article were three case studies that highlighted the leadership car€erpofate CEOs.
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All of the case study examples were men. By omitting examples of womeghds Vel
leaders, Kotter reinforces the idea that men are leaders. Readers didleistesed in the
higher education leadership classroom might not notice the omission of women as
examples in the case studies and, in conjunction with the previously highlighted language
use that indicates men are leaders, students are bereft of examples adedtewithin
this article, to indicate that women are also capable of strong and eflteati\ship.

Using the findings from the pilot study, | formulated micro-level questions
associated with each of the discursive practices of presupposition, texdneésjland
specific words and phrases to analyze the text for explicit messagetimgggender.

. What examples of presupposition are found?

. What does the use of presupposition suggest, regarding what the author
takes for granted regarding male and female leaders?

. What examples of textual silences are found?

o What does the use of textual silence suggest regarding what the author
feels is unnecessary to include in the text regarding male and female
leaders?

. What specific words or phrases were used to indicate that leaders are

agentic or communal?
o What examples indicate that strong or good leaders are agentic?
In addition, | asked macro-level questions of the text to conduct the discourse

analysis and probe the implicit discursive messages regarding gender.

. How does the text regarding gender create or reify relationships of power?
o How does the text maintain gender ideology?
. How is the discourse influenced by historical precedent?
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Race.The second discourse that was analyzad race. Turner (2007) reports
that according to an ACE survey, of the 22% of female presidents of higher education
institutions, 84 % are White, 7% are Black, 6% are Hispanic, 1% are American India
and 1% are Asian American. All women are faced with the challenge to ovefteme t
many obstacles to advancement previously discussed, but women of color face additiona
obstacles stemming from discriminatory acts such not being considesahior-level
positions, having scholarship devalued or ignored, and being torn between family,
community, and career responsibilities (Turner, 2007).

In the same way that gender is a social construct, so is race. Hisfotiwal
concept of race worked to justify European expansion. Contrived categories of race
allowed for oppression of natives and the institution of slavery (Allen, 2003). In the
United States, the concept of race allowed for mistreatment of all nonwdtesgvho
immigrated here. The hierarchical arrangement of groups placed whitessumptreor
position. White scientists used their authority to claim knowledge about groups of
racially diverse people (Seidler, 2010).

Despite a number of studies designed to establish concrete proof that there were
differences between the races, the studies were inconclusive. Powerés! famrked to
maintain an ideology of white supremacy (Allen, 2003). Regardless of laws putdoéo pl
to maintain white supremacy, the ideology has been challenged repeatedheover t
decades. In 1954, the U.S. Supreme Court ruled that racial segregation in public schools
violated the Fourteenth Amendment by separating educational facilitieb fasitered
inequality (Lorber, 2004).
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Nevertheless, access to education has been part of the challenging $truggle
equality faced by people of color (Allen et al., 1991). While the opportunities to attend
college have improved, students of color often find the climate on predominatedy whit
campuses unwelcoming (Perna, 2000). Racism continues to exist in our culture despite
advances and claims to the contrary. Women of color can find access to advancement
into higher levels of leadership, such as the Presidency, daunting at bestr(26iHD).
Research shows that discriminatory practices in organizations can bloanvedrrolor
from those positions (Allen, 2003). Networking is regarded as a key to successérl ¢
advancement. The ability to network effectively can be a barrier, however. Rauple t
network with others with whom they can identify and who are racially sinailar t
themselves (Allen et al., 1991). Without other women of color in the organization it can
be difficult or nearly impossible to establish effective networking ilahips.

In addition, women of color find the same barriers to advancement that white
women experience if they do not have male mentors within the organization to promote
them. The vacuum of mentors becomes even more challenging for women of color who
have very few people at the top willing to vouch for their competence (Allen, 2003).

Progress against racism in higher education leadership has certainly lokemsna
evidenced by the increase in the number of minority college and universitgeptssi
from 8.1% in 1986 to 13.5% in 2006 (ACE, 2007). Regardless, it is evident that there is a
long way to go to achieve equality.

In order to address the issue of race as it relates to this researchjrieskthe
text through the lens of color-blind racism, again using the discursive pradtices

78



presupposition, textual silences, and words and phrases. Color-blind racism id gituate
the notion held by some whites since the civil-rights era, that racism no lorgjsr ex
(Bonilla-Silva, Forman, Lewis & Embrick, 2003). The view of color-blind racisthas
since racism does not exist, any lack of opportunity that racial minoritesfams from
their own cultural deficiencies. Color-blind racism has four central fraroasvirhich it
operates; abstract liberalism, naturalization, cultural racism, and raatiom of racism
(Bonilla-Silva et al., 2003). The following is a cursory overview of the four fsanfie
color-blind racism. | delineate color-blind racism more specificallhe results chapter.

Abstract liberalism is the belief, essentially, that the civil-rightss@ment
brought about total equality in the United States. All people have equal opportunities,
none have more privilege or provision for success than any others (Bonilla-Silya et a
2003). This idea is complicated, however, by the undeniable reality of racialityiipair
plays out in our culture. Whites justify this imbalance by claiming thathleg worked
hard to get where they are and everyone has the same opportunity to work that hard
(Bonialla-Silva et al., 2003). The second frame of color-blind theory is natuiahzat
the idea that people of different racial groups stay together in segregeasedacause of
their desire to be with others who are like them. This is used to justify schoaaegne
and exclusionary real estate practices (Bonilla-Silva et al., 2003).

The third frame of color-blind theory is cultural racism which states that pebple
color who are disadvantaged are responsible for their own condition due to lack of

initiative or drive. In this case, whites do not have to accept any responddrilibyeir
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own privilege because they can blame people of color for lacking responsibility fo
improving their situation (Bonilla-Silva et al., 2003).

The fourth frame, called minimization, contends that people of color use race as
an excuse for lack of opportunity. This idea maintains that racism does not exist but
people of color perpetuate the idea of racism by claiming it as the cauggfession
(Bonilla-Silva et al., 2003).

Using the four-frames of color-blindness, | examined the text for evidence of
color-blind racism with regard to the lack of advancement of women of color in higher
education leadership. When | conducted the pilot study | found that the subject of race
was not included in the text at all. There were not examples of presupposition or words
and phrases because the topic of race did not enter into the text. Clearly these whs
textual silences in the text as well as in the case study examples, abealleziders
highlighted in the case studies were white men.

Given the lack of race in the pilot study results, | modified my micro-leve
analysis questions slightly to address the idea of color-blindness withirxthé&he

analysis questions were as follows:

. Were any examples of presupposition present in the text?
. If so, what were they?
. If not, what does the use of textual silence regarding race suggest about

use of the four frames of color-blindness as it relates to women of color in
higher level leadership positions within higher education?

. What words or phrases were found to indicate race or color-blindness in
the text?

In addition, the macro-level discourse analysis looked at:
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. How are power relationships manifested in the discourse regarding race
or, in the textual silences regarding race?

. How do the discourses or textual silences reify ideological work regarding
race?
. How are the discourses or textual silences influenced by historical

precedent regarding race?

PerformanceThe third discourse analyzed in this study is that of performance.
Closely aligned with gender theory, performative theory, as developed by Budler,
is premised in the idea that gender is a social process started at birth amdamhés
certain symbolic images and expectations that are enacted in evefydBytler, 2004).
According to Butler, gender involves more than conscious learning. Gender is
played out by expectations ingrained from birth. On a gender continuum of male and
female there are certain behaviors, appearances and attitudes thaicted by men and
women in order to conform to the expectations embedded in our social structure. To
behave in ways outside of the expectations disrupts our commonly held notions of how
men and women behave. Within our patriarchal culture, ambivalence and uncertainty
about gender roles creates conflict, fear, and mistrust (Seidler, 2010).
Sexual ambiguity becomes something that is feared and rejected and those who
demonstrate sexual ambiguity in their lives are marginalized. Or, as Bayi&
Performing one's gender wrong initiates a set of punishments both obvious and
indirect, and performing it well provides the reassurance that there is an
essentialism of gender identity after all. That this reassurance isigo ea
displaced by anxiety, that culture so readily punishes or marginalizes those w
fail to perform the illusion of gender essentialism should be sign enough that on
some level there is social knowledge that the truth or falsity of gender is only
socially compelled and in no sense ontologically necessitated (Butler, 2004, p.

68).
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Accordingly, the performance of the feminine within the leadership role sterves
undermine women leaders because feminine characteristics are not geeerfsl or,
authoritative (Bartol & Butterfield, 1976). On the other hand, women who perform
leadership roles more consistent with what we would consider a masculeestyke
under suspicion and are regarded as behaving in ways that are not appropriate (Valia
1999).

In the pilot study I looked for ways that performance expectations are embedded
with the text and how divergence from those expectations undermines the role of leade
for women. When analyzing the discursive theme of performance | was nab dielent
any of the statements as solidly revealing performative expectafibagseason for this
is that, aside from the case studies, gender was not specified when discussing
characteristics of strong leaders. This supports, however, the notion thataf gend
invisible it is actually the standard of male which we automatically as¢gagly &

Karu, 2002; Trinidad & Normore, 2005; Valain, 1999). Consequently the combination of
lack of reference to female leaders and the case study examples whiajhleghdinly

men, emphasized the assumed expectation that men are the ones who hold the influential
leadership positions. Just as the discourse of race was omitted but implied;ahesdis

of performance was omitted, but male was implied.

Using the results of the pilot study, | formulated a set of micro-lgwestions
based on performance to conduct my research:

. Were any examples of presupposition present in the text?

) If so, what were they?
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. If not, what does the use of textual silence suggest about the
presupposition of gendered performance in leaders?

. What words or phrases were found to indicate performance expectations in
the text?

Additionally, at the macro-level, | analyzed the text to address the following

guestions:
. In what ways can issues of power be imbedded within the discourse of
performance?
o In what ways does the discourse of performance reify ideology about
gendered performance?
. How does the discourse of performance reflect historical precedent?

Power. Analyzing the textual discourse of power creates a somewhat more
complex challenge because of the differences and similarities of langhade
indicates power on a micro-level and implicit messages regarding power wiidiasic
structural tenant of CDA and found at the macro-level.

At the micro-level of this research | chose to examine the text for lgaghat
indicated agency as power. When conducting my analysis of leadership texpilotthe
study, | looked specifically at power as discursive language. When lofakingessages
regarding power within the text, | took note of language which focused on aggression,
conquering, or force. | looked at the way the text is written to indicatéetiders are
those who subordinate others by will. By way of contrast, | examined the tewayesrin
which it indicated that leaders are submissive. The text of the pilot-stiiclg avritten
by Kotter, used presupposition, to reinforce the notion that leadership is tiameslact

rather than transformational, by use of military analogy. Military moaiesigid
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hierarchies with chains of command. They are not collaborative organizations. The
notion of leading in a style similar to a military operation is not indicative of catipe
and a flattened leadership structure but, rather, a commanding hierarchingrgmser
and position. In addition, the notion of military leaders as being effective, and male
harkens back to Trait theory and its claims that one is born with natural leadership
characteristics (Chemers, 1984).

The article contained several words and phramsating aggressive language
such as: ‘competitive,” ‘volatile,” ‘survive,” ‘demand,’ ‘battle,” ‘risks,’ ttk.” Examples
of language used in discourse to emphasize power were fewer than examphes whic
emphasized gender, however, the discursive language of power was present aad situat
leadership in the traditionally transactional style and structure thas ihiseorically
situated (Northouse, 2007).

Although | found fewer examples of power embedded in the discourse of
leadership, | did find some. (See Appendix E). Consequently, | used the pilot study
results to form the questions similar to the ones used to examine the discourseenf gend
While 1 did not find specific examples of textual silences in the pilot studydid not
provide enough evidence that | would not find examples in the much longer Bolman &
Deal book. As a result, | included questions regarding textual silences irseayaie
design. While examining the text at the micro-level | looked for a discourse ef fiyw
asking:

. What examples of presupposition are found?

) What examples of textual silences are found?
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. What does the use of textual silence suggest, regarding what the author
feels is unnecessary to include in the text regarding patriarchy and power?

. What specific words or phrases were used to indicate that leaders are
powerful or submissive?

. What examples indicate that strong or good leaders are powerful?

At the macro-level, the analysis of text was approached differently. éiogoio
Foucault, power is produced and transmitted through knowledge and discourse (Diamond
& Quinby, 1988). Foucault's understanding of power applies to my research by
reinforcing the role of discourse in shaping power relations in our societyr Eawbe
thought of as circulating in and among discourse as well as in and among indiaitibals
groups. By looking at power in this way, the position of women in the patriarchal order is
altered from one of resisting dominant and coercive forces of power to one of being a
participant in the production of power (Diamond & Quinby, 1988). With this in mind,
this study examines the effect of words and context implying power and hosxthe t
may reinforce ideology about women in leadership and the role of power.

Foucault saw power and knowledge as being joined and linked discourse, power,
and knowledge in creating our sense of reality and our sense of self (Mills, 1997). An
important component of Foucault’s structure of power, knowledge, and discourse is his
contention that truth is created from power and knowledge working through discourse. In
other words, truth is constructed and legitimated through discourse.

Leadership is equated with power and unless women gain more power in higher
education, the academy will remain male dominated. Leaders influence people to do

things through the use of power and authority (Chliwniak, 1997). The gender difference
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in power orientation effect how male and female leaders perceive power intguthori
Where women will often see power as a way to promote change in an organization, me
tend to view power as a way to have influence over people (Kelly, 1991). Additionally,
traditional, postmodern, and feminist scholars all agree that power can lbe eithe
positional or personal. Positional power is achieved from one’s title or status in an
organization and can be delegated through the chain of command (Chliwniak, 1997).

This notion of power, knowledge, and truth aligns with feminism in the way it
opens up space for questioning the positivist authority of science and other clagims whi
position men as more powerful than women. Both Foucaudian theory and feminism
guestion the way that the masculine has been privileged and heralded as the truth and
universal (Diamond & Quinby, 1988). From a Foucauldian perspective, claimshof trut
as they relate to power and knowledge are discursive and as a consequenceoji&y are
to reinterpretation.

The key point to how Foucauldian theory applies to research is how he
conceptualized power and knowledge in discourse. Rather than power being possessed,
Foucault said that power is exercised (Sawicki, 1986). The key here is thatipowe
necessarily repressive. The key is that power operates through discalresudis in
certain types of conduct. This is a departure from theories that describedgscaver
centralized force which resides in government, race or gender. Foucault vgagingt
that power does not exist or that we do not have dominant networks of power relations.
He was saying that discourse contributes greatly to the giving of powdnatrmbtver
structure can be altered through discourse (Mills, 1997).
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The question asked of the text regarding the discourse of power was:

. In what ways are power relationships within the text discursive?
Putting It All Together

When examining the discourses at the macro-level, | returned to my research
memos in search of the discursive language regarding gender, racenpade, and
power as well as any additional patterns that could be found. | also took into
consideration the subject positions that women students, reading the text might adopt
According to Weedon (1997) we adopt subject positions through discourse and act upon
them accordingly. This process is repeated and changed through our lives and has an
effect on how we live and what we believe. Additionally, the subject positions we adopt
can be both conscious and subconscious. Text alone cannot serve as a source of meaning
or analysis (Smith, 1990). Textual analysis must come from an understanding of the
social relations in which it is embedded. Textual analysis does not strivedoheet
objectivity but rather for an understanding of the history of the discourse that @soduc
the text and an interpretation of how that history and discourse combine to produce
knowledge within the text (Lazar, 2005). Therefore, in my study, | sought to expose how
historical precedent and social context work within the text to create and further
perpetuate commonly held beliefs about women leaders.

The critical perspective of this research allowed for examining both ghieiex
and implicit messages within the text. Within the relationship of exphdtimplicit lies
the analysis of dominance, discrimination, and control imbedded within the language
(Wodak & Meyer, 2001). The goal was to examine text with an understanding that past
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discourses of women and men in leadership have been historically produced and

interpreted. Additionally, the goal was to view the text from the perspextivew

dominance is legitimated by ideology.

The following outline summarizes the goal, objective, process, and outcome of

this research process:

1. Conduct a Feminist Critical Discourse Analysis of the teReframing

Organizations

A.

The goal of the analysis is to produce knowledge about the relationship
between the text and the discourse produced by the text as it relates to women

in leadership.

. The objective of the analysis is to understand how the discourse contributes to

the gender gap.

2. ldentify obstacles to change, in the form of hegemony and ideology related to

gender, race, performance, and power.

3. The analysis:

A.

B.

Examine text on a micro-level.

i. Presuppositions

ii. Textual silences

ili. Words and phrases

Examine the text on a macro-level.

i. ldentify barriers to change in the form of hegemony and ideology related
to gender, race, performance, and power.

ii. Identify other repeated patterns or messages.

4. Identify possible ways past the obstacles.

The first step | took in analyzing the text was to read it from the pergpedta

student in a leadership course. To the degree possible, | read the text in an attempt t
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comprehend it in an uncritical manner, stepping out of the role of researcher and
attempting to read it as a student would. Before taking a critical péxspetthe text |
attempted to understand how a student might be manipulated by the textual digodurse
thus subject to power abuses (Huckin, 2002). This is an important first step to the
analysis because this is where textual manipulations have their most poifectul e
(Wodak, 2001). My attempt at innocently reading the text was important ag icrie
imagine myself as the target audience for the text. Huckin (2002) says shetefhof the
analysis requires educated guesswork but is the type of guesswork neftessayod
analysis. During this stage of the process, | took notes and recorded my readiens
text.

The second step allowed me to examine the text from a more critical apdtoac
is important that the discourse analyst learn to adopt two different perspectikies
text. First as a reader and second as an analyst. Without utilizing botthstepslyst
might fail to appreciate how manipulation occurs within the text (Huckin, 2002).

The critical component to the feminist discourse analysis method that | used is
considering not only use of presupposition, textual silences, and words and phrases, but
considering use of these components through the sociocultural context of the four
discourses of gender, race, performance, and power. | did this through consideration of
historical context, ideology and the current situation of women in higher ledelr&ap
positions. By considering the four discursive themes, | was able to address my
interpretation from a perspective of equality, social justice, and pedafagjoroaches
within the classroom.
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This research united three different levels of discourse analysis: théh&ext
discursive practices that create the text (meaning the process onfwantl reading), and
the larger social context that plays into the text (Huckin, 2002). For each ohsles le
analyzed the text to answer the micro-level and macro-level questions tHapdeve
from the pilot study. A review of the questions for each lens follows.

Table 2

Feminist discourse analysis method

Gender Race Power Performance

What examples of Were any examples What examples of Were any examples
presupposition are of presupposition  presupposition are of presupposition

found? present in the text? found? present in the text?
What does the use If so, what were What does the use If so, what were

of presupposition  they? of presupposition  they?

suggest, regarding suggest, regarding

what the author If not, what does the what the ideology of If not, what does the
takes for granted  use of textual patriarchy and use of textual

regarding male and silences regarding power are taken for silences suggest
female leaders? race suggest about granted for granted about the

the use of the four regarding presupposition of
What examples of frames of color- leadership? gendered
textual silences are blindness as it performance in
found? relates to women of What examples of leaders?

color in higher level textual silences are
What does the use leadership positions found? What words or
of textual silences  within higher phrases were found
suggest regarding education? What does the use to indicate
what the author of textual silences performance
feels is unnecessary What words or suggest regarding expectations in the
to include in the text phrases were found what the author text?

regarding male and to indicate race or feels is unnecessary

female leaders? color-blindness in  to include in the text
the text? regarding patriarchy

What specific words and power?

or phrases were
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used to indicate that What specific words

leaders are agentic or phrases were

or communal? used to indicate that
leaders are powerful

What examples or submissive?

indicate that strong

or good leaders are What examples

agentic? indicate that strong
or good leaders are
powerful?

Additionally I used the following questions to deepen the analysis and address the

main tenants of Critical Discourse Analysis:

o In what way is the power discursively demonstrated within the text?
. How does the discourse reify ideology?
. What are the historical precedents that influence the discourse?

Following the data collection process using the questions asked of the text at both
the macro and micro levels, | sought to ensure | had addressed the three levels of
description, interpretation, and analysis by further categorizing the daghdotge
discursive meanings. Using the coded data, | put each of the discursive phrase&s or wor
into the following categories:

o What use of passive voice indicates a reification of ideology? (descriptive)

. What use of colorful, descriptive language indicates a strong discourse?
(descriptive)

o How are events presented? (descriptive)
o How are people characterized? (descriptive)
o What repetition exists on the same topic? (descriptive)
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. What message do the authors intend for us to get from the text?
(interpretive)

o What appear to be the hidden relations of power in the text? (analysis)

. Who is exercising the power, whose discourses are being presented?
(analysis)

. How are the texts interpreted and received and what social effects do they

have? (analysis)

. How is the discourse produced through history? (analysis)

Analyzing the data through these categories ensured that | approachgtichle
discourse analysis thoroughly and captured the meaning of the discourse and the
relationship between power and text. While no critical discourse analysis can be
considered complete, this approach assisted me in ensuring that the detadcolées
analyzed through all three levels.

The following model shows how the text was analyzed within the social context
of the leadership text used in the leadership classroom. These elements of #is analy
(descriptive, interpretative, analysis) are indicated in the triantjnées bordering the
overlapping circles. The macro-analysis looked at how the discourses enaat) confi
legitimate, and reproduce dominance in society. The center diamond located de®p withi
the model indicated the point at which all four discourses serves to maintain ke stat

guo and contributes to the gender gap.
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Figure 1

Feminist Discourse Analysis Model

Analysis

Social Context

Validity

This chapter concludes with a discussion of the validity and limitations of this
research method and the results that are reported in Chapter 4.

The goal in using critical discourse analysis in this study was to inviestigev
social inequality is expressed, reinforced, and legitimized by langu#ge textual
discourse. A critical analysis of the text requires a theoretical lemsvithich to examine

the social processes and structures which are reproduced within the text aay e w
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as historical subjects, create meaning though our engagement with the texhibga
the contextual concepts of power, history, and ideology are vital to producing aiveffect
and valid critical discourse analysis (Wodak, 2001).

Textual analysis is used as a way to analyze the meaning and ideologicial eff
of discourse. To research meaning-making, one has to filter the text throughichkoret
frameworks such as gender theory, race theory, performative theory, and lpeaveras
used in this study. In Chapter 4, | position the results of my findings; how meaning is
made, interpreted and analyzed, in historical and theoretical frames.Hdinki¢ro-level
and macro-level discourses to analyze how power relations are estaldlisiseghalysis
is intended to supplement other areas of social research not to replace theesemnshr
is meant to add to the supply of other studies regarding the cause, effect, and solutions to
the gender gap. It is not intended to be one definitive answer but, rather, another in a pool
of studies to address the issue. Nevertheless, the knowledge gleaned frondyhs st
worthwhile in terms of its emancipatory goal. While there is no guarantee tha
emancipatory intent will equate to an emancipatory goal, the outcome of thisastud
least provides the means for students to view the text differently (Acaewy, &
Esseveld, 1996). The findings from this study offer an alternative response to the
discourse presented in the text as well as identifying the way the discourspslate,
create, and reify oppressive messages.

While, as mentioned previously, there is no specific way to conduct a critical

discourse analysis, there are some basic assumptions which guide the deveddpment
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particular research method that utilizes discourse analysis. Inngyeayi own discourse

analysis method | took into consideration that:

. Language is a social phenomenon.

) Not only individuals, but also institutions and social groupings have
specific meanings and values, that are expressed in language in sygstemati
ways.

. Texts are the relevant units of language in communication.

. Readers/hearers are not passive recipients in their relationship to texts

(Wodak, 2001, p. 6).

In developing my method, the first step was to establish the theoretical base by
which the analysis would be conducted. Which theory to use depends greatly upon the
study and discourse being analyzed. For all of the reasons cited daidiezsearch is
based in critical discourse analysis and feminist theory with some pastistist
elements.

The process of conducting the analysis involved operationalizing the theoretical
concepts, by transferring the theoretical claims into procedures or instauai@nalysis
(Wodak, 2001). I did this in the form of asking specific questions of the text. For this
research, | used both the conceptual framework of feminist theory and criicalidie
analysis, the theoretical foundations of the four discursive themes, as viellfaglings
from the pilot study to develop the questions used in analyzing the text.

Use of critical discourse analysis raises concerns about the objectitatytual
analysis. According to Fairclough (2003) “there is no such thing as an ‘objective
analysis of a text, if by that we mean an analysis which simply esonhat is ‘there’

in the text without being ‘biased’ by the ‘subjectivity’ of the analyst” (p. Thg ability
95



to know what is in the text is, by its nature, limited and partial. And the question& we as
go beyond what is there. In the case of this research, the questions are probirtgdghe tex
examine it for its contribution to a specific social issue; the leadershigeg gap. The

goal of this research is to question if the current situation of women in leadeastbp c
altered by challenging the way female leaders are signifigdnaatcommonly used
leadership text. The approach is not entirely objective in the simple sense ofvipjecti
because it is based in a particular perspective. | have been selfveetiexi forthcoming

in my reason for conducting this research and have attempted to conduct theresear
with as little bias as possible by examining the data through the theorissppatt the
method.

My analysis of the text followed a systematic process as well asehder
alternative themes that might emerge. When | found examples of discursivie bias
attempted to view it logically and with possible alternative meanings. Théwwas not
to disprove the alternative meanings but, rather to see if the text could support the
alternative meanings (Fairclough, 2003). | included the results of these possible
alternatives in my findings. Each researcher approaches discourse amilyais
different motivation and consequently there can be no guarantee that eaathezsear
would come to the same conclusions (Wodak & Meyer, 2001).

The critical discourse analysis method used for this research is dualitat
nature. Qualitative research requires credibility in the technique foergag the data
and the method being used (Patton, 1990). Consequently, it was important for me to
ensure that these criteria were met when | was conducting my tedeagarding the
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technique for gathering data and method, | did not intend to arrive at exhaustive
conclusions. This study offered a perspective about the discourses found within the
leadership course text. The goal was to challenge the status quo and open up the
possibility of thinking differently about women in leadership as well as how we are
educated and socialized by text, instructors, and colleagues.

Because this research is not presented as definitive or arriving at ‘tiiebatt
the discourses revealed in the leadership text, my approach could open up questions
regarding credibility or validity of my findings. However, this reshamas conducted in
a systematic fashion with the intention of opening up space for looking at the text
differently and for considering how the text contributes to the under-représermiat
women in higher level leadership positions.

Additionally, both feminist research and CDA have emancipation as their
intended outcome. Because these methodologies do not have conventional ways of
evaluating the results, the value of the research can come into question. Given the
emancipatory purpose of the research, the value can be determined by the wapin whi
the research makes a contribution to the social issue being addressecthsngpbeing
revealed that can be addressed and changed as a result of the researcl@énotithis
research, | have addressed the issue of the leadership gap and the way not enly wom
but society as a whole is affected negatively as a result of so few womeghen leivel

leadership positions.

97



Credibility

Credibility of qualitative research depends on rigorous techniques and methods
that allow for high-quality data that has been carefully analyzed (Patton, r98a).
effort to establish trustworthiness, it is important that | delineateglstemological
assumptions that position my methodological approach(es) and reveal myhesearc
biases. | have discussed the conceptual framework guiding this study antegitimeng
of this chapter, | situated myself as the researcher, providing backgroumdatiéor
about how both my personal and intellectual interests and experiences brought me to the
research questions for this study. | have made my role of researcheruaaensiclear
and have stated that my own values and subjectivity cannot be separated from the
interpretations | make from the data (Lincoln & Guba, 1985) although | have done my
best to remove any overt bias by analyzing the text through theoretias.lens

Nevertheless, | am not asking readers to accept my findings as thet'correc
interpretation of this textual analysis. | believe, however, that | have prowdzhee of
my own situatedness, the conceptual frameworks guiding my approach and the
systematic and thorough approach I took for data collection and analysis. M libatk i
by conducting this research | have accomplished my goal of encouragingseade
seriously consider the findings | present in the next chapter and the imoplscttr the
higher education leadership classroom.
Limitations

Henry Widdowson (1995) argues that CDA is an ideological interpretation and
not, actually, an analysis. He says the term critical discourse mnalgsntradictory
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because it is prejudiced on the basis of an ideological commitment and thaketebeidse
for analysis supports the preferred interpretation. This argument could be magle of m
choice of text which is why | investigated use of the most commonly used texdwagit s
out the title in articles and dissertations. The choice of text for analysisasad solely

on how frequently it is used in the leadership classroom. Fairclough (2003) rebuts this
criticism by stating that CDA, unlike most other approaches, is alwgjEie about its

own position and commitment.

Volume of text has been cited as a barrier to a thorough examination (van djik,
2001). Consequently, I chose particular discursive themes from which to examing the tex
so as to conduct a thorough analysis of those specific themes. This decis®thiémit
study to just those particular themes which does not allow for other meanings to be
brought to light. The possibility exists for additional meanings and findings iéxte t
were examined through additional lenses. An additional way to approach this study
would have been by expanding the corpus and choosing to conduct the analysis on
additional, smaller texts thereby possibly increasing the validity of mglusion that
leadership text used in higher education classrooms can contribute to the leadership
gender gap by utilizing a diversity of literature for the analysigerahan one text. It is
worthwhile to note, however, that both the pilot study and this study afforded the same
conclusions.

An additional way to increase validity would be to use ask another coder to
examine the findings for verification that the findings are consistent aatleelThis
was not done for this study as the discourses were analyzed through the fotictieore
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lenses with the intent that reliability of the findings could be mirrorethagthe
theoretical frames.
Summary

In this chapter | have sought to detail my position as a critical discourgstana
and the rationale for conducting the research. | explained how | designed thstfemini
critical discourse analysis method using findings from an earlier pilog siudl how the
analysis examines both the micro-level meanings and the macro-lex@hgein the
text. | detailed the manner of data collection, coding, and creating acteseamo. |
included a visual model which represents how the research can be viewed and
interpreted. This model also shows that the most meaningful interpretation of yssanal
comes from the point at which all four discourses; gender, race, performadgeveer
overlap.

In the next chapter | detail the findings of the feminist critical discoamsdysis

and how meaning can be made of the text and its possible effect on the leadership gender

gap.
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CHAPTER 4: Results

For the purposes of this research, | conducted a feminist critical discoulg@sana
of the text in ‘Reframing Organizations: Artistry, Choice, and Leadeidby L. G.
Bolman & T. E. Deal (2003). As detailed in Chapter 3 of this dissertation, this book is the
most commonly used text in higher education leadership courses in the top ten higher
education programs in the United States. While the number of course syllalstdtht |i
Reframing Organizationwas not large, the book was the most commonly listed. In
addition, the title of the book was used in 13 education dissertation titles listed in the
Dissertations and Thesis library data base as well as in the title @fttiides in the
Journal of Higher Education and one in the Review of Higher Education, in the past three
years.

Reframing OrganizationBas 438 pages of text. The book consists of six parts and
a total of 21 chapters. The first part serves as an introduction to the organizaiores. f
The next four parts detail the four organizational frames: structural, hunoamaes
political and symbolic. The final part details how the four frames can be used in
conjunction with one another within organizations. The entire book is situated in the
context of organizational leadership.

To conduct this research, | utilized my own CDA design to analyze the discourses
of gender, race, performance, and power from both a micro-level and a macrodevel. A
the micro-level | examined the discourses using questions that emerged prior pilot

study. The micro-level analysis was not followed in a step-by-stepfaghieaning | did
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not answer every question for every discourse. | analyzed the text for the \plere
guestions could be answered.

The macro-level of analysis is the point at which | detailed how power relations
are discursive, how discourse does ideological work and how discourses are pogsitioned i
historical context (Fairclough, 2001). Language use in the form of discourses, verbal
interactions, and communication are found at the micro-level of the social Arde
macro-level analysis examines how power, dominance, and inequality betwieén soc
groups is discursive in nature. The work of critical discourse analysis is to maeehet
the micro- and macro-levels of discourses. Communication works at both levels. This
analysis of leadership text identifies both levels of discourse and how the tisoevie
in tandem to create both explicit and implicit messages. Messages are congiqbdiot
when the meaning can be inferred from the text without being expressed bxt.the te
From a theoretical standpoint, this means that implicit information is derwed f
underlying beliefs but not expressed openly, directly, completely, or pretidéle text
itself (van Djik, 2001).

This critical discourse analysis asks how specific discourses repredaial
dominance of male leaders in leadership text and how this dominance contributes to the
leadership gender gap present in society. There is not, however, a dikéetiveen
discourse and society (van Djik, 2001). The process of linking the two comes in
analyzing the meaning made by the subject reading the text. The readembkas s
historical experience with the text being read, even if the reader has not psereads
this particular text. The words in the text create a message or a discbioisdnas
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meaning based on historical interaction with the discourse or the ideology to which the
reader subscribes. The meaning influences how the reader responds to theediscours
Discourses contribute to the structure of power relationships in society but can be
disrupted and challenged in an effort to create change (Chouliaraki & Fairclough, 1999,
Fairclough, 2001).

Critical discourse analysis takes into account that discourses are siluotur
power and dominance and that every discourse is historically produced and irderprete
(Fairclough, 2001). Dominance in the discourse is legitimated by the ideologies of
powerful groups. A key outcome of CDA is the ability to analyze the effecsobdise
on a social issue and create ways to resist unequal power relationships thsiliueda
natural and reified in the discourse. By understanding how dominant structureszeatural
the effects of power and ideology by producing discourses in which the meanings are
understood as natural, we can see why resistance to them is considered brelaking wi
convention (Meyer, 2001). It is interesting and worth noting that CDA as a method has
been accused of lacking sufficient methodology as critical scholarship, ofen i
attempt to marginalize and problematize the outcome of findings and the chadiehge
status quo (van Dijk, 2001).

The remainder of this chapter details the results of the critical digscanadysis
of Reframing Organizationg offer the analysis of the discourses of gender, race,
performance, and power individually. A final element of the analysis exaimiveshe
discursive messages overlap, forming the point of analysis closely linkegawer and
ideology that influences the gender gap. In each section | separate theamitroacro-
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level analysis, to the degree possible, although sometimes there is a shurkiagdac
forth between the two if separating them disrupts the flow of the analysis.
Discourse of Gender — Micro-level Analysis

To conduct this analysis, | started by examining the text from the miceg-lev
paying attention to references or phrases that indicated gender wasdugggsead. |
began this analysis by examining what the text says, explicitly, about women in
leadership. In my initial reading of the text | looked for places where the ddpiomen
as leaders was specified. While the lack of female leadership aslassamas discussed
in very little of the book, there is one, four-page section, located in the latter Hadf of t
book, calledGender and Leadershighich — briefly - addresses it. In this section, the
text acknowledges that leadership has historically been considered a nvétle laati the
authors state, that there has been a surge of interest in women as leaders due to the
accomplishments of individual women. Unfortunately, following that statemengxhe
only presents an example of one woman, named Karren Brady, who has held a significant
leadership role. Further details of Karren Brady’s example suirigbe following
analysis.

Presupposition Part of the micro-level analysis included looking at how the text
was written in a way that would offer suggestions of meaning to the reader. Use of
presupposition in the text indicates that certain notions or ideas are taken fed grant
which can be difficult to challenge because they are considered as naagaamnmon
sense. Within the discourse of gender there are several examples of presupibeiti
can influence the reader by making assumptions regarding men and women as leader
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The sectiorGender and Leadershipegins with the statement “Until recently, research
and writing on leadership focused mostly on men. The implicit, taken-for-granted
assumption was that leadership is basically a male activity” (p 344). By & past-
tense wordvas it appears that the authors are saying this assumption no longer exists,
presupposing that male dominance in leadership is not an issue. As the analysis will
show, their own text contradicts this statement.

TheGender and Leadershgection provides a strikingly small amount of
information about women in leadership. That small amount of information yields a
significant message and reinforces what the rest of the book says, regardieig wom
leadership. Less than 1% of the text is devoted to the actual subject of womeriss lead
That Bolman and Deal felt the section warranted so little text provides insighheir
position regarding women in leadership. The question is, do the authors give so little
attention to the subject because they believe the issue is unimportant? Oraatbdhe
saying that the issue of equity in women’s leadership has been resolved in our current
culture?

Statistics do not bear out the argument that the issue of equity has been resolved.
At the beginning of the 2bcentury, men were firmly established as the dominant sex in
the workplace, both in numbers and in positions of authority (Northouse, 2007). The
woman who stayed at home and devoted herself exclusively to the household and family
was a status symbol in the United States (Lorber, 2005). The U.S. labor force was
differentiated by sex and Census statistics showed that men made up 80% of it. By the
second half of the Z0century the labor force participation of women increased. By the
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start of the 2% century women made up 60% of the labor force (Powell, 2011). In spite
of the fact that women make up the majority of the labor force, women hold fewer than
20% of the senior leadership positions across education, business, and government
sectors (Wilson, 2004).

The discourse offered in this short section of the book, directly addressing the
issue of women in leadership, shows a dismissive attitude toward the issue. Again,
addressing it with such a cursory approach lends itself to the idea that this izsing
addressed but not with any real concern for the facts or for change. The authors
acknowledge that leadership has historically been a male activity but they alitdness
the current statistics regarding male and female leadership.

The authors state that there has been a surge of interest in women as leaders due
to the accomplishments of individual women. This statement is made as though this
interest creates a positive change in our long-held notions that men arécheltes. “A
surge of interest” (p. 345) indicates that there is increased research inite tbewomen
leaders and that ideology about women as leaders is positive and can accoumir®r a
equitable balance between male and female leaders. In fact, women Igrpasiteoned
as leaders by the press (Wilson, 2004). While there may be increased intdresble
of women as leaders currently, contrasted with the lack of interest hibyoticare are
no statistics to support the idea that there is a surge of interest. If a wopneseisted as
a leader in the press it is typically as an anomaly, as Powell (2011) points aubgoki
Women and Men in Managemesiich as when Pepsico announced that India Nooyi
would become the new CEO in 2006. At that time the headline iNgheYork Times
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read “A Woman to Be Chief at Pepsico.” When men are advanced into positions of
leadership in higher education or business, the headlines do not read, “A Man to be Chief
at...” (Powell, 2011). In addition, most often when women are the subject of news
stories, the focus is often on their appearance, fashion, and family balaneen(Wil
2004). Rarely is their leadership style the focus of attention. Focus on the superficia
erodes authority and leaves the impression that women do not understand leadership
issues and cannot handle real power (Wilson, 2004). While the text presupposes that male
dominance in leadership is no longer an issue, higher education statistics suggest
otherwise (Glazer-Raymo, 2007).

What Presuppositions Suggest. By utilizing suppositions in text, authors guide
the reader toward meaning without being obvious. The first example of a fieadds in
Reframing Organizationsan be found in Chapter 1. It is important to note that this first
example given is actually a fictional female leader. Choosing to lséabioiok with a
fictional example of a female leader presupposes the cultural notions of medeas lea
and even goes so far as to reduce the female executive to non-existence. Skaa@pea
fantasy executive who is struggling and searching. The corporation she wogks for i
undergoing change that is concerning her. She is in search of a leadership bk that ¢
provide answers to her questions and concerns. In spite of several leadership books
authored by women, Bolman and Deal offer a list of books for the fictional female leade
to choose from, which are all written by mémSearch of Excellend®eters &

Waterman, 1982F%rom Good to GreafCollins, 2001),The General Manager&otter,
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1982),Managing Public PolicyLynn, 1987)Built to Last(Collins & Porras, 1994),
Real ManagergLuthans, Yodgetts, & Rosenkrantz, 1988).

Within this short opening discourse, Bolman and Deal offer at least four
ideological messages regarding women in leadership: leaders are mde,|éathers
lack competence for the job, the discourse demonstrates the cultural practice of
marginalizing women thus rendering them ‘unknown’ as effective leadetdyalisting
only books authored by men, this discourse reifies the notion that female execuatives ar
unable to advance unless they are mentored by strong males (Brown, 2005).

While the first chapter of the book opens with an example of a female leader,
albeit a fictional one, the majority of the remaining chapters begin wamgles of male
leaders. One strategy used to solidify the position that men are considderd Iedo
repeatedly open chapters with examples of organizations and careerstddrojnaen.

By employing this strategy, the discourse of gender presupposes that men hold the
influential leadership positions. Occupations are classified as maleriateiesnale-

intensive, or sex-neutral based on the proportion of women in the occupation (Powell,
2011). Male-intensive occupations are defined as those in which one-third or less of the
workforce is female. Female-intensive occupations are defined as those inwdtich t

thirds or more are female. Sex-neutral occupations are those in which women hold more
than one-third and less than two-thirds of the jobs (U.S. Bureau of Labor Statistics
2009). Several chapters open with examples of male-intensive, Engineeringg,Adirli
Aerospace organizations. One chapter opens with a description of the space shuttle
Columbia explosion on February 1, 2003 and the similar Challenger catastrophe of
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January 28, 1986. Because the section of the book in which these examples reside
describes the political frame, this example is intended to reflect theveegat
consequences of a political agenda which corrupts good decision making. The text, again,
presents an example that equates leadership (regardless of whethanthlesare
positive or negative) with men. By presenting an example from NASA in thedfwst f
pages of the chapter, the reader immediately connects the leadershiprbsarged in
the example with men. With the exception of Christa McAuliffe, who was a high school
teacher and the first civilian passenger on a space shuttle flight, there @women
mentioned in these examples. The majority of NASA pilots, flight engineers, and
astronauts in the example are men and by posing this arrangement the immediate
assumption is that the leaders are men. The text even includes a statememigregardi
Christa McAuliffe’s participation as a response to the fact that the “.erfgan public
was bored with white male pilots in space” (p. 187). Although positioned as something of
a negative, this statement reinforces the idea that pilots and astronautseno
male. A female pilot was not added to the team, however. Using a female phbbt sc
teacher presents the inclusion of women as a novelty and presents a female in a
traditional occupation, but does not add to the image of women in a leadership position.
While Bolman and Deal cannot be held responsible for the workings of NASA, they are
culpable for the choice of examples that marginalize women and presuppose that men
hold positions of responsibility, power, and control.

There is one example at the beginning of a chapter which presents a fémale w
was appointed to direct the air traffic modernization plan for the United StatesaFe
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Aviation Administration for five years. The text mentions that she waseoréos her
contributions of introducing pay for performance, improving management systems,
expediting the overhaul of air traffic control and improving the FAA’s relatipnaith
air traffic controllers. The example takes an abrupt turn however, wheepbenter 11,
2001 terrorist attacks caused the agency she was leading to come undedétayiog
tighter requirements for screening and baggage. In this example we findaawoen
leadership role in a predominately male field. It is clear that she amndbhieare both
highly regarded prior to the September 11 attacks. Unfortunately the exampleitbnds w
her leaving the position shortly after the attacks. We are offered vérwlith regard to
understanding her leadership style. In this case, the example is a fach#ie axample
is positive, although it ends with a negative twist and detailed with very élelt is
difficult to see this as more than a token example, one of a few scattered throughout the
text but without substance or significant analysis.

As stated earlier, throughout the book, chapters begin with scenarios or examples
of male leaders in predominately male fields. There are examples gaibtn airline
pilots, military arrangements, large corporations, NASA, and HarleyeBami Within
the first chapter male and female leaders are mentioned by a ratio dfi8hloneates a
discursive message that views male leaders as not only more plentifutdlyt,ds
fitting the leadership expectation better than women.

The discourse of gender follows cultural expectations regarding leadedgrge
roles, and unequal distribution of leadership roles. The text presupposes that strong and
influential leaders are men and weaker, less effective leaders aenwdhe book does
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begin with examples of organizational failures, led by eight different mes.cGuld

argue that Bolman and Deal opened the book with examples of organizations that failed
under male leadership and withheld examples of female leaders whose digasiza
collapsed, thus choosing not to present women leaders in a negative light. In addition,
one could argue that the example of the confused leader, cited earlier in lyssanas

a fictional female rather than an actual female executive, again irgpha the authors
were choosing not to present a woman leader as weak or uncertain. Such position would
not, however, be consistent with the findings of the gender discourse in the remaining
chapters of the book. The few examples of women position them as powerless, middle-
managers with little agency. There are no examples of fictional men garibdeytext

places fictional women in place of real women in several examples. Doubtldss, of
examples of male leaders who were described in positive terms regardingeatiership
style, some could have been replaced with female leaders who could also tedéscr
positive terms. The discourse repeatedly and unquestioningly presupposes men as
leaders.

Textual SilenceslIn addition to presuppositions, authors also use textual silences
as a tool to create meaning, when certain things are left out that could have bee
included. It is important to notice textual silences because topics thatt anet lef the
text often do not occur to the reader. Use of presupposition and textual silences can b
very closely aligned (Huckin, 2002).

In analyzing the text through the lens of gender, | looked for overt references
female leaders. There were very few specific references tadenin the majority of
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cases the subject was a man, specified by name or the pronouns *he’ or ‘him,’ temving
guestion that the leader being referenced was male. In a few cases tbeveabje

referred to as female. Throughout the book there are nine references to fermatiwexe
Of those nine, two were fictional and two were unnamed. Three real, named female
executives are referred to in two lines of text or less, leaving two exaofgnale
executives who are described in detail. The two examples are Carly Fiudikaaen
Brady. As the rest of this analysis will show, women are not only largelydedlin the
text, if they are included it is with a negative bent. In an odd twist, such asdl@ted
above, Bolman and Deal chose to use fictional characters for the femaléweseand in
other cases they discuss the person in the position using the pronouns ‘her’ and ‘she’ but
they failed to attach an identity in the form of a name to the woman. Stripping thenwom
of her identity serves as a way to undermine her position and power by rendering her
invisible.

What textual silences suggest. Context plays an important role in understanding
and identifying textual silences. Any omission cannot be considered a teldne¢ sThe
omission has to be relevant to the topic of the text (Huckin, 2002). In this analysis, | took
notice of what could have been said about women in leadership, but was not. Given the
statistical differences between the number of women in high level leadenshipea in
high level leadership, there is, most certainly, more to say on the topic than Bolthan a
Deal offered. Women hold fewer than 20% of the seats in Congress, Fortune 500 boards
(Wilson, 2004), and college presidencies (ACE, 2001). By addressing the topictile so li
of the text, Bolman and Deal give women in leadership a figurative nod but do not delve
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into the topic with any level of detail. The textual representation of women irrsbgue

can be considered as a metaphor for the actual representation of women iteligher
leadership roles. Both can be identified but, women leaders, as well as text aboat wome
leaders in this book, have been marginalized. Such textual silences created\sew

of what is important by concealing relevant information or giving prominencéo ot
information. InReframing Organizationghe topic of women as leaders is largely
concealed or ignored but given just enough attention that the omission is not readily
noticed. While the reader might notice a total disregard of the topic, by sprirtkdiriext

with occasional and insignificant references, it appears that the topic ofnwome
leadership is being addressed.

Organizational theory has done little to address the question of why women and
minority ethnic groups are prevented from advancing into higher levels ofdbagie
Gender differences have largely been treated as irrelevant or invisiblehavibipén
organizations that marginalizes women or minorities is viewed as normal aapladote
(Wilson, 1996). In male-dominated organizations, there is an expectation that women'’s
experiences can be understood through the experiences of men, with the realitjeof ge
being ignored as a factor (Sheppard, Lewicki, & Minton, 1992). Because male gender i
not acknowledged, the understanding is that maleness is the ‘norm’ upon which all
experiences are based (Wilson, 1996). Historically, there has been a general lack of
attention to gender as a category of social reality. Additionally, womenbegreunable
to effect much change in this area because they do not possess the resourcesmeeded f
the production of knowledge. The production of knowledge with resulting acquisition of
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power has remained in the hands of men and continues to serve men in maintaining their
hold on power and leadership. Characteristics associated with successfgl &&adrost

in line with the traits attributed to men (Northouse, 2007). The gendered nature of
organizations is largely ignored and the different experiences of women umescbgs

a result of power relationships that differentiate society as a whotee(B& Hern,

1989).

Organizational studies have been conducted from a male-oriented perspective
which treats men and women alike or, worse yet, treats women as peripheral to
organizational life (Wilson, 1996). The lack of women leaders in Bolman and Deal’s
book works in tandem with cultural norms, as well as organizational research, éoecreat
discourse in which women are invisible or excluded. This discourse of gendesreflect
what leadership students see in the institutions they attend, as well as tessesand
government structures with which they interact. Because the invisibitypien in
leadership is so common, and the assumption of male leadership is considered ‘normal,’
it is possible that male or female students would not notice that lack of female
representation in the text. To this end, those who have power, maintain power through a
discourse which includes, yet marginalizes women.

In the example of Karren Brady, the only female leader featured Behder
and Leadershigection of the book, the discourse uses textual silence by focusing on the
example of one woman rather than, perhaps, listing the top 10 or 20 women in the United
States who have made leadership strides or even highlighting one or two women who
have reached high levels of leadership and then promoted positive change within the
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organization. Omitting multiple examples and highlighting one extreme exaemple
itself to questioning the authors’ motives about objectively presenting the adwaricem
of women. Instead of highlighting successful female leaders, the exampkzidiea
opposite effect, solidifying the idea that those in power should stay in power. To quote
Audre Lorde (1984) “The Master’s tools will never dismantle master'seyopsl11).
Meaning that those with power are not likely to yield power. In addition to exerting
power through the discourse of one woman in leadership, the book offers several
examples of organizations and leaders that leave little question about assoofatiens
with leadership. By repeatedly leaving out examples of strong, efféetivae leaders,
Bolman and Deal use textual silences to reinforce the idea that men ars.leader
Words and phrases At this level of the analysis, | looked for words and phrases
that indicated overt messages regarding both female and male leaders. Words used t
describe male leaders include: talented, artistic, and patron saints. Theowibeat” (p.
4 & 349) is used to describe Alfred P. Sloan, Jr., who became president of General
Motors in 1923 and stayed in leadership until he retired in 1956. Also described as
brilliant are former CEOs of Enron, Jeffrey K.Skilling and Kenneth Lay who are not
described as having responsibility for the collapse of Enron but are describsid@s
‘clueless’ regarding the events leading up to the collapse. In a discussion iognyar
highly controversial and entrepreneurial male leaders, Bill Gates andtRyben, both
are described as wildly successful. Throughout the book, men are described as strong,
brilliant, rational, and delegators. While there are a few examples of faalke
executives, the women who are presented in the book are described as scared, nervous
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and confused. In one example, the fictional manager, Cindy Marshall is startinguwn a
position but she is facing a staff which remains loyal to her male predecdgsmrgh
he is described as being replaced because he is too authoritarian anBeitadlse she
gets a chilly reception from her new staff, Cindy is described as rapyped and
powerless. Another fictional female executive is bewildered by problethswer
company and is in search of leadership books to find answers. In another example a mid
level, female, Hispanic manager is facing discrimination and is scaceshfront the
issue. The discourse maintains gender stereotypes in the choice of words\genaaidi
and female leaders.
Discourse of Gender — Macro-Level Analysis

After completing the micro-level analysis of the text, | engaged in utadeliag
the text at the macro-level. At this point in the analysis | examined theudéscof
gender for the way the text creates a relationship of power with the eatléor ways
that the text reifies ideology and historical precedent. | found evidence tiths¢barse
of gender provided iReframing Organizationsontributes to our ideological ideas about
women in leadership by minimizing and undermining the importance of the imbafance i
senior level leadership. Those who hold power will retain power if our assumptions are
that the issue is not an issue or if the issue is addressed as if it has alezadsblred.
Power is about relations of difference, in this case, between men and women in
leadership, and particularly about the effects of differences in sttieluses
(Fairclough, 2001). Unity of language and social matters creates larthaage
intertwined with social power in a number of ways: language creates powess®gre
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power, and is involved when there is a challenge to power. Power does not derive from
language, but language can be used to challenge power, to subvert it, to albertioissri

of power in the short and long term (van Dijk, 2001). Language provides a means for
power differences in social hierarchical structures (Chouliarakaigclugh, 1999).

Ideology of gender roles/historical contextAnalyzing the discursive messages
contained in the text dkeframing Organizationsmvolved examining how ideology and
historical precedent are reified and aid in hegemonic understanding. The aatiiongec
to maintain the normed imbalance of women and men in leadership in the sectiod entitle
Gender and Leadershipy presenting only one example of a female leader. Rather than
provide a number of examples of strong female leadership in this section of the book,
Bolman and Deal provide an exceptional and outrageous solo example of a female leader.
One entire page is dedicated to the narrative of Karren Brady, the yopagest and
only woman to head a British soccer team in 1993. The story details how Brady, who was
known for her sexy attire and withering comments, took the team from near bankruptcy
to being one of England’s strongest teams both in play and in finances. The example of
Karren Brady is more caricature than an example of female leadership.tiéhi
narrative is given as an example of how women can achieve high level leadership
positions, in reality, it is a narrative of the dangers of women who are amb#i®us
mentioned earlier, during the first half of thé"agntury, the cultural expectation of
women’s ambitions were to be a wife and mother. Although the opportunities of women

in recent years have been slightly altered, our ideology regarding thef vetenen is
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still largely steeped in those same expectations. Even if a woman choasesraghe is
expected to put her family first (Powell, 2011).

Additionally, the gender discourse created in the text represents thenfebe fe
leaders as being weak and ineffectual. Attaching feminine or mascudirectgristics to
leadership styles is related to the construct of gender (Trinidad & Nar2@06). For a
woman to behave in a strong, authoritative, and decisive manner goes against our
gendered expectations. The perceived incongruity between female gensl@anible
traditionally understood leader roles creates prejudice toward feradkr$ethat can take
one of two forms: less favorable evaluation of women’s potential for leadershigsbeca
leadership ability is more stereotypic of men and a less favorable evaluatienaatual
leadership behavior of women than men because agentic behavior is perceived as less
desirable in women than men (Eagly & Karu, 2002; Powell, 2011). The first type of
prejudice comes from gender roles, the characteristics and qualitiem@sbadth being
female which are unlike the qualities expected of leaders. The second typgidicer
comes from prescribed gender roles about how women should behave. If female leaders
go against these prescribed beliefs by behaving in the agentic way expdetatbas but
failing to exhibit the behaviors preferred in women, the women will be seen negatively
(Eagly & Karau, 2002). If a woman conforms to her gender roles she wilb faieet the
expectations of her leader role. If she meets the requirements of herrtdadshe fails
to meet the requirements of her gender role (Wilson, 1996). The gender discourse of
Reframing Organizationsinforces expectations of female leaders by addressing
ideology about gender and roles and is affirmed by the examples, most of which do not
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place women outside of their expected gender roles. Because of histocealgmtethat
men are leaders, the discourse reinforces this by showing women as inkféecteis.

Gender stereotypes reinforce beliefs about the psychological traitstehniatec
of women and men. Women are more likely to exhibit feminine traits of compassion,
nurture, and sensitivity to others, which are considered important in the familyrdomai
Men, on the other hand, are more likely to exhibit masculine traits of aggressivenes
decisiveness, and independences which are viewed as most important in the work domain
(Eagly & Karau, 2002).

When a woman is viewed as ambitious, the assumption is that she foregoes her
feminine traits (Powell, 2011). Women who are ambitious create fear andugiying
our stereotypes and ideology regarding female roles. There can bdeatabmomen are
given the chance to leave their roles as wives and mothers to climb thethedel|
keep climbing right past men. By limiting women’s choices and providing $tipport
for advancement, our social norms make it difficult for women to have both a high level
leadership career and a family (Wilson, 2004).

Women are taught to deny ambition from a very young age. When boys are
aggressive, decisive, and independent they are said to be expressing their power. When
girls are aggressive, decisive, and independent they are said to be expregdimgktbéi
power (Powell, 2011). Girls who do not follow their prescribed norms are socially
punished. This pattern continue as girls grow into adulthood and subdue their ambitions
to fit their appropriate gender roles (Wilson, 2004). Ambition is currently definad as
desire for economic success in a career, although if more women had power tbey coul
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do much more to change the meaning of the word ambition toward ambition for social
justice, safety, and betterment of humanity (Powell, 2011). The discourse of gender in
Reframing Organizationsreates a powerful message undermining the idea that women
can or should be ambitious.

The text offered in th&ender and Leadershigection, regarding Karren Brady,
spotlights an ambitious and successful woman. The meaning contained in the discourse
quite different, however. The example of Karren Brady is extreme and canndd log he
as a typical example of a woman in a leadership position. Throughout the remainder of
the book, Bolman and Deal detail a number of organizations. The majority of the
organizational examples they supply are companies headquartered in the Urgted Stat
The example in this section is inconsistent with any of the other business digariza
highlighted throughout the text. While is seems, on the surface, that the example of
Karren Brady makes the point that women are equally as capable of teadearsnen,
the extreme nature of the example actually reinforces the notion that wosmanedy
seen as capable leaders.

The effect is similar to an example of a man who chooses to be a ‘stay-at-home
dad.” While we may find examples of such men who are doing the job well, we cannot
honestly conclude that a handful of examples lend credence to the notion that men who
choose to stay home are no longer an anomaly. Taking that idea one step further, if we
found an example of a ‘stay-at-home dad’ to a large family of children (asatggithe
Karren Brady example), could we then assume that his example makes the point tha
‘stay-at-home dads’ are now considered ‘the norm? The answer is, of course, no.
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Likewise, the Karren Brady story in no way indicates that women, in general, are
considered equally as capable as men with regard to high level leadersicpldlyrin
light of studies such as those by Eagly and Karau (2002) and Trinidad & Normore,
(2005) which indicate that high level leadership is still considered a male role.

The example of Karren Brady, stated earlier, offers an example of g &roale
leader but the example is extreme, out of context, and does little to dispel the nation tha
leadership is considered a male activity. The presupposition is that Karyni8ea
‘typical’ example of a female leader and that by looking at her succesmveee that
other women who follow her style can become equally as successful. The erémple
Karren Brady suggests that she did not use any communal language. She thyas stric
agentic. For example, when a team member commented that he liked her blouse because
he could see her breast through it, Brady responded with “Where I’'m going tpaend
you will not be able to see them from there” (p. 345). The text goes on to say th&t a wee
later he’d been downgraded to a club a hundred miles away. In addition, the example
says that “The directors of another team told her how fortunate she was yhaetbe
willing to let her into their owners’ box.” Brady replied with, “The day | havéetl
grateful for half a lager and a pork pie in a dump of a little box with psychedetietds
the day | give up” (p. 345).

The discussion of Karren Brady concludes with the statement, “Women like
Karren Brady have proven that they can lead in a man’s world. But do men and women
lead differently? Are they seen differently in leadership roles?” (p. 34bndh and
Deal’s use of the Karren Brady example says a lot about their positiodirggazomen
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in senior level leadership. They use an example outside of the United Stateglalhe
majority of the book focuses on organizations within the United States. Theysbem t
nullifying their own example by setting it out of the context of the rest of the book.

Messages of poweln addition, Karren Brady breaks with almost all social
conventions regarding how women should behave, the effect being that we discount her
accomplishments because they do not follow what we expect of females andycedainl
female leaders. The description of her provocative clothing objectifiebédrense of
language diminishes her effectiveness because she does not adhere to heolgsnder
her ambition renders her power hungry and, in the end, the narrative exerts a powerful
message regarding the ‘type’ of woman who achieves a high level of leadefrskip. T
type of woman who does not fit ideological patterns and is reduced to a character. She i
not to be taken seriously and the message of the discourse is that women in high level
leadership are not to be taken seriously. In addition, women reading the storyesf Karr
Brady are likely not to identify with her on any level and, in fact, might con¢hatef
one has to behave, dress, and speak like Karren Brady the role of leader is outside the
realm of possibility or, perhaps, even desire. The discourse of gender in tins eéthe
book exercises power by appearing to elevate a female leader whildityn readering
her an outsider.

Of particular significance in the analysis of this gender discourse is howrnden a
women are characterized. Returning to the ideology of gender stereotypes, thes
examples from the text demonstrate how the authors chose examples thggnddy
stereotypes, setting up a powerful connection between the text and the message of
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competence in the workplace. In general, gender stereotypes represent sna type
people. These come from studies of gender stereotypes which labeled comagtence
masculine because it was most often associated with men, and warmth as feminine
because it was most often associated with women (Powell, 2011).

Gender stereotypes. One of the people characterized in the book is Rudi Giuliani
during the September 11 terrorist attacks. Giuliani is praised for his hao€iling crisis
and considered very competent. In addition to the example of Giuliani, there is, within
that chapter, an example of a female leader; Queen Elizabeth. She istimgfigres
characterized as being cold. In these two scenarios the responses oE(xsdwrzth
regarding Princess Diana’s death and Giuliani are compared and contréisteately
Queen Elizabeth’s decision to remain in Scotland and not address the public at the time
of Diana’s death was seen as a negative and, again, Giuliani’s leadershipltiring t
September 11 crisis is lauded. Use of these two individuals in the example isstezdnsi
yet it continues to reinforce the discursive message regarding male artel lessdarship.
Queen Elizabeth does not fit the category of leader in the way the rest of the book
addresses leadership. She is seen as uncaring because she did not return to England upon
Diana’s death and this frustrates the people of England. It is questionabhemthet
should be considered a leadership issue or a public relations issue. Rudi Giuliani, on the
other hand, faces a crisis and is called to not only symbolically console the mwphiati
to actually extend a leadership role regarding next steps toward clean ups,paodes

restoring business as quickly as possible. That the authors chose Queen Elizidieth i
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scenario as an example of leadership is indicative of their attitude tosvaadefleaders
consistent with the gender discourse of the rest of the book.

One positive example of women describes an assembly line that was sugcessfull
improved due to the suggestions of female line workers. These women did not hold
positions of authority or power. In the context of the other examples in the book, the
example reinforces the presupposition that women do not hold such positions. In the
description the women are able to convince a male foreman to give their ideas for
improved processes a try. Although the changes were considered sucdessixdnple
ends with higher level management eliminating the changes, morale in theailagt f
and the women quitting their jobs. While this example does include women, they are not
women represented in a leadership role. By consistently positioning women in
subordinate roles and men in leadership roles, the discourse reinforces cultural
expectations. Additionally, the message of the text implies that women should kimow the
place. These women were not in leadership roles but were able to get their idea
implemented. After a brief success, the idea ultimately failed and thenvguit their
jobs, reinforcing the idea that women should be quiet and submissive. There is a strong
message of power in this discourse in the way it is somewhat menacing towand wome
who dare to move out of their gender or positional roles.

Within the text there is one example of a real, female executive; Carleaoly™
Fiorina who became CEO of Hewlett-Packard in 1999. She is considered in the same
context as Lee lacocca, who was CEO of Chrysler in the late 1970s. The exaafde de
lacocca’s firing from Ford Motor Company and subsequent hiring by Chrysler
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Corporation. Chrysler was in crisis and needed new leadership. lacocca cdnkece

US. Government to guarantee large loans to the corporation in spite of the fact that
Congress, the media, and the American population were against it. Fiorina took over
leadership of HP when it was experiencing difficulties but was still ptét The issues

at HP were about not being able to keep up with technology. She was the first woman to
head a company the size of HP and was responsible for the merger of HP and Compaq
although, like lacocca, she had to fight for it. The story concludes with Chrysler
becoming profitable and acquiring Daimler-Benz in 1998 and HP falling short of
expectations, losing 2 billion dollars in the first quarter after the merpex.comparison

of lacocca and Fiorina presupposes that female executives are less cépaioiding the
leadership role and reinforces the notion that strong, powerful, and effectiviestepde
comes from men. Again, the message of the discourse implies the veiled threat that
women who dare to move into positions considered the domain of men are at risk of
failure.

In keeping with the message regarding the role women should play in
organizational leadership, in the majority of the examplé&iinaming Organizations
females are referred to as managers whereas the majority of earareferred to as
leaders. Within the text there is a short discussion on the differences betagership
and management with the concluding points being that leaders are long-ternmsthinker
who have the capacity to influence those beyond their immediate structureisTalsoe
an emphasis on vision and political acumen to deal with the challenges they face.
Managers, they conclude, plan, organize and control. Not only does the discourse set up
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the bulk of the examples with woman as managers, it does little to alter our current
patterns of thought regarding male leadership. The examples do, however, reinforce
cultural expectations and ideology.

Throughout the book, the text gives examples of organizations and their various
successes or failures as they relate to the use of their four-frame Modeajuestion
CDA asks is what the creators of the text want us to get out of their use of example
Through the examples, the social conditioning to which we are accustomed is eginforc
Leadership is considered the domain of men. Because people construct meaning based on
their prior experiences with language as well as meaning they currengygplac
language, the examples presented in the gender discourse serve to reifynioaigom
held notions about leaders by consistently emphasizing leadership examples in which
men prevail.

Reinforcing masculine ideology. An example of the emphasis on male leadership
is found in the second chapter of the book, which begins with an example of a male flight
engineer who made a mistake in calculating an airplane’s location whicl aetenfes
of undetected errors resulting in a plane crash and the deaths of 269 people. This is a
negative example and is intended to demonstrate the need for structure and procedure
within organizations. Nevertheless, all of the individuals cited in the examphesdee
(with the exception of the passengers). As mentioned earlier, several cdbeshep
stories included airline pilots or engineers. Of the more than 92,000 U.S. commercial
airline pilots, only 4,000 are women (U.S. Bureau of Labor Statistics, 2009). By poosi
not to include any females in this example, the notion that pilots (who are in control of
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the aircraft and thus holding a position of power, responsibility, and leadershipg¢mre m
is reinforced. It is possible that the text is suggesting that women arenmop¢temt to
safely pilot a plane since no examples of female pilots were given. Additreaaling

can be placed on this gender discourse that females are simply not competat to |
Again, it is possible that the discourse intentionally leaves women out of the exampl
because of the negative aspects of the outcome. This conclusion is not consistent,
however, with the rest of the discourse which leaves women out of higher level
leadership roles or presents female leaders in a negative light.

Additionally, several of the examples included the military. Because thanyilit
is still considered a largely male enterprise, using militaryngses subtly reinforces
traditional gender bias (Wilson, 1996). Military examples also help to nadizg, or
even eliminate, our associations of female leaders and, consequently, positiomsagome
an out-group in organizations (Koller, 2004). While there are many ways to assess
meaning within a text, this particular example sets up polarization ofdsraalthe
‘outgroup’ and males as the ‘ingroup.’ In addition, military examples reinfoasculine
patterns of behavior and can evoke unspoken desires for social groupings chatacteri
by male bonding (Koller, 2004). Military examples strengthen the sensderfiasa in
an already predominantly male culture in business leadership (Wilson, 1992). This is
significant in education, business, and government where we still find women
participating in small numbers at higher levels (Wilson, 2004). Excluding wdaye
reifying business as a male arena sustains men in leadership not just bigaumer
advantage but by the competitive, aggressive culture that speaks of masdubse va
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(Koller, 2004). Military examples reinforce the hegemony of male lehiteirs business,
education, and government. Selective use of examples may help createy avheetti is
unequal and which is male dominated.

In addition to using several military examples, the text includes a number of
sports metaphors. The opening quote to a baseball metaphor reads, “As Pete Rose once
noted, ‘Baseball is a team game but nine men who meet their individual goals make a

m

nice team’ (p. 100). The presupposition of men on a baseball team infers that there are
no women on the team. The example describes how management decisions in this
structural formation involve individual substitutions or actions but, ultimatelyagers

can come and go without disrupting the team’s playing ability. Women are bahylite

and figuratively excluded from this example. The description of this struétunaation

akin to a baseball team concludes with a quote from John Updike that refers to “...poised
men in white...” (p. 101). The next structural formation is compared to a football team.
Again, all references are to male players and there is discussion of dhiemnee

hierarchical control. The importance of the role of the coach is emphasizeevenal s

male coaches are named.

The final sports analogy given is that of a basketball team. In this metaphor t
importance of teamwork, group interdependence, and cohesion are emphasized. Duke
University’s 2000 women'’s basketball team is used as an example. By including women
in the only example that describes the importance of teamwork, the disconfgcesi
our cultural expectations regarding women'’s collaborative style. Whiledheew's
collaborative style should not be considered in a negative light, research teHs ais t
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collaborative style is not regarded as highly as a more authoritativeBaytel(&
Butterfield, 1976; Valian, 1999). Consequently, these sports metaphors reinforce the
commonly held notions of female leader as collaborative and thus less effeatus, ve
male leader as authoritative and thus more effective. (Northouse, 2007). There are
additional concerns about using sports metaphors with regard to organizationatesruct
within organizations.

By using masculinized sports metaphors, the discourse presupposes cultural
expectations of male-defined social structures. While there are sporteetbanaidered
more masculine and more feminine (i.e. football vs. figure skating) many speets ha
teams made up of both sexes (Koller, 2004). Overwhelmingly, however, the sports
metaphors used in the text to describe the organizational structures are hggujimea
and the most popular types of sports in Western culture (Koller, 2004).

During the nineteenth-century, sports became regarded as the perfect training
ground for future male leaders in politics, the military, and business (Koeller, 2004).
Physical education was used to train men in physical and mental toughness, eltedienc
authority, and loyalty to a team (Kidd, 1990). The importance of sports in maintaining
this type of social order continued into the second half of the twentieth century and
included an attempt to exclude women from most sports (Koeller, 2004). Women are
currently involved in almost all types of sports but marginalization of women iddrest
found in the fact that media coverage of male athletes is dominant on all maj@idelevi
stations (Wilson, 2004). Use of the sports metaphor in organizational models reinforces
hegemonic masculinity and excludes women from the organizational mix (Koeller,
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2004). Despite women entering into high level leadership positions, masculine
conceptualizations such as those presented in the gender discourse are still being
reinforced.

Summary. To summarize this critical discourse analysis of gender, | return to the
section of text which addressed the issue of gender and leadership specificaltgpic
took up four-pages of text the bulk of which was the narrative of Karren Brady. The
discourse reveals that the topic of female gender is not of great relevaoitering so
little text space to it and also by stating it as a concern of the past. Méiéscourse
treats female gender as though it is irrelevant or invisible in thecleatly it is not an
issue about which the discourse is neutral. The examples and omissions give evidence of
a strong position regarding women as leaders and the assumption that malengender i
leadership is assumed and normative. The narrative of Karren Brady ofiexseme
example, calling particular attention to her unique position and offering her as an
anomaly rather than a model of female leadership. The text offers numeroysesxaf
events requiring effective leadership and of people in leadership roles widngea to
overcome. There are repeated examples of strong male leaders and callysarspling
of female leaders. The examples of female leaders are offered in avadigat, as in the
case of Queen Elizabeth, or they are examples in which the female katder is
diminished in some way.

It is clear that this discourse of gender reifies the ideology that rmaesore
capable and effective leaders and supports notions that assume that men are tde standa
by which female leadership is measured. But there appears to be a darksiveiscur
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message that women who venture into the role of leadership are treading on ground that
is not open to them. The few examples of female leaders that are givercadedhn a
message of failure, disappointment, and incompetence. There is not one example that
offers encouragement to women who want to enter into leadership. There is not one
example that begins and ends with a positive example of female leadership.hé&hile t
text says that leadership is open to women and that biases against women asdeaders
longer exist, analysis of the discoursdrafframing Organizationgields a different
message altogether. Not only does the discursive message regardingoffende
significant message that women are not considered leaders, the discoacseaffers a
similarly powerful and biased message but it does so by side-stepping thanmpic
offering little in the way of overt messages. The silence does, however, ptiereaful
message.
Discourse of Race — Micro-level Analysis

The original pilot study that | conducted netted very little with regard to the
discourse of race. In the pilot study article the topic of race was not mentiohed. W
designing the discourse analysis method to examine the discourse of raoeeas
would find more evidence of discursive messages dealing overtly with ididendt,
however, find that race was mentioned in anything other than one example. The one
example overlaps heavily with the discourse of power which will be discussed late

Reframing Organizationsontains a very short section entitledmote Diversity
which consumes one page and mentions that a good workplace treats everyone well,
including workers and executives, women and men, Asians, African Americans,

131



Hispanics, Whites, and gay as well as straight. The section continues byeyamgles

of lawsuits lost over racism. The text states that companies promote dibersatyse it

makes good business sense. If word gets out that a company does not have good diversity
practices, business could suffer. It also states that some companies incusiéyd

because they think it is right.

In 1964, Title VII of the Civil Rights Act was enacted. Additionally, the Equal
Pay act was enacted in 1963. These two significant pieces of federal iegiatidress
sex discrimination (Northouse, 2007). Title VII prohibits discrimination on the bésis
sex, race, color, religion, or national origin in any employment situation incldicimg;
promotion, transfer, compensation, and admission to training programs. It has been
expanded to ban discrimination due to pregnancy, childbirth, or related condition$ as wel
as sexual harassment (Lorber, 2005).

The idea that diversity is good business practice is focused on the capitaist not
of making a profit but has nothing to do with equality or concern for equitable practices.
The authors do make the statement that some companies include diversity lenause t
think it is right but they detach themselves from the statement implyihthibas a
personal decision on the part of the company leadership and not a social issue that needs
to be addressed.

Presupposition/Textual silencesThe discourse of race was, by far, the most
challenging discourse to analyze because of its omission. Evaluatingtbktestual
silences is helpful in analyzing the messages the discourse createsywhat s/
included in the text, regarding race, but by what is left out. Because the texirtagily
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nothing regarding race, it is difficult to make a case that there is anytéiagous

intended in the omission. However, that the text regards leaders as male anthphes
white, is evident from the discourse on gender. Since so little text mentions race o
positions women of color as senior level leaders, one can assume that the discourse i
exercising discreet silences rather than presupposed silences. Presupgoses avie

used when an author assumes that the reader knows something (Huckin, 2002). It is
difficult to imagine that the authors left race out of the leadership discoursesbebay
assumed the reader would know the person being referred to is a person of color. Since
the majority of the senior level leaders presented in the book were white menngssumi
that the reader would make the connection that one of the examples was a person of color
without pointing that out would not be productive if the goal was to highlight the person
of color.

Manipulative silences are used to intentionally conceal an important piece of
information (Huckin, 2002). Again, it is unrealistic to assume that the authors are
purposefully omitting the race of the leader being discussed. Particulentytbe
likelihood of them featuring a person of color as a senior level leader is $veallthe
context of the rest of the discourse in the book which features senior level \whders
are white and male. Additionally, in the two examples given where the person being
discussed was not white or male, the authors pointed out their race and sex.

That the discourse uses discreet silences regarding race seems possitypeThi
of silence is used when the author does not want to address sensitive topics or risk being
offensive. On the surface, this omission seems to indicate that the textual nt#nt
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racist but that the authors are simply trying to avoid a controversial subjecildo
possible to draw the conclusion that the discourse of race is consistent with a calor-bli
racism approach that racism does not exist and consequently does not need to be
addressed. In addition, it is possible to suggest that the text fails to mention af wiome
color because there are so few women of color in senior level management and the
authors were without adequate examples. While that is factually true, & sedikely

that this was the authors’ intent, given the biased way the text was approachditgega
gender. Finding examples of women of color holding senior level leadershippsgsiti
may be more challenging than finding examples of white males holding senior leve
positions but, it is not impossible to find examples of women of color in high level
positions. Inclusion of examples of women of color would provide better balance to the
discourse, although the authors chose not to do so.

One example of racial discourse found in the text highlights a Hispanic female
who is anxious about her mid-level management position and is subject to comments
from other employees regarding her advancement as an outcome of Affirdctive.

In the example, Anne Barreta, is promoted to the district marketing managempats
Hillcrest Corporation. She had been vouched for by her regional marketing manage
Steve Carter, but her co-workers are less than supportive. The example opetisgoy sta
that Anne Barreta is excited and scared. No examples of male leaderdenttbiate

that the leader is scared.

Just as with most of the examples of women in the book, Anne Barreta does not
hold a senior management position, but rather a middle-management position. The story
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continues with Anne interacting with a male counterpart named Harry Reymotdsas
seniority and is condescending to her. An interaction with subordinate employages cre
a situation in which Harry insists that Anne fire one of her employees. Wheefsbes

he threatens her and later he accuses her of having an extramaritalitifSitewe

Carter.

While Anne Baretta’s race is mentioned in the opening paragraph, nothing more
is mentioned about her race and the implied message is that Harry dislikesausebec
she is Hispanic and female. The text goes on to state that there are othar vdseh
men dominate or victimize women and then the text questions what a woman in that
situation should do. The discourse absolves male leaders of any responsibilityefor mal
dominance and oppression of females, regardless of race.

Several possible solutions are presented, all within the human resource frame. No
conclusive suggestion is made but the pros and cons of each suggestion are examined.
These few pages are the only oneR&framing Organizationthat deal, in any depth,
with a situation involving a woman and the only example of a woman of color but, again,
it is not an example of a woman or a woman of color in a higher level position. She is in
middle-management and largely rendered impotent by her position and thetfabetiga
a woman in conflict with a man. While this example contains a reference tacheit ia
not the focal point of the discourse but is a tertiary topic.

Discourse of Race — Macro-level Analysis

The micro-level analysis of the discourse of race was challengintp dukack of

text but, the textual silence did offer a macro-level perspective thattediccism was
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at work within the discourse. In looking at the lack of discourse, or textualesilenc
regarding race, it appears that the discourse is exercising a form oblotbracism.
Color-blind racism operates from the ideology that racism is no longer an isesadyCl
in the case of women of color in senior level leadership, this is not true. There are no
examples, in the text, of a female woman of color mentoring or supporting another
woman of color regardless of studies that indicate women of color areadvagced
into higher level positions without support and mentoring (Seidler, 2010). Nor were there
any examples of a female woman of color who was an executive. The near avofdance o
race indicates that color-blind racism is being used in the text. The text agpears t
saying that racism no longer exists or, if it does, it is of little releveegarding
leadership and yet, with only 3% of the higher education presidents being {éonaler,
2007), clearly race is an issue to be acknowledged, understood, and dealt with in order to
promote change.

It is difficult to create meaning regarding which of the four frames of daind
racism (abstract liberalism, naturalization, cultural, and minimizateobg¢ing exercised
in this discourse as there is no evidence to the authors’ position regardingstiresre
why women of color reach high level leadership positions in such small numbesnRaci
in higher education leadership is, in fact, a significant issue that needs to lsseddre
Avoiding the topic will not effect change, nor will it increase the number of women of
color who move into positions of leadership and influence. In the analysis of gender the
point was made that the ‘in-group’ controls the resources and makes the rulesgegardi
who gains position and power. The same argument can be made regarding race. Using a
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color-blind approach to the discourse of race does not change the fact that so few women
of color hold high level positions. Pervasive racial bias exists and unless asgavéite

is raised and addressed, the situation will not change. By avoiding the subject, the
discourse exerts power on the reader by suppressing the topic. It is impassible t
effectively deal with a problem if the reader is unprepared to address guppifession

of the topic mandates that the topic not be discussed.

It is interesting and unsettling to note that in spite of the low numbers of women
of color in higher education leadership, or leadership in any sector of society, the
discourse of race in this text is virtually invisible. In much the same wayhibat
discourse of gender marginalized female leaders, the discourse ofaze® lEaders who
are women of color invisible. Perhaps this omission is not innocent. Perhaps it is
discursive use of power to prevent readers from considering women of color as leaders.
The omission of race as a topic obviously does not allow for any discourse regaeding t
intersection of racism, sexism, and classism which women of color face (Tong, 1998)
These intersecting systems of oppression cannot be realisticallytedpaxeen if they
are separated in theory. It is not possible for one of these forms of oppression to be
eliminated prior to the elimination of any others. Women of color are oppressed in
systematized and structured ways; by economics which relegate themde servi
occupations, by politics which deny them the rights and privileges typicaéinaad to
all white men and many white women and by ideology which oppresses them through

stereotypes and freedom-restricting images which serve to justifyrttsibility (Tong,
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1998). Nothing in the text acknowledged this intersection of oppressions nor their effec
on the lack of women of color in leadership.

The questions that emerge from this analysis of race ask whether the authors
intentionally omitted race as a topic regarding female leadership bebays#o not
believe racism is an issue, because they avoided a potentially sensitiot, suibje
because they do not believe there is a place for women of color in leadershimitivdefi
answer cannot be given, although given the evidence regarding the discoursgeof ije
is possible that the lack of discourse indicates the latter.

Discourse of Performance — Micro-level Analysis

Following the analysis of the discourse of race, | examined the text for the
discourse of performance. One of the first and most noticeable patterns discawered fr
the data collection was the significant overlap contained in the discursivagessd
gender and performance. This is because gender and performance canntty be nea
divided. Performative theory maintains that we act in certain socially firedavays
that ‘perform’ our gender, rather than behaviors that ‘express’ our géhgeessing
gender is acting in ways according to our prescribed gender whereas pagfotmi
gender is acting in ways that constitute our gender. The important distinctiorebehge
two is that expressing gender assumes that gender exists and we behaveghgcordi
Performing gender is either conforming to expected gender identity stingshe
expectations in some way. If gender is not expressive but is performateadnten the
performative acts constitute the identity they are said to expregndégcharacteristics
(acts or attributes) are performative rather than expressive then therpris-existing
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gender identity, meaning that there is no true gender reality. Genltigriscereated
through sustained social performances. Consequently, gender cannot be undeestood as
role which expresses itself. Gender is neither true nor false and yet pédoems
gender incorrectly, there are punishments, both direct and indirect. Consequerdly, if
perform gender according to social norms we reinforce the essentadlggender identity
(Butler, 2004).

Judith Butler (2004) said:

...that culture so readily punishes or marginalizes those who fail to

perform the illusion of gender essentialism should be sign enough that on

some level there is a social knowledge that truth or falsity of gender is

only socially compelled and in no sense ontologically necessitated (p. 52).

Performance is based on the perception of sex and is put on by social expectation.
But, female gender that continues to be performed relinquishes power to patadchy
performances of masculinity. In this analysis of performative discolosé&ed for ways
that gender identity was reified or expected in the discourse and ways thacthe b
expressed power through expectations of conformity to gender roles and identity.

Presupposition An analysis of the text offered evidence that men are presumed
leaders and if women hold positions of leadership, it is typically within the @&alm
management positions, rather than high or executive level position. Within the short
section of the book entitle@dender and Leadershifhere is a paragraph slightly less than
one page long, which asks the question, “Do Men and Women Lead Differently?” (p.

346). The text subsequently answers its own question by citing two scholars who have

argued that women bring “a female advantage” (p. 346) to leadership. The tadéscl
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the quotation marks. Use of quotation marks to set apart the idea of a female advantage
creates a discursive meaning implying that there is no such thing as a &svahtage.
Quotation marks used in this way typically indicate use of ironic languagec Ironi
language is used when the message being said or written is actually oppossning
to the words in quotes. By placing the words “a female advantage” in quotes, the text
implies that there is no such thing as a female advantage. The opening sentence
presupposes that a female advantage does not exist.

What presupposition suggests. The second sentence of the paragraph opens with:
“They believe that modern organizations need the leadership characténstic®men
are more likely to bring, such as concern for people, nurturance, and willingnbaseo s
information” (p. 348). By using passive voice and the pronoun ‘they,” Bolman and Deal
effectively remove themselves from the thought, indicating that while the sathelars
believe that there is such a thing as ‘a female advantage,’ they do not. Thenessyihe
that the evidence for gender differences in leadership is equivocal, shetirvge might
expect women to rank higher on the human resource frame (with characteristics of
warmth, supportive, participative) and lower on the political frame (powerfulyvdhre
aggressive). The statement is followed by examples of Karren Brady, tHEatdkard
CEO Carly Fiorina, and former British Prime Minister Margaret Tinatevhich do not
support that notion. By using three examples of women who do not follow the normed
behaviors we expect from female leaders, the text dismisses thecheséother scholars
as though the research cited is inaccurate because they can point to timele exzat
do not fit the norm. Performative theory says that we act according to thetagiqyes of
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our gender identity or we experience negative consequences. In this case, however, the
discourse dismisses the notion of gendered behavior being advantageous to leadership.
By manipulating the language to say that the three examples offered (wéaty@ical
of gender expectations) shows that women do not utilize a different style oklaager
the discourse reinforces the idea that there is no female advantage. This dis¢etsgse of
bias against women by placing them in a double-bind position by saying there is no
evidence to support the idea that women perform as leaders according to their gender
identity so, consequently, there is no evidence that says it is advantageous éor t@om
hold leadership positions, consequently, there is no need for women leaders. Given the
current gender gap in leadership, if women bring nothing different to the leadership
position, we have no need to increase the number of female leaders other than simply
ensuring equity. But, given the level of power and control that men wield in thealoliti
educational, and business arenas, what reason would there be for increasing the number
of females in leadership thus giving over some degree of power and controlXtThe te
goes on to say that studies show limited support for the stereotypes. In other words, the
discourse says that there is limited support for different performancesddrg8olman
and Deal then cite their own research to support this statement.
Discourse of Performance — Macro-level Analysis

The performance discourse in the book says that gender differences do not exist.
Stereotyping is a pervasive human phenomenon, however. It exists in all areaalof s
life. In fact, gender roles are so strongly upheld that there are serioussasiquences
for those who do not adhere to them. Likewise, there are serious social consefpurences

141



those who do adhere to them. Female gender roles encourage dependence and surrender
control over many aspects of life to others. Female gender roles also encourage
expressing of feelings, nurture, and care for others. Male gender roles ercourag
independence, withholding feelings, and greater self-sufficiency.

Ideology of performance/historical precedentSeveral linkages can be made to
theories of gender roles and theories of leadership. Early leadershipsiveere based
on a male model. Even later theories excluded women for fear that they would skew the
outcomes (Powell, 2010). Women, seemingly, did not fit the role of leaders and, as a
consequence, did not need to be included in the research. Leadership research has
concluded that there are two distinct types of behavior that leaders use in gdhagin
behavior of others. Task style leadership refers to the extent to which the manage
initiates and organizes work activity and defines the way work should be done.
Interpersonal style refers to the extent to which the manager engaggiwities that
tend to the morale and welfare of others (Northouse, 2007).

Additionally, leaders exhibit different types of decision making skills. Adea
who exhibits a democratic style of decision making invites others to pamidipat
decision making. An autocratic decision maker discourages the input of others.
Transactional and transformational leadership styles have taken a pposérgn in
leadership theories in recent years (Northouse, 2007). Transformationas leedimate
others to transcend their own motives for the good of the group. They set high standards
for performance and then develop their employees to achieve those high standards.
Transactional leaders, on the other hand, focus on the responsibilities of theiyesaplo
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and then respond to how well they are doing at executing those responsibiisss (B
1990).

There has been a greater call for transformational leadership withahging
economic environment. As global environments become more turbulent, highly
competitive, and reliant on new technologies, there is a call for organizatidns wit
decentralized authority as well as flexible and more flattened structmasequently,
successful organizations are shifting away from authoritarian leadershipvaard a
more transformational model (Powell, 2011).

Gender stereotypes can be associated with leadership theories by linking a
tendency to exhibit task-oriented work, dominance, control, and an autocratic style of
decision making with the masculine stereotype, and a tendency to exhibitrstealky
oriented behavior and a democratic style of decision making with femininetgpers.
Overall a transformational leadership style is seen as being more aungitiefeminine
gender roles and a transactional leadership style associated with magentiee roles
(Eagly & Karau, 2002).

Additionally, studies have shown that stereotypical gender differences in
leadership behavior do exist and, in fact, there is support in research for thexciéféeire
favor of women (Powell, 2011). The discourséReframing Organizationdenies this
and, in fact, refutes it. In order for more women to enter into leadership positions,
prejudices against women have to be confronted. The discourse of performance in the
first few sentences of the secti@ender and Leadershipegarding whether men and
women lead differently does not, however, work to confront those prejudices. The
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message of the discourse is that there is no difference in the leadershipisabetween
men and women, consequently there is no need for more women in leadership.

The next section of the text asks why the glass ceiling exists. The text doe
acknowledge that there is a barrier to the advancement of women into leadership
positions. There is acknowledgement that females represent over 50% of the student
population but fewer than 21% of the senior leaders. The text adds the additional
information that Fortune’s 2002 list of the “fifty most powerful women in business” had
to be filled with vice presidents because fewer than 20 CEOs were identified.

The text states that there is no consensus on what sustains the glass ceiling but
gives several contributing factors such as:

. Stereotypes associate leadership with maleness.

. Women, more than men, must walk a tightrope of conflicting
expectations.

J Women encounter discrimination.

o Women pay a higher price.

The discursive message of this section sets up a number of messages that
reinforce ideology and historical precedent that women are not suitable fastepde
roles. For each of the four contributing factors, the text supplies additional itifmmrta
back up the claim. For example, the text that states women encounter discrimgation i
followed with the statement that powerful women in ancient fairy tales and mildes
turn out to be witches or worse. Additionally the text details the story of Thangarh
the Shrew which carries the message that strong women are dangerousdogbsby a

stronger man. The text also makes a statement citing Virginia Valian (t2@%)idely
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held gender schemata associates competence with maleness. The disanijpskates

the reader, however, by never making any statements that refute the réasorRs g
contributing factors. In fact, Valian’s study regarding the slow advancementrides a
case for gender schemata as a negative factor in discrimination agaimet\(valian,
1999). The text oReframing Organizationowever, actually leaves the reader with
reasons for the discrimination without making any statements regardinthevbiases

are unfounded or insupportable. The discourse reinforces the reasons for disomminat
and reifies the notions. The end result is that the discourse in this short section of
Reframing Organizationserves to support the current condition of women in leadership
by reversing the positions that appear to be in support of balanced female |gdoigt,shi

in fact, end up supporting the current condition of women and the ideology that males are
more suited for leadership.

In examining the text for evidence of language that indicates the perfeemati
nature of gender divisions, | discovered a section that dealt with a stylelefdeip
proposed by Sally Helgesen which supports the gendered nature of inclusiveness and a
democratic decision making style. The text builds the case for this stgedership but
then it takes a twist toward the end changing the discursive message@waye that
supports this style of leadership and into one that supports a more male, hierarchical
style.

Studies of leadership styles have indicated that females often favor a more
inclusive, less hierarchical style (Northouse, 2007). Sally Helgesen isrcitegltext as
arguing that organizations that fall into the structural fame are higzat@nd primarily
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male-driven. Initially, the discourse seems to indicate that this frameyd@duse not
always considered the most appropriate. Helgesen’s ‘web of inclusion’ isdetdiich
describes a form of leadership more circular than hierarchical. In spite fzfat that
Helgesen’s concept originated with Dan Wolf, the male editor of the Village Voice
newspaper in New York City’s Greenwich Village, Helgesen describesdheas being
created by female executives who focused on relationships within the otgamikra
these organizations, hierarchy was diminished, the women placed themsédiees at t
center of the organization rather than the top, and they included others in thgordeci
making.

The web example shifts, however, in the next paragraph when the text offers an
example of a female CEO, Meg Whitman, of eBay. Whitman entered into the
organization which was situated in the ‘web of inclusion’ style but, due to the size of the
company and upon learning that the structure of the organization was very loose, she
reorganized it into a more hierarchical style. This is one of the few exaoffes
successful female executive but, ultimately, the book describes her trangfdinmm
company from a web of inclusion style into a hierarchical model in order to improve the
company’s success. We are left with the idea that a more inclusive stgbefship is
not one that can be used by a stronger, more powerful leader.

Messages of powelThe performative discourse throughout the book returns
again and again to the dominance, superiority, and common sense nature of male
leadership. The examples of organizations and leaders consistently supplyénewta
messages that the natural, normal order of things is to have men in leadership roles
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examples where the females are exerting a degree of power or contfigicihgse
serves to figuratively ‘put them in their places’ by reversing whafeesitive messages
regarding female leaders is given, and framing the situation or persomiegdiive.

As readers continue to internalize the messages that women are not suited for
roles as leaders and women who perform leadership functions do not deserve to be in
those roles or aren'’t effective or are not performing to their expectey tiodesemiotic
effect is to reify cultural norms. Without questioning the validity of what iisgogaid,
the reader internalizes the message, adopting a position as the sulbhjeatistdurse,
and the discourse sustains the status quo (Fairclough, 2001).

To that end, within the text &&eframing Organizationghere are several
examples of gender performance being played out according to social &epsctane
woman is unable to use her voice against a higher level executive, the disoessage
being women are to be seen and not heard. The male executive in this example exerts his
power over her by holding a position of authority and not being accessible. He is
performing his gender role by being decisive and independent, she is performing her
gender role by being submissive and dependent.

Maintaining traditional gender roles. In another example, a woman needs the
help of a male to reorganize her department. She has an idea for how to resteucture h
department in a way that will function more smoothly and open up lines of
communication. In keeping with her gender role, she is looking for ways to improve
social interaction. The example states, however, that she is not in a posithgoleiment
this change without the support of a male in a position higher than hers. In keeping with
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the research that says women are often unable to advance without the support of an
established male, the woman in this example is unable to move forward or implement a
good idea without the support of a male. Obviously, if that is the structure of the
organization in which she works, she is staying within her prescribed role, but the
example supports the cultural ideology regarding gendered roles and perderm
Undoubtedly, other examples of how organizations operate that do not support messages
of gendered performance could have been included; perhaps examples in which women
were in the dominant role and men were in the subordinate roles. The discourse of
Reframing Organizationeepeatedly sets up situations, traditional in nature, reinforcing
ideology and setting up relationships of power between the text in the reader that support
hegemonic male dominance.

In an example in which the authors do not attach a name to a female (again
creating a textual silence regarding women or a discourse in which the woatnally
eliminated from the situation all together), the product manager for Coopetriesius
consumer goods company, is in a middle-management role. Interestingly, she i
responsible for a laundry detergent and low-fat snack food line. While those arecomm
products, they are directly linked to use in the home. The assumption is that a woman
should be responsible for products used in the home while a man should be responsible
for matters of greater importance such as electrical engineefergafn the following
example of Percy Barnevik, CEO of electrical engineering giant, Bean Boveri.

The discourse sets up an association between a female manager and products having to
do with home and family which reinforces the idea that women ‘belong’ in the home,
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whereas something considered more important such as electrical emgjnisesiitached

to a male executive. In this example, the discourse reinforces the culipeataion that
women are less able to perform in fields such as math and engineering. Xdrapes
reinforce ideas regarding social role theory (Eagly & Karau, 2002) and support a
discourse of performance in which women act according to their expected roles and do
not venture outside of their roles into areas reserved for male leaders. Theseisetsir

up relationships of male dominance, superiority, and importance over women.

Another example presupposes male hierarchical leadership by describing a
hospital operating room during a transplant surgery. A male surgeon holds a place of
authority and leadership and a female nurse holds a position of submission to the doctor’s
direction. The example describes a successful transplant surgery anddtioé eseh
person to perform their role efficiently and skillfully. However, the examafgo
reinforces the idea that the person in charge and with the greatest ausherityle and
reinforces our cultural expectations that nurses are both subordinate and female.

In another hospital example Bolman and Deal introduce Joyce Clifford, the
director of nursing at Beth Israel Hospital. Joyce holds a traditioraatiglie role as a
nurse and her director position puts her in a middle-management role. She sees the need
to reorganize her nursing department as it is laden with structure and top-dowityauthor
Clifford is successful in implementing change within the organizationaltsteubut not
without the support and cooperation of Beth Israel’'s CEO, Mitchell Rabkin. Clifford
instituted a major structural change, from a pyramid with nurses at the bottom to an
inclusionary web with nurses at the center. The example shows, however, thadste ne
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the blessing and support of a male CEO to make this change. Once again, we see an
example of a woman in a middle-management role who possesses very little power or
authority. She has to be assisted, supported, and validated by a male figurénar a hig
level position in order to effect positive change.

An additional example includes women in a company called Eagle Group. The
first woman is Beth Shanahan who, at celebration upon the completion of a team project,
wins an award not for her contributions to her group but ‘for putting up with a bunch of
creepy guys” (p. 296). Another award is mentioned, this one given to a man “who gave
us a computer before the hardware guys did” (p. 296). The other woman mentioned in
this example is a female secretary who served the men as “Mother Supgerk97). In
each of these examples, the discourse repeatedly reifies our ideologicalbfiwomen
as submissive, nurturing, lacking agency, and dependent upon men.

Returning to the example of Karren Brady, the text says that “she ran awo a f
challenges” (p. 345). In the context of the previous two sentences stating leerdag
position, the statement regarding challenges seems assumed, as though amy wom
accepting such a position would expect to encounter challenges. The next paragraph
opens with a statement that Brady got plenty of media attention focused on heridoks
wardrobe, again, as if this was to be expected. The implied message seenfsato be, i
woman is going to be in a high level leadership position, these challenges ane sl
and should not be questioned.

One troubling aspect of the story of Karren Brady is the statement shging
Brady understood that publicity, even tinged with notoriety, was good for busimess. T
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example goes on to detail how Brady used the attention she drew to take the team from
the brink of bankruptcy to one of the strongest, financially. The message implied in this
discourse is that by using the cultural expectations regarding how women atdiethje

and capitalizing on them, Brady was able to successfully turn the team arootiter

words, because Brady fit the cultural norms of beauty and femininity, that iskdat

used to turned the team around, not her business acumen or talent.

Summary. In example after example of men and women, the discourse supports
the performative theory that women and men behave according to their roles, cogstituti
their gender, and remaining in socially acceptable positions of dominance and
submission. The discursive message sets up a relationship of power by demonstrating
situations whereby women are discouraged from moving outside of their prdsotige
As with the closely aligned discourse of gender, the discourse set up messageseof f
should women break out of the social roles they are expected to perform.

Discourse of Power — Micro-level Analysis

Following the analysis of the discourses of gender, race, and performance, |
examined the discourse of power contained within the text. There are two apprimache
power that | undertake in this critical discourse analysis. While themms overlap of
the two it is important to make the distinction between them. In examining tloeidisc
of power, my approach was to examine the literature in the same way | edainfiare
the discourses of gender, race, and performance. The text reveals a discourss.of pow

The results are reported in this section of the chapter.
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In addition, critical discourse analysis reveals how power is constructed wiehi
discourse, establishing, reifying, or maintaining relationships of poweebatthe
discourse and the reader. As | have revealed the discursive messages floumith@vi
text, | have reported on the way the discourses are received and how they cowotribute t
the social effect of gender and racial bias with regard to the leadership gdgition, |
discuss the relationship between discourse and power in the conclusion of this chapter.

In examining the discourse of power in the leadership text, there were repeated
examples of men in powerful positions. Men had power. Women did not. In several cases
the women did not stand up to or challenge men because they feared the consequences;
reinforcing notions of patriarchy and power common in our culture. In one example the
woman does stand up to a male counterpart but is then falsely accused and the male
accuser is never confronted, supplying the reader with support for the notion that women
should not speak up and use their voice against powerful men.

Presupposition. That women lack power is presupposed in the text and
demonstrated in an example of a female senior manager of Amtram, HelercDefnar
new Chief Executive is hired two levels above her. The Chief Executive’s power and
Demarco’s lack of power are presupposed in the description by stating tihaidshever
spoken with the new executive and she waited with curiosity and apprehension to see
what he had in mind. His untouchable status reinforces the idea of patriarchy and power
within the organization (Mills, 1997).

She initially learns of a plan, detailed by the Chief Executive, that has direc
implications on her area of expertise, through a newspaper article. Shibhdeéhe
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executive’s plan is not a sound idea and the potential for disaster is high. She is then
charged with forming a committee to work on implementing the plan. The entire
committee agrees that the plan is flawed but no one will tell the new Chief Erecut
Ultimately the committee develops a strategy to suggest a study on how tmanptbe
plan and present the executive with two options; one being less expensive but also
offering less benefit. The Chief Executive ultimately agrees but,éijirtte the plan can
be fully implemented, he has moved on. Helen Demarco is frustrated and feels like a
failure because she knowingly participated in a charade but did not feel she had any othe
options. She feels powerless. As was the case with other examples in the previous
discourse, the females are depicted as weak, powerless, voiceless. |artipteeihe
woman is without agency. She fits her gendered and performative roles and does not
move outside of the norms expected of her.

What presupposition suggests. Examples of strong, powerful, influential, male
leaders are found readily in the text of this book. Examples of strong, powerful,
influential, female leaders are not. One example of a female president{Eetezs) is
not only fictional, but she is represented as having to navigate her power dgsio$tt
male assistant janitor (Jones) and a male foreman (Ford). The text state

Cohen-Peters has more authority than Jones or Ford but no divine or

inalienable right to determine goals. Her influence depends on how much

power she mobilizes in comparison with that of Jones, Ford and other

members of the coalition (p. 190).

This example serves to support the idea that men are inherently dominant and

superior (Bem et al., 1993). In the various examples of male leaders offeredbaokhe
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there is no indication that those with the highest level position have, in any way, had to
negotiate for power. The examples of male leaders all take for grantéxy hasition

and the fact that they are men, power is automatically bestowed. This exaniplees

the fundamental beliefs about the difference between men and women and affirms tha
the female president’s power is not automatically assumed (Bem et al., 1993)

Textual silences.The textual silences used in this discourse were formed around
the lack of powerful female leadership examples. Male power was demamhsgirtdie
text, repeatedly, whereas female power was absent from the text. Gunsidiehe
findings regarding gender, use of speech-act silences left the vattumit examples of
strong, capable, female leadership. While the silences could not be positioned as
manipulative, they are an indication of a discourse that regards fenddesles less
effective, less powerful, and less capable and reinforce patriarchal nibibmsales
lead, females follow.

In addition, the text regularly omits the names of female leaders in th@ksam
although the male leaders are consistently named. While these omissions could be
arbitrary, the omission of names appears to be significant with regard to value of the
women leaders. By omitting the names of these women leaders, the discourptsattem
make them invisible. They are included in the text but their contributions are aeqimi
not only by the regular use of stories that put the females in subordinate positioss but a
by removing their names, value, and significance.

Words and phrases.Particular words and phrases that reinforced the lack of
powerful female leadership included women described as ‘feeling like sefadnd
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‘participating in a charade.” Words used to describe male leaders inGumleed,’
‘feared,” and ‘exploited’ (meaning, they exploited technology). Use of language
regarding patriarchy and power continues to reinforce our cultural idgaslieg the
role of power in women'’s leadership. In the examples given, the discourse resriface
idea that women are powerless and are complicit in their own powerlessnéss (Mil
1997).
Discourse of Power — Macro-level Analysis

At the macro-level, the discourse of power can be found in examples where
patriarchy and power are demonstrated but not questioned. They are presented as
normative in the male/female relationships within organizations. A previousty cit
example in the text details a woman new to managing a department thatlysltarajeto
her predecessor. She is confused about how to engage the position and the staff. As a
middle-manager, she is mulling her options, aware that she runs the risk ofcregfor
the stereotype of women managers as ‘critical, bossy, and over-conttolling.

Ideology of power/historical precedentThe discursive message in this example
is that women are less capable or less acceptable leaders. Powell (2014 POOS
Gallup poll in which, 37% of the respondents said they would prefer a male boss, 19%
said they would prefer a female boss, and 44% said they had no preference. Of the men
who said they had a preference, 34% said they preferred a male boss and 26% said they
prefer a female boss (Powell, 2011). While there is no definitive answer to why
respondents offered these preferences, there are some assumptions wityp8sere
suggest that leaders are more effective if they perform their Eapeoles more in line
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with expectations of men than women. Also, prejudices against women that were

discussed earlier in this chapter may make it difficult for women to be setiects/e.

The example, in which the female taking a leadership role is concerned thayshe m

subject to prejudice because she is a woman, supports the idea that prejudice against

female leaders is expected. This text strongly presupposes and reinfolideslingy

that women are less capable leaders and unable to wield power on the sameHevel wi

men. In several of the examples, male power was not only possessed but it was give

the male executives by female subordinates. The discourse throughout thifi¢sxt re

male power and presupposes that male power is natural and expected (Bem et al., 1993)
The text makes it clear that that the example of Helen Demarco, citied,éaiih

a powerless role. She does not hold a position of influence and, in fact, feels unable to use

her voice to express her concerns about the Chief Executive’s plan. She is collaborati

in her interactions with the committee she is charged with forming but, ullymiie

committee is impotent because the Chief Executive wields all the power and the

committee is afraid to tell him the truth. In this example, Helen Demagmmiglicit in

the production of the Chief Executive’s power. She and the rest of the committee allow

the discourse of their own conversations to reinforce the Chief Executive’s,power

diminishing their own power. Foucault saw power and discourse linked by creating

reality and sense of self (Mills, 1997). In the example given, Helen Demaddbe

committee reinforce the use of power by allowing themselves to acquiesaexarhple

is presented as though this power dynamic is presupposed and natural.
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Messages of powerAn example is given that presupposes power demonstrated
via sexist language is normal and acceptable. The example involves alEgishdtive
representative. She proposed an amendment to a military bill of Edward HebergfChief
the Defense Clan. The amendment received only one vote and she reportedly snapped to
the committee chairman: “I know the only reason my amendment failed isvafof a
vagina.” To which Herbert retorted, “If you'd been using your vagina instepounf
mouth, maybe you’d have gotten a few more votes” (p. 261).

This example demonstrates sexism in the language used. To defend their use of
this quote in the text, Bolman and Deal add, “A kinder and gentler anecdote would lose
some of the power of this demonstration of how much can happen in a multilayered
transaction” (p. 261). The text then goes into an analysis of the various int@rpeetdt
this exchange. The first interpretation is that this is an example of segciatination.

Two sentences are offered regarding the interpretation of sexism. The néxeposs
interpretation is a type of hazing or ritual offered to all newcomers. The folicivree
pages detail and defend the ritual interpretation. Given the way the sexism taplana
summarily dismissed, it seems the authors do not feel that this offensivagxaha
anything more than a normal and acceptable part of joining a new group. What they do
not examine, in their analysis, is the historical aspects of when this exchangeatmok pl
Because the Congresswoman is not named, an exact time in history when thisakvent t
place cannot be placed. However, the statement that she was “one of thenealdy fe
victims” (p. 261) implies that she came to Congress in an era when even fewar wome
were deeply involved in politics than today. It is likely this incident happened in the
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midst of the second wave feminist movement and it is likely that this Congresswoman
was met with vitriolic sexism as a result of not only being a woman but being anatm
that time in history. The text does not address any of these issues but, rathefivave
the sexism explanation and attends instead to the ritual explanation, presupposing that
this type of power exchange is to be expected.

The following quote is given in the midst of the explanation regarding the way
newcomers are treated in established groups:

People who differ in gender, race, ethnicity, or religion cannot become

full-fledged members of a group or organization until they are initiated

into the inner sanctum. The initiation may be bitterly painful and raise

poignant questions for the newcomer: ‘What price am | willing to pay to

join this group? Where is the line between legitimate adjustment to a new

culture and sacrificing my own values or identity? Why should | have to

tolerate values or practices that | see as wrong or unjust?’(p. 262).

The implied message is that this treatment is expected, condoned, and entirely
acceptable. The exchange between the congresswoman and Hebert highlightsvaggre
and sexist language and demonstrates Hebert’'s use of power in his languate. tézt
glosses over this fact and considers Hebert’s language all a part of wrdeagr ritual
when joining a new group. The message of the discourse is that racism andesexad|
normal parts of daily life, to be expected and endured, if one wants to be a part of the
ruling power. There is no mention that those who endure this discrimination will ever be
on an equal level with the ruling power, only that this type of initiation ritertsop#he

process of participation. The discourse implies that there is nothing wrondnisith t

situation, nor should we expect anything different.
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The text does offer one example of women with a type of power. They do not
possess positional power as traditionally regarded and the power they do hold cibmes wi
a considerable cost. The three women cited as being “powerful” (p. 199) are ¢he thre
women whistleblowers from Enron, WorldCom, and the FBI. Going back to the idea of
cultural notions regarding male and female leadership and power, this example
demonstrates that the women are noble and sacrificial, but they are not inviigh le
positions. The question that emerges from this example is whether or not there would
have been need for whistleblowers in those three companies if women had held positions
of leadership and had been making important decisions. The terfraiming
Organizationsclaims that the men in these companies were “clueless” (p. 4). If women
had been at the helm, would they too have been clueless? Of course, that question cannot
be answered because women were not in the positions of power, authority, and
leadership. This does, however, return to the initial question posed in Chapter 1 of this
dissertation; “how might the culture of higher education or, in the case of thiplexam
business, be altered with more women in higher level leadership positions?”

In a slightly different turn, the text makes the statement that possiblyongest
factor influencing the advancement of women is progressive organizatiohaveat
promoted them into these positions. Specifically, the authors name US univessities a
providing women with the opportunity to become Presidents and increasing the number
of female presidents to almost 20 percent by 2001. Given the hierarchical stofidii@e
higher education (Birnbaum, 1988), the implied meaning in this statement is that wome
have been vouched for by older and established elite institutions, much like being
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vouched for by an older and respected man. The text cites Princeton as being just such a
institution. Not having accepted female students prior to 1969, Princeton appointed the
first female president thirty years later. Interestingly, theseates that some of the

mostly male alumni were worried when the first female provost was appoiotegsale

the president, Shirley Tilgman. In the example of Shirley Tilgman, the uitwers
metaphorically served as the older, established male, without whom, the fenldleat

have risen to a senior level position.

Within their own text, Bolman and Deal make a significant point with regard to
the disproportionate number of men in leadership roles by stating “Executive te@smit
gather to make strategic decisions” (p. 348). This is a vitally importastneehy the
small numbers of women executives, presidents, and policy makers affects una. cult
With fewer women in these roles the likelihood of strategic decisions which ditagea
women is higher. The discourseRéframing Organizationfowever, appears to create
a relationship between the reader and the text in which power relationships dgde uphe
and reinforced.

Hub of Discourses

The analysis of the four discourses of gender, race, performance, and power,
shows how the text dkeframing Organizationsffers meaning to the reader regarding
women in leadership. The discourses repeatedly overlap with messages teatavem
not needed in leadership, nor are they qualified as leaders. The discodysasdtreal

norms, traditions and ideology.
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Considering how often this book is used in leadership classrooms, it undoubtedly
has an effect on students in leadership classroom by maintaining the statnd gyo a
supporting ideology about gender, race, performance, and power related to women in
leadership roles. Ideology provides the rules of conduct, it defines roleseatysaaid it
provides identification with a group (Skidmore, 1993). This discourse analysis helps to
evaluate, explain, and provide understanding about why things are the way tiviy are
regard to the leadership gender gap. Locating the discursive messages aneathiag,
provides an understanding of the rationale for the existing situation and encourages a
alternative way to look at and challenge it.

Returning to the premise of critical discourse analysis, there is @nslai
between social events, (the leadership gender gap), social structuresu(gsocial
practices (discursive messages). It is not possible for the text to inflinenieadership
gender gap without the mediation of the discursive message. Languagéstracta
medium that defines certain potentials and possibilities and excludes others. ig movi
from the abstract of language to the concrete of the social event, the disbapes s
both. But, these three elements cannot actually be sorted into three sepeagatéesa
They shape and constitute one another (Fairclough, 2001).

At the crux of discursive messages is the relationship of power and control that
the discourse sets up. Discourses can be associated with certain assumptionkatbout
is, what is possible, what is necessary, and these assumptions are ideological.
Relationships of power are best served when meaning is taken as a given (van Djik,
2001). The ideological work of texts is connected to hegemony or seeking to urreersali
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particular meanings in order to achieve and maintain dominance. The discursiaganess
of a text does ideological work if it is taken as unquestioned and presented as an
unavoidable reality (Wodak, 2001). This returns to the idea that language is notf,of itsel
powerful. The power in language comes from the meaning associated withctrsides
message and what people do with it (Fairclough, 2001).

The ability to use the language of discourse to oppress is often hidden. It is hidden
in ideology and also in our assumed dependence on those who have social power. Social
power is the power held by groups or institutions. The more power they have the more
they are able to control the minds and actions of other groups (Chouliaraki So&gircl
2003). This ability presupposes a power base of privileged access to resodincas s
force, money, knowledge, culture or public discourses. The power to control is inluence
by the willingness of the dominated groups to accept, condone, comply with, legjtimat
or resist. The power of the dominant groups can be integrated into the generaluonsens
and take the form of hegemony. Power is not always exercised in overt ways,at can b
enacted in the actions of everyday life that are taken for granted. If durghoaips are
able to exert influence through knowledge they are able to indirectly contrad othe
(Fairclough, 1999).

The authors of a broadly used text sucRakaming Organizationsave a
certain amount of control by way of authority. By controlling the discourseuthera
have the ability to influence and exert power by reproducing dominance and hegemony.
Additionally, because this book is used as a resource in a classroom, there is a certa
amount of authoritative control that is associated with its use as an educatianal tool
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this context, the discursive messages that disparage females as, lpadeasive
throughout the text, have the capacity to influence or persuade the reader.

The goal of this critical discourse analysis was to locate the production and
reproduction of social inequality which can be found in each discourse as well as in the
culminating effect found at the nexus point of the analysis of all four discolirsekere
that the greatest meaning can be found and the strongest relationship betweenrthe reade
and the powerful and influential message regarding women in leadership.

In the next chapter | suggest an approach to leadership text that can be used to
disrupt the relationship of power and present an inclusive discourse alongsidedide bia
discourses found in this book. This can be done without disrupting the potentially
valuable information regarding organizational structures that could be bahtefici
student but by presenting alternative messages regarding gender, race, pegfcan@nc
power that would allow students to view women in leadership differently.

Summary

Throughout this chapter | have analyzed and discussed the ways that the text can
be understood from a gendered perspective. There are numerous examples dfibias wi
each of the discursive lenses. The discourse contains messages that izetgpiial
white women and women of color, reinforce gender stereotypes, reify ideelgayyling
women as homemakers, and show women as weak, incompetent, and dependent.
Additionally, the discourses make natural assumptions about men as leaders and
repeatedly put forth examples that place men in dominant roles. The discursbageses
about men reify ideology that men are strong, assumed in leadership positionsuipowerf
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decisive, capable, and in charge of important and challenging leaderskipMeleare
depicted as brilliant. Women are depicted as bewildered.

Women of color are not depicted at all. A discourse of race is barely even
broached and even then it is dismissed quickly and the focus shifted to another topic.
Race appears to not be an important enough topic to discuss. Women of color in
leadership positions are rare but the discourse of this widely used book did not even
mention this fact.

The discourses of this book set up messages of ideology and power that allow the
creators of the discourse to present the material as though it is common knowledge and
ungquestionably true. Having analyzed this commonly used text through the feminist
discourse analysis method and finding substantial evidence of discursive biagtthe ne
step is examine the implications of the findings and present ideas for ractingtthe
cultural perspectives of women leaders in the higher education leadership classroom

Clearly, bias exists within higher education. While change does not come easily
one way to stimulate greater change is within the leadership classratiutfes
toward gendered leadership can be altered within the classroom, those chartyes c
taken into the organization as future leaders move into the leadership pipelinestThe fir
step is in recognizing that gender bias exists both within the academy hidthet
literature. The process starts by dealing with this in the classroonor SEadership is
where real change happens, but educating future senior leaders is a way.tbdsetp
their own interpretations, most people in the US resort to gender stereotypes when
defining leadership characteristics (Barsh & Yee, 2011) so exposing those gende
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stereotypes and replacing them with balanced understanding affords the oppartunity t
break down gender bias barriers.

The following chapter details some ways that, through change in literature
leadership education can be altered to reduce gender bias and promote eqtality in t
future. By examining a few short sections of discourse produced in an alternative
leadership book, | show how different discourses can compete and disrupt the power and
control of the discourse iReframing Organization®8y simply changing the focus of the
text it is possible to allow for an alternative message that could open up ted@pac
different and additional perspectives, models, and understandings, allowing for a

different conversation regarding female leadership in the higher educatésnodm.
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CHAPTER 5: Implications

In this chapter, | consider what can be learned from my feminist discourse
analysis of the commonly used higher education leadershigRefkgming
Organizations In addition, | examine the possible implications of the findings and how
those implications can influence students in higher education leadership classrooms
Based on the findings of this study, | provide some suggestions for changes aradealter
discourses that can be utilized to provide a more balanced approach to teaching and
learning within higher education leadership.
Research Implications

This study originated out of my feminist interest in examining the possible
connection between discursive messages in higher education leadership text and the
current gender gap in higher level leadership. | do not contend that the discursive
messages that positioned men as leaders and women as subordinates are entirely
responsible for the gender gap but, they do contribute to the multi-layered reasons why
the gender gap exists. | chose to focus the research on a commonly used text as it best
represents what is being offered and discussed in higher education leadesshgoahs.

This study can be characterized as praxis oriented in that it critiqueattecuo
in an effort to build a more just society (Lather, 1991). My interest in discoursiana
and its implications for leadership classrooms led me to consider how higher@uucati
leadership courses might be altered to better assess the ways thataveme
marginalized within the text and what teaching strategies and classeeouraes might
be employed to minimize the negative effects the text creates. To that egdn lthis
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study with the intent that my findings might shed light on the biases embedded in
leadership text and create an awareness of the influence such biases pemgbinaiar
culture, regarding women in higher level leadership positions.

Throughout this study | struggled with the fact that the work | was doing was
situated as gender work and yet, by focusing on men and women as leaders, | was
potentially reinforcing the gender binary. My examination of the text exbuitan
analysis which concluded that men are represented as strong, dominant, poacefs| le
that meet cultural stereotypes and expectations. Likewise, women weey@oiin the
text as weak, ineffectual, mid-level managers with little agency. toli met cultural
stereotypes. What the textRéframing Organizationdid not take into account is the
differences between feminine and masculine leadership styles which fellaveing
gendered expectations, allows for both men and women to adopt a leadershiglistyle fa
anywhere on the spectrum. All women do not adopt a feminine style of leadership, nor do
all men adopt a masculine style of leadership. All leaders fall somewhéhe spectrum
between the two. My analysis was complicated by the fact that the text heiggeal
made little to no allowance for or acceptance of feminine leadership lstdders were
portrayed as men with strongly masculine leadership styles. This is anantpeiegment
of the leaders represented in the text and an equally important element to beedigtus
leadership classrooms.

It is my hope that higher education leadership course instructors and desamers
make use of the findings from this study. It is my intent that the findings fisnstudy
be used to develop a greater awareness and acknowledgement of gender bias in the
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literature and bring it forward as a topic of conversation and enhanced |le&eTieigyt
opening up space for higher education leadership students to see more opportunities for
women leaders. In addition, | hope that the approach | have employed in this study can
further feed research directed toward examining the discursive shapingeaftsubj

positions and the possibilities for discursive interventions in other text as well.

The findings of this study have implications for how faculty members choose the
leadership text that will be utilized in their classrooms as well as halersts engage
with one another and with the text. By using the findings from this research slei@der
faculty could position this text not only as a tool in understanding the leadershgsfia
presents but also as an oppositional text which would set up a dialog among students
regarding the sexist and racist discourses, allowing for a variety osvoide heard in
the classroom.

An additional use of these findings is to increase the awareness of thoseavho lea
higher education program and thereby encouraging them to hold faculty accotortable
the choice of text. This could be done by, perhaps, supplying them with a checklist of
guestions regarding the discourses of gender and race in their choice Higaisaxt.

Faculty could also be encouraged to be aware of how women are positioned in the text
they choose and include a discussion of not only the leadership gender gap but also of the
way in which text can influence our thoughts about women in leadership and support
ideology regarding gender and leadership. All of these suggestions could bednglude
tenure promotion evaluations as a way to address and disrupt perpetuatingetihhesyst
sexism and racism messages contained within some leadership text.
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| began the process of gathering and analyzing data using seveaathese
guestions. These questions emerged from the feminist and discourse analystsiypesspe
outlined in Chapter 2 of this dissertation. Through my analydketfaming

Organizationd was able to examine:

. Discursive messages within the text which reify the notions of men as
leaders.

. Under-developed examples of women in higher level leadership positions.

o Discourses employed to minimize women as leaders.

o Subject positions re/produced through the discourse.

The description and analysis of the findings detailed in Chapter 4 provide an
opportunity to consider the use of feminist discourse analysis as a methodological
approach to examine discourses produced by the text. Through the feminist discourse
analysis process outlined in Chapter 3, | identified the discourses of gender, ra
performance, and power and messages those discourses contained. In gy @rthlysi
text | provided evidence of:

o How discursive practices reproduce the subject positions and agencies that
situate women as less capable of higher level leadership.

. How the discourses situate women in need of patriarchal support in order
to advance into leadership rather than moving forward of their own ability
and contribution.

o How color-blind racism prevents the topic of women and race from being
addressed in the text perpetuating the absence of women of color in
leadership positions.

o How women are positioned in the discourses as having very little agency
and adhering closely to culturally expected roles.
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. How women are still considered outsiders to the leadership community
within the discourse.

The effect of patriarchal leadership perpetuates masculine norms throughout the
institutional structure and culture. As a result, the status quo continues and the male
model dominates the institution (Chilwniak, 1997).

When examining the text from this perspective, it becomes evident that while we
cannot insist that authors be more mindful of the implicit messages within the descour
(a desirable but unrealistic expectation), we can reveal the need for [wactlua the
higher education classroom that will create more awareness of ther ¢easlwithin the
text and allow for a better understanding of how the discourses influence our
perspectives. An understanding of the discursive effects of leadershipdaxtiéd for
determining how changes can effectively disrupt the status quo within higherieducat
classrooms.

The findings of this study offer a perspective about the discourses of one
particular leadership book. The book is frequently used in higher education classrooms as
well as supplying the topic for journal articles and dissertations. ltasraiagly
influential text. As stated in Chapter 2 of this dissertation, | do not ckatmty
interpretations are the only ‘truth’ regarding the text. Instead, | hawgneéelsa study so
that my findings might be seriously considered as an opportunity to think differently
about how women are represented in text, regarding leadership, and the discourses about
them. This study was designed to expose the reification of cultural norms and
expectations regarding men and women in leadership. While | believe this has been

accomplished in this study, | also acknowledge that my effort at exposing hidddn bi
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the text includes some degree of my own interpretation, particularly in théhatay t
specifically targeted the topics and discursive practices. As such, thischeskauld not
be read as a project seeking to discover a fixed reality, rather, the finfithgssiudy
offer a particular perspective which, | believe, can serve as a way ¢pdwareness to
higher education leadership classrooms. To that end, | offer suggestions for how
leadership might be approached differently within the classroom but, at theirsamnié t
is important to note that there can be no formula or prescription for how to best approach
the subject. Given the post-structural underpinnings of this research, providingeoncre
recommendations for practice implies that there is some sort of fixéy rdadutcome
that can be predicted. Since biases are so deeply embedded within our culture, the
recommendations | offer are suggested as ways that could potenteilghal
perspectives of leadership students but these recommendations are not sffieeed a
‘answer’ to the issues. | offer some thoughts on change but, based on the praxis of post-
structuralism, 1 do not offer fixed solutions. Instead | offer a way to think zuth te
differently with the hope of an altered viewpoint (Lather, 1991).
Alternative Discourses

The bookReframing Organizationsffers valuable information regarding
organizations and structure. While this information is likely helpful to leagershi
students, the discourses examined in this study demonstrate how the imbeddedsmessag
are detrimental to leadership students. By offering alternative disconigeslership

courses, students have the opportunity to learn the information of organizationaletructur
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while at the same time reading texts that contain a different discures&age regarding
gender, race, performance, and power.

As an example of alternative resources with different discourses that could be
utilized in higher education classrooms, | conducted a very abbreviated version of the
feminist discourse analysis method, used for this study, on the book ‘Salsa, Soul, and
Spirit: Leadership for a Multicultural Agelyy Juana Bordas (2007).

In reviewing the course syllabi that | collected for this study | foundnitwae of
the top 10 higher education courses are utilizing this book. There are additional
leadership books that take a less patriarchal approaciRéfeaming Organizations
although few of the leadership syllabi listed them. By analyzing the disconrge®ry
small sampling of the book, | am able to represent the way an alternateceasoght
open up different ways to identify with female leaders and provide a differenticisc
to challenge the gender biased discourdeaffaming Organizations

Discourse of genderSalsa, Soul, and Spirit: Leadership for a Multicultural Age
is written from the perspective of a woman of color. The author is clear - iaxterthat
she does not represent one ethnic group but rather is inclusive of women of color in
general. The discourse of gender is thoroughly enmeshed with the discoarse of r
making it difficult to separate the two. Regardless, there is a discoursdusiveness
and care for others that is in stark contrast to the discourses foReframing
Organizations The discourse of care includes listening, sharing feelings, and self-
expression, kindness, and compassion. All of the stereotypical gender chai@cterist
cited in the critical discourse analysisRéframing Organizationare included in the
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discourse of gender in Bordas’s book but the discourse takes a decidedly more positive
approach and encourages these behaviors not only as a function of female gender identity
but also from the perspective of a race identity.

Discourse of raceBordas presents the perspective that seeing the world from one
cultural orientation and believing that is the universal and superior standard is
ethnocentric. The text contains a large volume of discourse regarding raeds Ra
presented as a fact of cultural diversity to be approached respectfully andipsdguc
Bordas also presents reasons why a more inclusive perspective on leadengbqutemni
to our changing society. As much as the discourse of race was avoRleflaming
Organizationsthe discourse of race is addressed thoroughly in Bordas’s book. The
discourse of race includes a challenge to white privilege that asks ferreaders to
examine their own position of privilege. Throughout the book, Bordas uses the phrase
‘we’ culture to emphasize inclusiveness of all races and gender, whicbscaediscourse
that encourage people of color to reframe their oppressive pasts and embrace thei
cultural heritage. The discourse®dlsa, Soul, and Spintould offer a counterpoint to
the white, male dominant discourses foun&e&iraming Organizations

Without a doubt, including a book such@alsa, Soul, and Spirih leadership
classrooms would provide alternate discourses that would disrupt the relationship of
power set up in the bodkeframing Organizationsf we hope to see a change in higher
education leadership for the better, and one that narrows the leadershipggender
behooves us to examine leadership discourses and find alternatives that support and
encourage female leaders.
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By allowing students in leadership classrooms to openly discuss the position of
the text and, possibly to compare and contrast more female inclusive leadeitghialma
knowledge around inclusive leadership would be more available. Discussions of race and
the lack of racial representation in higher education leadership could be approached
rather than avoided. Through discussion and understanding of subject positions, students
in leadership classrooms could position themselves in relation to others in theottass
as well as with the professional environment and society at large. In addition,deth m
and female leaders would have the opportunity to better understand the historical,
political and cultural contexts that create the current gender gap andegpansibilities
they have in working to close it. In order for students to understand issues ohd#fere
professors are responsible for paying attention to the unconscious and emotioral fact
such as student’s positions, and rights. In order to understand the current gender gap a
to envision ways to alter it, students have to understand that it is sociallyuctetstr
Students must become aware of their own positions and the positions of the authors they
are reading (Maher & Tetreault, 2001).

To influence change, | suggest that curriculum developers, instructors and
students understand what discourse analysis reveals about the ways in which subject
positions and subjectivity are discursively constituted within leadershipSesh an
understanding is likely to increase the possibility that classroom memittidsecome
aware of the ways that their perceptions of female leaders are shagheddigcursive
gender bias in the classroom text. It is only when we begin to see how dismperses
within text that we can begin to imagine a different way of thinking.
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| do not contend that implementation of these strategies will somehow have an
immediate effect of equalizing gender differences in higher educatoeiship
positions but | do believe it is possible to find new and better ways of approaching the
issue within the classroom and then perhaps mitigating some of the ways gender bias i
reinforced. Through greater awareness of the ways in which textual discourse
marginalizes women, classrooms can become more strategic about thegteastiods.
Future Research

This study of leadership course text provides a jumping-off point for further
analysis related to representations of women in leadership texts in both highéioaduca
and other areas such as business and government. | am hopeful that this study might
spark other research into representations of women in leadership. There ate severa
possibilities for further research.

One of the more obvious possibilities for further research is to examine other
frequently used classroom text. The course syllabi | collected from thertdypgher
education programs in the US provided ample additional resources which could be
evaluated using this or a similar method to determine if gender bias is present in a
majority of the course text. In addition, a similar study could be conducted orsleade
text that is published as specifically in the category of women'’s |dadetsadership
text used in business schools as well as a variety of other disciplines cosiltitaator
different results thus shedding more light on gender bias within leadershi@iesn the
plethora of leadership books available, any combination of textual examinationb@ight
conducted.
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A study similar to this one could also be conducted by examining a different set
of discourses or analyzing fewer discourses more thoroughly and deeply. Ardiffer
study could examine the text for discourses that emerge rather than theheskeaking
at the text through a specific discursive lens. This research could prompt fasibairch
that includes interviews with female leaders and how they feel the daiaden text has
influenced their career growth or leadership style. Additional discoursesanebuld be
conducted within the classroom utilizing conversational analysis or intervidtvs wi
students to gain a better perspective of how the discourse influences them.

| am hopeful that this study might prompt the use of a feminist discourse analysi
method for analyzing other texts both in popular media and in a scholarly context. | am
also hopeful that through research that identifies gender bias, the gender gaprin highe
education leadership can be reduced and that future generations can experiegige equit
and balanced leadership.

Additionally, this research lends itself to future research examining thef use
feminist pedagogy in leadership classrooms. How might the findings of thisssnay
to inform more effective pedagogical practices? Based on my analysesleattership
text from this research, what recommendations can be offered to leadersicilum
developers, instructors, or students that might influence their perspectives en asm
leaders? Obviously, the recommendations are based on the dynamic and unstable
gualities of discourse. Given the historical precedent regarding women as leade
however, it is unlikely that a radical shift in thinking will render the recomntenda
invalid in the near future.
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Alternative pedagogy.Discourse is constantly in flux. While it is not possible to
know exactly what results can be produced through a shift in discourse, it is passible t
work toward different outcomes. If we want to discontinue perpetuating thoughts
regarding bias, altering pedagogy could provide more desirable altesidteminist
pedagogy offers alternatives for classroom interaction and societagaesds students.

A feminist pedagogy provides more participatory and collaborative discussidralso
provides for variable research brought from diverse offerings such as gender, ra
ethnicity, and social class. All students, particularly women and minouitigsts, would
benefit from more friendly, welcoming, and equality-based environments. Educating
male students to identify and work against gender and racial bias is a valuabde way t
alter culture as well.

The beginning step to shifting leadership pedagogy is to understand how the bias
of the professor may influence students (Duncan-Andrade, 2004). While it is not possible
to demand that all leadership professors be self-reflexive and understand thé¢haipse
bring into the classroom (Rois et al., 2010) it is possible to provide more opportunity to
expose the way gender bias of professors affects leadership students. Unfgrtunate
students often respect male professors more than they do females (MaherallT,e
2001). Consequently, it is important that male professors understand how they can
influence the instruction and attitude toward leadership. Professors can pergengsr
bias or alter it by their conduct the classroom.

Instructional practices and curriculum that do not take the perspective of the
female student into consideration often serve male students but discourage female
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students. The concept of equality in the classroom cannot be met when faculty, who may
be unaware of their own gender and racial bias, continue to include white-nmalednor
curriculum and bias practices (Maher & Tetreault, 2001). Using feminisgpgutal
practices within the leadership classroom would provide for more opportunity to
undermine the influences of gender and racial bias. Rather than having the peofessor
guestions predominate and guide the discourse, allowing the students to process the
information on their own terms and in conjunction with others would provide an open
door to discussion and challenging traditional thought. Leadership materialsethadra
inclusive of research regarding female leaders would allow for studetis classroom

to discuss a variety of styles. Leadership theories and models are often nadalanc
enough to assure that there is a comparable representation of male angfesitiales,
perspectives, and power (Northouse, 2007).

In addition, incorporating more feminist pedagogy into the leadership classroom
could affect how both female and male students experience the leadership discourse
Taking a feminist position that encourages female students to experiencetuesdis
from the perspective of their concerns, meaning, and voices would allow not only the
female students the opportunity to understand the text from a feminist perspecttive
would also allow the male students to have a similar experience (Mahereadlgt
2001) and to better understand the need for looking at leadership differently. Thatfemini
classroom would involve an entire process of examining the discourse, allowing for

discussion of individual experiences and giving room to the professor’s input. Students
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could learn from one another and understand better how to identify hidden bias within the
leadership text (MacCorquodale & Lensink, 1991).

Approaching feminist pedagogy from a post-structuralist perspectiviesmea
guestioning much of what we have considered natural or normal in leadership
curriculum. Higher education helps to shape society and society shapes higheoreducat
Altering the approach to the leadership classroom, may provide a way to tieeluce
gender gap and create more inclusive higher education leadership (Staitki&a,

1997). By altering the teaching in the leadership classroom we could create an
organizational culture which values an inclusive style of leadership and provides the
institution with new values and ethics grounded in cooperation, community, and
relationships within the community (Chilwniak, 1997).

Conclusion

This study using feminist critical discourse analysis to uncover discursive
messages that serve to undermine women in leadership and contribute to theipeaders
gender gap demonstrates how influential text can be in shaping our understanding of
social issues. Understanding the gender gap and the need for charggingpdriant for
several reasons. The college student body is becoming increasingly.fasmalere and
more women are moving into the leadership pipeline and as more and more, high level
leaders are facing retirement, the need to have a more gender balanceflleaership
is increasingly important (Barsh & Yee, 2011).

Increased awareness of the influence of gender bias raises theaspoht
women and can provide strategies to overcome barriers. And, increased awareness can
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provide men with the necessary perspective changes to promote and encouradedeaders
opportunities for women (MacCorquodale & Lensink, 2001). It is important that higher
level leadership within higher education become more reflective of the studentsusYy

alter the effects of organizational norms, structures, and systems. Mayisgues

produced by the gender gap are a result of systems and not individuals. Unexamined use
of leadership text such &eframing Organizationgerpetuates those systems. However,
systems can be examined and changed. Change, cannot be manifested extémmally wi
systems until it is manifested internally within future leaders. Gihémag allows students

to understand cultural norms and work to change them is necessary for cultugal chan

and greater opportunity for gender equity in higher level leadership.

By closing the gender gap, institutions could become more focused on process
and people. In turn, the campus climate which Bernice Sandler wrote about and which
remains relatively chilly toward women, can be experienced more pogitiye¢he
current female majority.

Epilogue

| began my doctoral studies knowing that | intended to conduct research that
would examine the current cultural condition of women and offer alternatives that could
create change and offer solutions for the betterment of all women. Because of my own
experiences in the classroom and my own experiences and life decisionswgegarder
advancement, | have a personal investment in seeing opportunities for women expanded.
As | understood more about the reasons why the gender gap exists and theesbdw rat
change, | was convinced that there were additional factors that, aswehdraly been

180



touched by researchers. This study emerged out of an interest in both the current
condition of women in leadership as well as an interest in the effect language has on our
thoughts and understanding of ideology and social norms. My goal was to design
research that would examine less obvious, yet more insidious messages withghipade
text that contribute to cultural messaging about women in leadership.

The findings of this study answered many of my questions about the effect
leadership text can have on students and, ultimately, on the leadership gender gap. M
hope is that these findings and suggestions will offer positive changes that will help clos
the leadership gap and allow both women and men to view females as viable, vibrant, and

influential change agents and leaders.
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Appendix D

Agentic:

Collaborative:

“Successful corporations do not wait for
leaders to come along. They actively see
out people with leadership potential and
expose them to career experiences desig
to develop that potential.”

“...system of action involves deciding wh
needs to be done...”

“...and then trying to ensure that those
people actually do the job.”

“...contrast, leading an organization to
constructive change begins by setting a
direction, developing a vision of the futur
(often the distant future) along with
strategies for producing the changes nee
to achieve that vision.”

“The equivalent leadership activity,
however, is aligning people This means
communicating the new direction to thos¢
who can create coalitions that understan
the vision and are committed to its
achievement.”

“Finally, management ensures plan
accomplishment by controlling and
problem solving — monitoring results
versus the plan in some detail, both
formally and informally, by means of
reports, meetings, and other tools;
identifying deviations, and then planning
and organizing to solve the problems.”

"Management develops the capacity to
achieve its plan by organizing and staffin
— creating an organizational structure ang

jreedanization.”

atelationships that can accomplish the

“By careful selection, nurturing, and
kencouragement, dozens of people can p
important leadership roles in a business

“...creating networks of people and
agenda...”

“Another important motivational techniqu
is to support employee efforts to realize
vision by providing coaching, feedback,
and role modeling, thereby helping peop
grow professionally and enhancing their
eself-esteem.”

ded leadership, achieving a vision require
motivating and inspiring — keeping peopl
moving in the right direction, despite maj
obstacles to change, by appealing to basg
but often untapped human needs, values
2and emotions.”
i
“Planning is a management process,
deductive in nature and designed to
produce orderly results, not change.”

“...in a manner that stresses the value of
the audience they are addressing.”

“Leaders also regularly involve people in
deciding how to achieve the organization
vision (or the part most relevant to a
particular individual). This gives people
sense of control.”

=

ay

he

e

set of jobs for accomplishing plan
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requirements, staffing the jobs with
qualified individuals, communicating the
plan to those people, delegating
responsibility for carrying out the plan, ar
devising systems to monitor
implementation.”

“Since the function of leadership is to
produce change, setting the direction of {
change is fundamental to leadership.
Setting direction is never the same as
planning or even long-term planning,
although people often confuse the two.”

“What's more, the direction setting aspeg
of leadership does not produce plans; it
creates vision and strategies.”

“What executives need to do, however, is

not organize people but align them.”

“Good leaders motivate people in a varie
of ways. First, they always articulate the
organizations vision...”

“Finally, good leaders recognize and
reward success, which not only gives
people a sense of accomplishment but a
makes them feel like they belong to an
organization that cares about them.”

“...multiple leadership roles to work
together, people’s actions must be carefu
coordinated by mechanisms that differ frg
those coordinating traditional
management.”

"Recruiting people with leadership
potential is only the first step. Equally

important is managing their career patters.
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Appendix E

Aggressive:

“One of the reason it has become
important in recent years is that t
business world has become mq
competitive and more volatile.”

“Major changes are more and mc
necessary to survive and comp
effectively in this new environment. Mo
change always demands more leadershi

“Consider a simple military analogy:

peacetime army can usually survive with

good administration and management
and down the hierarchy, coupled with go
leadership concentrated at the very top.”

“No one yet has figured out how to mana
people effectively into battle; they must
led.”

“...a tough, sometimes exhausting proc

of gathering and analyzing information.

People who articulate such visions are
magicians but broad-based strate
thinkers who are willing to take risks.”

“Anyone who can help implement tt
vision and strategies or who can blg
implementation is relevant.”

Submissive:
so..visions tend to ignore the legitima
heeeds and rights of importa
piEnstituencies — favoring, say employsé

over customers or stockholders. “
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