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Study Guide for Gender Differences in Leadership
Gender and Culture
Workforce Statistics:

· As the economy has gotten worse, women are losing jobs at a far smaller rate than men primarily due to the number of manual labor/manufacturing jobs that men have held. Many would also say that this is further indication of the growing number of women seeking higher educational degrees and thus achieving jobs that require these qualifications. 

· In 1999 the Bureau of Labor and Statistics predicted that men would make up 52% of the workforce and women 48% in 2008. In 1998 this was 54% men and 46% women. 

· Based on employment data from the Bureau of Labor and Statistics which came from employer payroll data, in August 2009 the percentage of men in the workforce was 52.65% men and 47.35% women. 

· The bottom line is that regardless of the economy, women have and are taking a presence in our work environment that was more heavily dominated by men.  

Psychological Differences:

· At a young age, children begin to define themselves and others by gender. Mom is different from dad, different from brother/sister, etc. 

· Play preferences begin to evolve as it is discovered that those of the same gender like to do similar things. I.E. boys tend to play competitive games whereas girls tend to emulate relational or compassionate situations in their play. 

· Children are rewarded or encouraged for these gender-related activities by parents, relatives, society, etc. 

· Already, at a young age, there has been a clear division between the sexes that has been enforced by authority figures. 

Societies Perceptions:

This leads into societal perceptions on the way men are supposed to be and the way women are supposed to be. It is perceived that:

· Men “are”: aggressive, competitive, prefer vertical hierarchies, prefer formal authority and position in their dealings with subordinates.

· Women “are”: relationship driven, inclusive, seek to build consensus, collaborative, and use power as influence. 
How do psychological differences and societies perceptions play into leadership?
· Because of the way boys play tends to be (competitive, hero-driven, etc) and because of what’s expected some of these traits carry over into the work environment and they become expected from males.
· Because of the way girls play (empathetic, compassionate, nurturing) and because of what’s expected these traits tend to influence the way that females work. 
· Based on the above, we not only EXPECT certain traits from a leader but we also THINK we should act a certain way when we are entrusted with a leadership position. 

Leadership Styles
Female leadership remains an untapped resource that can bring valuable leadership characteristics. 

Female leaders are more likely to: (Eagly, Johannesen-Schmidt, & von Engen, 2003)
· Appeal to worker’s pride and need for respect

· Rely on emotional appeals to inspire motivation

· Provide more of an intellectual basis for their decisions

· Give more individual consideration to employees as opposed to relying on policy

· Apply performance contingent rewards and bonuses

Male leaders are more likely to: (Eagly, Johannesen-Schmidt, & von Engen, 2003)
· Lead by exception

· Demonstrate Laissez-Faire tactics, or a hands off approach

Transactional versus Transformational/Charismatic:

Transactional – (Masculine):

· Important counterpart to transformational leaders. They clarify responsibilities, monitor work, and manage exchange of rewards for performance. (Druskat, 1994)
· Manage day to day operations of an organization. (Druskat, 1994)
· Conducive to authoritarian manner.  (Havemann, 2007)

· More likely to display the laissez-faire or hands-off approach.  (Eagly, Johannesen-Schmidt, & von Engen, 2003)
Transformational /Charismatic – (Feminine):
· Charismatic; both styles bring about an emotional response in followers, encourage empowerment, require accuracy in assessment of others and strong empathetic skills. (Druskat, 1994)
· Stimulates motivation level and innovation necessary in constantly changing and highly competitive business environment, common in today’s organizations. (Druskat, 1994)
· Non-traditional thinking.  (van Engen, van der Leeden, & Willemsen, 2001)
· Use of both the structure of transactional leadership and the participative and cooperative environment of relational leadership. (van Engen, van der Leeden, & Willemsen, 2001)
· Subordinates appear to be more content when led by Transformational leaders as opposed to Transactional leaders.  (Druskat, 1994)
· Employees are more likely to “(a) put forth extra effort, (b) (be) more satisfied with their leader, and (c) more effective in terms of meeting work goals.”  (Eagly, Johannesen-Schmidt, & von Engen, 2003)
According to various research information, it has been said that leaders who perform under the charismatic leadership style have “positive effects on net profit margin, stock value, top management team motivation and cohesion, and follower perceptions of leadership effectiveness.” (Groves K. S., 2005)  In other words, transformational and charismatic leaders are more likely to convert members of the “out group” to the “in group”.

A meta-analysis of 167 studies was performed on gender and leadership style; two findings emerged. Women leaders were more democratic than men leaders. Also, men leaders were more autocratic than women. Women showed more concern with maintenance of interpersonal relationships and male leaders showed more task oriented behaviors. (Druskat, 1994)
Organizational Context of Gender Differences:

Context of the organization or situation environment is an important consideration. There are times when women may feel that they need to alter their course of action as a leader depending on the situation and/or the people involved. “Traditionally masculine organizations are presented as less conducive to women’s display of transformational leadership.” (Druskat, 1994) Factors affecting context include (Druskat, 1994):

· Power bias- Women hold less powerful positions and have limited access to resources.

· Supervisor expectations – Women may lose prospects when not conforming to expectations of superiors.
· Subordinate influence- Subordinate satisfaction tends to be higher when led by women who are more relational in their style of management.
The idea of gender authority also plays a part in context. Gender authority is related to studies of gender and leadership and asserts that differences in gender roles are an underlying source of the power inequity between men and women in an organization. The way people perceive authority takes into consideration elements of social influence such as “expert, legitimate, reward and coercive power” which suggests that labor divisions will lead to different expectations in regard to status between men and women. Men are expected to behave one way and women are expected to behave in a different way. If men are seen more as the more authoritative figure in an organization, women in leadership positions may be perceived in a negative light and not well received as leaders; especially if they try to lead in a transformational way. (Cundiff & Komarraju, 2008)
Social and emotional competencies play a factor in effective leadership (Groves K. S., 2005):
· Social skills- the ability to communicate through nonverbal cues (such as smiling) and the ability to interpret messages being relayed by others through body language.

· Emotional competencies- the ability to develop individual relationships by communicating on an emotional level.

· The stronger the social and emotional skill possessed by the leader, the more likely the leader is to display a transformational and charismatic style of leadership.

· Studies have shown that women are better at nonverbal communication and appealing to subordinates on an emotional level than men.
· Leaders with strong social and emotional skills are better able to impact follower motivation, level of satisfaction which can lead to a more efficient and synergetic workplace.
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Understanding Culture (Masculine vs. Feminine) 

It is important to figure out what type of culture you are dealing with. If the company is predominantly male, the chances are it has a masculine culture. Similarly if the company is predominantly female, it would be more likely that there would be a feminine culture.  However, biological traits do not always determine gender issues because there can be masculine women and feminine men.

Role Congruity:   Portraying the traits that are most alike to the expectations based on a person’s gender.   

There is not necessarily a positive or negative difference between the masculine or feminine leadership styles.  It is important to be aware of one’s own style, and the culture in which one wants to lead. One needs to read the environment and build their skill set to lead a variety of people.

Gender role based on age (Based on Hofstede’s IBM Research):
· As men get older they take on a more feminine leadership style

· At age 50 men and women equal out on the masculine: feminine leadership scale

· Women no longer child bearing, take on more masculine traits.

· Men are less ego driven and become more relational taking on more feminine traits.
· At younger ages, men and women both better at managing

· As age increases and relational traits increase, women and men both become better at leading

Understanding Global Culture:
One can refer to Hofstede’s findings as to what type of culture another country has in regards to masculinity and femininity.  This would be important on deciding what cultures one may want to approach as well as who they may want to send as an expatriate to that country.

Expatriate: One who leaves own country to conduct business in another.

Culture tends to be a very important aspect to every country and is considered with a great deal of respect. Due to their wanting to show respect, most countries are very accepting to expatriates that try to cross boundaries of culture. They desire respect therefore they show respect. This can be seen when a woman goes to a masculine culture. Though she may not be seen as the most effective expatriate for this culture, she would be respected enough to try.  Women, or one with a feminine leadership style, are seen to be good candidates for expatriates. This is because they tend to have more understanding and accepting traits about them that allow them to be very effective in understanding and accepting the culture of other countries.
Gender Differences as it Relates to Economics
1. The economic growth of an economy is directly correlated to the entrepreneurial activity:
· Study suggest a decline of activity from 2005 through 2007

· This decline suggest the recession will greater than the 2001 recession

· Although we have economic data from the Asia countries we do not know the effect of entrepreneurial activity in these countries.
· In addition we will not understand the impact to the global economy

2.   Women comprise over 50% of the labor force globally:
· East Asia 45%

· 60% Malaysia

· United States 48%

· The 48% women in the labor force 50.7% of those women are professional and leadership positions.

3.  Opportunities in Business:
· 40% of Business in Australia is women owned

· 75% of Canada’s economic growth can be tied to women entrepreneurs

· They are in business to control more of the workplace

· Women owned business Survive at twice the rate of male business

· Women owned business borrow less money, grow at a slow pace

4. Women and leadership styles:
· Increased listening skills

· More focused on social economics and the impact to others

· Able to ask the tough questions

· More focused on stakeholder value

5.  Women and the Fortune 500:
· The numbers

· The financial results

6.  Women in small business:
· 7.5 million women led small business

· Contribute 300 billion in revenue

· Responsible for over 70% of all purchasing choices.
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Traditional Leadership Model (“Masculine”) 

How things get done:  Competition Organizational Structure:  Hierarchy Expectations:  Winning 

How Problems are Solved: Rational 



Key Characteristics 

High control, strategic, unemotional, analytical 



Power  

Among Traditional leaders, “position” power tops the list of frequently used styles. 



Outcomes 

While the Traditional approach tends to be faster, it does not encourage working with others, shared accountability or participation in problem-solving. The Traditional approach relies more heavily on things outside the organization. 



Teamwork 

The lessons learned through traditional activities often have less to do with teamwork then they do with competitiveness and winning. Traditional team sports do not teach the same positive human values as cooperative games do. 



Participation 

Many Traditional leaders see increased member participation in decision-making as a breakdown of their influence, and in some cases, a threat to stability of the organization. 



Relationships with Others 

Many Traditional leaders regard relationships as a means to an end (“making connections”) rather than regarding the relationship as important alone. 



Conflict Management 

Traditional leaders prefer a competitive response to conflict, frequently seen as a “win-lose” approach. The other type of behavior favored is “avoidance.”  



Problem Solving 

Many Traditional leaders still over-rely on measurable ways to identify solutions to complex problems. Collecting data and information is how they effectively problem solve. 



Pitching In 

Many Traditional leaders believe that pitching in with the group can tarnish their image as the leader.  











Modern Leadership Model (“Feminine”)

How things get done:  Cooperative 

Organizational Structure:  Team 

Expectations:  Quality Output 

How Problems are Solved: Rational 



Key Characteristics 

Low control, empathetic, collaborative, high standards 



Power  

Modern leaders tend to use “personal” power to influence the organization and motivate others.  



Outcomes 

The Modern approach often helps create a more cooperative atmosphere by encouraging participation and shared accountability. The Modern approach draws more on the group's internal resources. 



Teamwork 

Connectedness and building networks (where one person is at the center) rather than hierarchies (where one person is on top) are elements of Modern Leadership.  



Participation 

Participation by all members is the philosophy for Modern leaders, including high communication, member input, encouraged creativity and increased autonomy.  



Relationships with Others 

For Modern leaders, establishing & maintaining effective relationships is a cornerstone on which this approach is built. 



Conflict Management 

Modern leaders work together with others to resolve conflict, and seek to find different, more satisfying solutions to complex problems rather than those proposed by either side. The other type of behavior favored is “accommodation” (finding room for everyone). 



Problem Solving 

Inductive reasoning (trusting a feeling) is used and allows the leader to solve problems with less measurable information. It is often more innovation-directed and is valued in organizations because it has to do with working with people.  



Pitching In 

Most Modern leaders are willing to put themselves into any situation to help out. 


