REPORT OF THE AD HOC TASK FORCE ON THE ADVANCEMENT OF WOMEN

Introduction

This Task Force was gppointed by the Provost to “develop an Annuad Action Plan to assst morewomen at
Georgia State Univerdty to be prepared for senior positionsin academic adminigration.” Wewerefurther
ingructed that the Action Plan “ should indicate the respons ble committees/personsto implement the plan.”
Sincethe Task Forceincludes people from al sectors of the University - administrative and academic- we
have read the chargetoinclude dl these areas and have conducted discussions about advancement in both
fidds. Our report is divided into the following sections. (1) Leadership; (2) Discussion; (3)
Recommendations; (4) Implementation.

L eader ship

Therole of leadership in advancing women in adminigrativerolesa GeorgiaState University isdecisve. In
order to increasethe number of womenin adminigtrative postionsat Georgia State Universty, the President
and the Provost must act upon their commitmenttothisgod. A strong public statement of this commitment
isimportant and to be effective it must be reinforced by action, by the dedication of resources - - money
and time - - to the effort. These are the important resources at any university and must accompany the
words for them to have any meaning.

Without the leadership of the President and Provost, none of the goalsof thisinitiative can beachieved. The
commitment by the President and Provost must be continua, and must involve holding accountable leaders
at the vice presidentia, dean and department head levels.

Discussion

This section highlights the issues that provide the context for the recommendations, which follow; these
include recruitment, mentoring and climate.  With respect to recruiting more women into senior

adminidrative positions, we are not mentoring asufficient number of our junior and middle level women to
make them viable candidates for senior positions. Also, we are not recruiting women effectively, and are
not being imaginative enough in the way we are looking a candidates. The definition of adminidrative
positions, both in terms of specific duties and of how they are Situated within the existing adminidrative
sructure, may not be perceived as desirable by qualified women candidates. In presenting our Report, we
are aware tha others in the Univerdity are dso addressing these issues. For example, the work of the
INGEAR Project (Integrating Gender Equity and Reform) should prove especidly helpful on al theseissues

In addressing recruitment, the Task Force assumesthat hiring authorities cometo their task with good will
but may be unaware of the different networks and strategiesrequired to assure an adequate pool containing
women candidates. We believe that education of the relevant seerch committees and hiring authorities
about recruitment techniquesis important.



Position announcements may inadvertently list requirements that have a digparate impact on women. An
example of thisisthe requirement for the successful candidate to have experience on certain committees,
which have traditionally lacked femal e representation, not because women are uninterested in the work of
the committees but rather because for historical or other reasonsthey are not considered for membership.
Thus, these types of criteria redtrict the advancement of women. Therefore, we urge that when an
adminidrative position becomes available, careful thought be given to the criterialisted so that they do not
have a disparate impact an women. The Glass Celling Commission, gppointed by Presdent Bush to
examine this problem in the corporate world suggested the following in its 1995 Report:

Traditiond prerequisitesand qudificationsfor senior management and board of director positionsfocustoo
narrowly on conventiona sourcesand experiences. The commission recommendsthat organizations expand
their vison and seek candidates from noncustomary sources, backgrounds and experiences, and that the
executive recruiting industry work with businesses to explore ways to expand the universe of quaified
candidates.

With respect to the recruitment processitsdf, it isimportant to make sure at the outset that the procedures
used to develop a pool of candidates are asinclusve as possble. We are aware that the University has
proceduresin place to ensure widespread advertising, but it may beimportant to exploreinformal networks
to which women candidates may bemoreresponsve.  The hiring authority must make clear a the outset of
a search that the process must be designed to develop a pool of candidatesthat isasinclusve aspossible,
assuring that women are given every opportunity to apply for the job. Training should be provided for
search committees to assst them in designing the process. The hiring authority should also make clear that
the search will not be closed until he or sheis assured that the processleading to the preparation of thelist
of candidates for fina sdection was as inclusive as possible. In order to ensure that this happens some
corporate chief executive officers and university presidents have goneto the extent of returning any list that
contains only white men for further search work. Unless the hiring authority makes clear thet the find

decison will not be made until he or sheis convinced that the development of the pool was asinclusive as
possible, hiring sources will be too limited.

Webdieveitisvery important for both recruitment and retention that the culturein the various departments,
areas and colleges at Georgia State University provide comfortable environments and structures in which
women are able to grow and prosper as adminigtrators. A survey insrument on cultura climate issues,
acceptable to both the Provost’s Office and the Senate Committee on Culturd Diversity, should be
devel oped and administered as soon as possible. The results should be reported to the Senate Committee
on Culturd Divergty; with follow-up recommendations incorporated in future University Action Plans.

With respect to putting more women in positions to be able to undertake senior adminigtrative roles, we
believethat there aretwo initiatives, which should be undertaken. These will be described morefully below
but need mention here. The firgt istraining - providing opportunitiesfor potential women administratorsto



be exposed to the training for adminigrators that is available nationwide, as well as developing our own
campus- based training program. The second ismentoring. Itisimportant for department chairsand others
who supervise women who could be candidates for higher office to understand the important role of

mentoring, of exposing these women to various adminidtrative career options and more importantly,

ggnificant ills, like handling budgets or filling positions. 1t isimportant that more experienced academics
or administrators conscioudy guide junior women in their career paths.

Women faculty and administrators bear a specia burden of heavy committee and advising assgnments.
These are sometimes cdled “the culturd tax” imposed on women faculty members and daff. These
assignmentsinvolve such womenin activities, which do not enhancetheir careers as such, but rather engage
them in much heavier committee work and student advising than their male counterparts. Many times
women need additiona information about types of assgnmentsthat are va uable asthey driveto meet their
career gods. Therefore, we recommend that workload policies be examined both to assure that valuable
experiences for women are included and to determine whether those workload policies have adisparate
impact on women.

When there are senior women, their colleagues must be aware of the specid burdensthey bear, especidly
when they perform their vita rolesas mentorsand rolemodels. Again, thisshould be donewith caution and
care, with workload adjusmentsto ensure that theindividua s thus mentored are encouraged and enabled to
meet the other duties and expectations placed on them. Never should it be done as a way to transfer
adminigrative burdens from an adminigtrator to the one who is dlegedly being mentored.

At the Univergty we have a gructure, which provides a limited number of adminigrative pogtions as
compared to that of other smilar inditutions. We do not argue that the University’ s current adminigrative
structure should be abandoned, but rather that in the continua review of these structures, the possible
disparate impact of such structura changes on the career paths of women be considered.

Many of the initiatives recommended in this Report are gender neutrd.  Although women may have been
more aware of the need for the recommended reforms, they are hedthy, “family friendly” policiesthat are
being considered nationdly. Therecommendationsthat follow suggest waysto addressthe concernsraised
inthis Section. We would suggest that in implementing these recommendations, the work of the INGEAR
Project be considered.



Recommendations

The Recommendations section is organized as follows:

Cow>

>

Recruitment

Career Deve opment, including mentoring, education, and training
Univerdty Policies, including workload and leave policies

Data Collection and Reporting

Recruitment

. Effective training should be conducted for hiring officids and search committees. Such training

should include information about recruitment techniques, position description development, and
dternative networks which would help to assure that the pool of candidates is as diverse as
possble. Thistraning should dso include effective ways to recruit executive level women and
techniques of evauation that help to ensure inclusiveness.

. University leaders should have the opportunity for training to broaden their understanding of the

ills and experience developed in the non-traditiona career laddersthat women frequently utilize;
many timeswomen havefound it necessary to usethese pathswhen thereisalack of opportunity to
utilize the more traditiond peths.

. Current recruitment forms such as the Interview Checklist, should be expanded to include an

assessment of anindividud’ s participation in training programs such as those described below, as
well as “non traditional” experiences that research shows are often a norma, important ad
beneficid part of many successful femades professond development.

. Exit interviews with female department chairs, associate deans, deans, directors, assigtant vice

presdents and vice presdents should be offered as they leave Georgia State University. These
interviews should be offered by the gppropriate dean or vice president. The Office of Affirmative
Action should dso be derted to such departures and should then offer an exit interview with the
exiting women. Similarly, awoman who is offered aposition, but declines such an offer, should be
given the opportunity to discuss her decision with the hiring officid. Such information would assist
the Univeraity in becoming dert to possble dlimateissues. Thisinformation should be compiledin
order that long-range planning and short-term intervention can be implemented to address any
serious issues, which are raised.

. The Task Force recognizes that there are positive vaues that attract women to Georgia State

Univergty. The Universty should capturethisinformationinasurvey. Thisinformationwould ad
managers as they ponder effective ways to attract women to positions within their departments.
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Career Development, including mentoring, education and training

Any inequitiesin the digtribution of support for research or other professond activitiesthat may be
relevant in the adminidrative area among women and men who are at the middle levd of their
caregrs, or whatever leve isappropriateto start preparing them for administrativepostions, should
be addressed immediately. The extraburden of committee work and advising which often fallson
women, discussed above, must be taken into account when rel eased time or support for researchis
made available.

TheUniverdty should provide aninternd workshop organized around adminigtrative themesfor ten
to twenty junior to mid-leve personsfrom both the academic Sde and theadminigirativeside. This
internal seminar could be led by a different person each month and include such topics as student
affairs, budgets, academic freedom and tenure. In addition it would be helpful to provide programs
for potentia senior administrators on topics such as * Setting appropriate boundariesin the work-
place” “Managing the dud career family,” “Time management for persond and career balance,”
“Thriving in acommuter marriage,” and “Working with search firms.”

It isimportant that the Universty participatein various nationa endeavorsincluding, but not limited
to, the American Council on Education Fdlowship in Academic Adminigration, Bryn Mawr’s
Summer Indtitute for Women in Higher Education Adminigtration and training programs like thet a
Harvard, which occur in the summer. Thesewill not only provide substantive skillsfor prospective
leaders but will aso introduce our talented members to new networks and other organizations.

A commitment to women who want to continue their education should be seen as an investment.
We have received reports of women adminigtrators at Georgia State Universty who express the
desire to obtain higher level degrees and training but are not supported in their requests to do so.
Financid commitments and flexibility in work schedules would demonstrate such commitment.

In the adminidtrative areas, career goportunity ladders should be developed that would afford
women the opportunity to gain experience that is required for the next higher level postion.
Perhaps an incrementd “ step system” would accommodate this endeavor.

Aninternal mentoring program modeled after the Research Office Mentoring Program should be
developed and validated by the President and Provost. Mentors should beidentified and provided
with resources to be successful a this function; such resources would include training in Effective
Mentoring. Inaddition to mentoring junior people, both academic and adminigrative, there should
be one-to-one mentoring for two senior women each year, with released time and resources to
learn key adminidrative functionsin the Universty System of Georgia. Mde and femae mentors
should be identified for thisinitictive.

A larger supply of women who hold senior rank isaprerequisite to recruiting women into academic



adminigtration. Georgia State Universty should reward and encourage senior facuty and
adminigrators to mentor faculty in different, but related, disciplines that may have very few senior
members. Thereis particular concern about faculty in disciplines and adminidrative aressthat are
predominantly femae, (>75%) or thosein fieldsin which women are chronically under- represented.
For example, femae-dominated faculty areas tend to have fewer senior faculty at the rank of
Professor or Research Professor, they tend to have a greater percentage of part-time and non
tenuretrack faculty, and thedisciplinestend to be struggling nationdly with establishing scholarship
that is accepted through traditional methods of academic scrutiny.  Interdisciplinary mentoring is
critical to overcoming barriersin these fields.

C. Univerdgty Policies

13. The Senate Policy on Limitation on Tenure-Eligible Service should be expanded to cover dl
agpects of the Family and Medical Leave Act. Thiswould permit faculty the option of stopping
their tenure clock to care for Sck parents or other family emergencies.

14. Senior leadership of the Univeraty should be consciousthat the demands of upward mobility affect
family life. Therigorsof achieving senior faculty or adminidrative atus combined with the stress of
acquiring additiona skillsto ensure upward mohbility can deter potentid adminigtratorswith families.

Examples of amdiorative measures include:  (8) examine the timing of events that require
adminigtrative presence outsde of the week-day, to see if the objectives of the event can be
successfully achieved during thework week; (b) offer child care during University eventsthat occur
outside the work week; (c) continue to invite and welcome family members of adminigtrators to
Universty functions.

15. The Presdent and Provos’s commitment to the advancement of women at Georgia State
University should be demongtrated by incorporating in their annua assessment of each manager’s
performance (deans, department heads, etc.) his or her success in recruiting, retaining and
promoting women. Thisassessment should bereflected inthe University’ sreward system. Aswas
noted recently:

“We can dter therewardswithin ingtitutions so that those who steff the gateways are motivated to recognize
and support female and mde leadersequdly.” VirginiaVdian, Professor, Hunter College and the CUNY
Graduate Center.

D. Data Collection and Reporting

16. The Provost should assure that there is an annud report providing data about the advancement of
women a Georgia State Univergty. At a minimum, the Office of Inditutiond Research in
conjunction with the Affirmative Action Office should track in each college and adminidrative
divison (1) the percentages of women at the chair, director, dean, and vice presidentid levels, (2)
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the percentages of women hired into the University, along with the percentages not interviewed
and/or not hired for each position (3) the percentages of women promoted, (4) the percentages of
women recelving internal research awards and professond leaves, and (5) the percentages of
women in the Senate and in Senate leadership positions. It was suggested that with respect toitem
(2), the use of an adverse impact andyss be explored. All of the data should indicate minority
datus as well. The results should be gppended annualy to the Action Plan of the University
Strategic Plan, smilar to the current reporting of internd grants by unit.

A survey indrument on cultura climate issues, acceptable to both the Provost’s Office and the
Senate Committee on Culturd Diversity should be devel oped and administered as soon aspossible.



I mplementation

It isimportant that respongibility for implementation of the Recommendations made in this Report be placed
a ashigh aleve as possble. In this University, that is the Presdent and Rrovost, who should assume
respongbility for its implementation. We recommend that at the end of the coming academic yesar, the
President and Provost make areport to this Task Force on the progress made on these initiatives. Inthe
soirit of a continua effort, annua reports should follow, and the Task Force should update its
recommendations each year, if necessary, based on the reported progress.
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