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Preface

Gary Smaly and bhn Trent, Ph.D. write about gender communication gyles to
maximize commuicaton, ngght, and undestanding in interpersond spoken
relationdhips Ther review and andysis of research on gendea differences is fascinating
and vduable in undestanding communication issuesbetween nen ard women. The brain
latemlization sudies they cite (Harvard Prexhool and Bogon Chldren’'s Hogpital
studies) are paticularly captivating—specifically the hornone research identifying
differences in male/female krain developnent ard impact upon béavior and
communication.

According to this research, gende differences are evident before birth and
throudhout childhood. Studies characteize little girls as pending “a great cal of time
talking to other children—and nexly as much talking to themselves! As for little boys
only 68 pecent of their words were undestandable wordd The remaining 32 pecent
were ether one syllable soundslike “uh” and “mmm” or sound dfectslike “Varooont
“Yaaaa! and “Zooooom.” As onecan imagine, these basic dissmilarities continue
throudh gowth and deselopment posngreal chdlengesin female/male dialogue.

Detemining how mren ard women in leacdership postions differ and, thus how to
communicate, dscuss issues make formal presentations ard relate siccesfully within a

male domnatedervironment, as the military is valuable to opeationsat any level.



Instructionin leacership, strategc leacdership ard the Myers-Briggs Type Indicata at
Air War Colege rekindled an ntereg in thee issuesard a renewed awareres that
gende impactsbehavior, communication, and leadership dyles. This certainly has merit
and applicability to future leadership issues in amilitary environment.

It isinthisvein, | choseto research and gudy gender differences in leadership. | am
thankful to the Air War College, Colond Frank Goldgein, my advisor and Lieutenant
Colond Mike McGee a the Indugrial College of the Armed Forces (ICAF), who
provided me extendve data anl aralysis regarding female ICAF dudents ard leadership
type.

It is refreshing to realize the military institution allows an open forum for gudy in the

human eement. This is flexibility—I believe the key to aurvival in any organization.



AU/AWC/RWP2-10487-04

Abstrad

Does gendea dyle adpation detract from attributes increasndy required for
successful leadership in future opeaations? Joecifically, do women occupying leadership
postions (military and civilian) adapt, exhibiting traditiondly made leadership syles and
attnbutesand downplay traits customarily consdered nore feminine, butpoterially vital
to creative thoudht and andysis in future opeations? If so, wha is the cod to future
developnent of theory, strateg, ard opeations? This sudy andyzed gende differences
in leadership as inferred from current research and literature on leadership deived from
compaisons of Myers-Briggs Type Indicator testing, leadership aurveys, and rdated
reseach in the aea d communication. The author gathered datafrom nunmerous sources
to include military sources, current research usng psychologcal abdracts ard
interviewed authorsinduding Otto Kroeger and Lt Col Mike McGee, USA, arecen Air
War College guest speaker, who presented information petinent to strategc leadership.
Datafrom both the military and the civilian sector were gathered and andyzed as military
data vas thoudht to beskewed based upon taracterstics of a male-doninatedprofession

which primarily attractsindividuds inclinedto a gecfic leacership syle.



Chapter 1

Introdudtion

We have dfferent gifts, accading tothe gace gvenus If a man’s gift
is prophesying, let hm u® it in proportion to his faith. If it is serving, let
him serve; if it is teaching let im teach; if it is ercouraging, let him
erncourage if it is contributing to the need of others, let him give
generoudy; if it is leadership, let hm goven diligently...

—Romans 12;6-8

As Isabd Myers-Briggs realized in ha work with the Myers-Briggs Type Indicata,
people have different preferenceswhich ae frequently reflected m their chosen friends
recreaton, work, and leadership gyle? If diversity and flexibility are essential to survival
and growth of an organization, then, difering attibutesard preferencesmug play an
importart role in the goeration of anefficient arnd effective organzation.

Althoudh thereis no agreement tha oneleadership gyle is uniqudy the best or nog
effective, there is eviderce that those cccupying leadership postions tend to share
characterstics and preferencesand restrict participation or put great pessure upon hos
who are dissimilar. 2 In respone, mos people, including women, ather self-selectfor the
carer feld, acdapt behaviord orientation, or dhange to career fields in which ther
preferences may be more fully realized

In this gudy, the author will examine those leadership charactersticsard preferences

as they rdate to gnde, secficaly women ocaupying leadership postions in the



military. Creatvity ard drategc thoudht necessary to preparation for future military
opeaationsin peacecrisis ard war require taking advantage d all potertial talert rather
than cloning one style of officer leadership. Do successful women dmply clone men’s
leadership gtyles? Or are there distinct differences in leadership styles for men and
women? Are these same phenonena applicable to military leadership? If milit ary women
self select o adap, the loss in diversity necesary to maintan a leadin a vison for future

military opeaationsmay exact a ngh price ®mewhere cdown the road.

Presentation of Data

The author will review dataregarding biologcal gende differences the impact d
culture on gende differences behaviord differencesascommunication, and diferences
as measured by the Myers-Briggs Type Indicator (MBTI), a scale identifying persond
preferences. Fromthisfounddion,a review and andysis of gende differences as related
to leadership will further explore gende issues to include the roles of self-selection ard
achpation ard the resulting impact for organizations Based upon adysis of
information presented, the author will extrapolate wique characterstics women
contribute to éackrship postionsand then discuss costs of cloning, adapation, and lf-
selection versus ntegation of unique feminine kadership ca@blities. Findly, the paper
will address actions which may be useful in asisting uniike types to adapt to leackrship
postionsin ahedlthy manne, basically broadeningther horizonswithout detracting from
uniqueabilities they offer to an inditution.

Within this framework, the next chapter will examine available data egarding the

mog fundamental differences between the male and the female—biologcal and genetic



differences The® ae sbjectsof controversy in many drcles and will serve as the
founddion for furher assertions regarding communication differences ard different
leackrship sylesin laterchapters. Conparison with respectto status (i.e., better best) is
not the god or intent, butrather, to identify differences which may predispose individud
abilities or drenghsthat are important contributionsto the organization.

It isimportant to noke that within this Sudy, te focus is specifically upon women
and gende differences in leadership gyles. However, inferences and condusons may
also goply to other minorities and men working in career fieldstraditiondly domnated by
women or men having dissimilar preference types from the majority in the military work

environment.

Notes

! |sabel Myers-Briggs, Introdudion to Type (Palo Alto, CA: Consllting
Psychologsts Press, Inc., 1980).

2 Bill Knowton and Mike McGee, Stategic Leadership and Rersondity:Making
the MBTI Relevant, (Washingon, D.C.: Indugrial College of the Armed Forces Nationd
Defense University, Augug 1994), 49-54.

® Janet M. Theusen, Oto Kroeger Assaiates telephoneinterview with author, 9
Decener 1996.



Chapter 2

Genetic And Biological Differences

Biologcalgeretic sxud differences impact gende oriertation significartly.
Althoudh researchers have directed condderade debate tevards the natue/nurture
guestion, certain differences in biologcal sex are well defined and acceped asfactual.
How these differences influence perception, nteraction, and utimately leacership syles
is an interesting area of sudy and ssmewhat more diffi cult to ddine. A review of such
differences serves as a darting point in the sudy of gende differences in behavior and
leadership and why women may offer unique srenghs essential to healthy gowth and
opeation in an organization

Accordingto Gelman € al, sudying hornones and biologcal dissmilarities, men and
women experience the world differently based upon hormnes. These researchers do not
deny the impact d culture, but resolutely sate: “Men ard women seemto experierce
the world differently, not merely becawse of the ways they were broudit up n it, but
becawse they feelit with a dfferent sengtivity of touch, hearit with different aual

» 1 He bdieves

responss, puzle out its probems with different cells in ther brans
implicitly that hornones are the basis for auch differences, and phy arole far greaterthan

simply contributingto exemad sexud characterstics 2



This reseacch is cdlaborated bynunerous other sudies. In studying genetics and
hornones, Jo Durden Snith writes “that the bran notonly produes hornones butis also
actedupon by ho® same hornones” She dates “ Hormones, including sexud
hornmones have been found n the bran. And it’s become clear that in important respects
the brain isitself a gland: a thinking gand, even a sex gand.” ® She says sex hornones
have been found n pats of the bran other than the hypohaamus inferring true genetic
differences in bran fundioning “...this implies a sexud samping, a genetic one and |
think, its becoming increasindy plain that the sexud samping I'm talking about does
indeed dart in thefetus It isreinforced and magnified by our culturd inditutions But it
is genetically based. It us pat of our bblogcal inheaitance, and it is mediated by
hormones.” *

Conduting bran latemlization studies over the last nunber of yeas, reseachers
genealy bdieve the female bran is organized to fundion more symmetrically allowing
integation of left ard right brain functions nore readly than the male bran. Recen
studies suggest “There’'s adso evidence, not yet confirmed, that male and female brans
may be somewhat differently sructured with the two cerebrd hemispheres bang more
spechlized and less well interconnected i men than n women.”  Smith eaks of this
same phenomena describing differences as “ the female brain which is more symmetrically
organized and less highly structured...Thar ability to shift beéween and use the two
hemisphees is different ® Andin arecen study & Yale University, Sally and Bend
Shaywitz (pediatrician and neurologst respectively) obsrved male/female dfferencesin
brain processing usng magnetic resonance imaging They noted women used boh ddes

of the brain to proces rhyning as compared to men.” Another smilar recen study



regarding word pro@ssing (solving word games) conduded tha “men tended to use only

theleft hdf of the bran duringthe task while the women drev on boh hanisphees.” 8

Review of amatamical bran latemlization sudies also shows diferencesare evdert
between male and female bransin the fetus Females have a larger corpuscallosum, the
connecthg neves which may explain the ahility to rapidly trangtion left and right bran
functions® Describing the impact d hornones (testoderone) on bran development,
Anne Campbdl bdieves this hornmone (mog critical to male developnent in the wonmb)
may actuwally impact ain development ard connectons n the krain. “Tedosterone is
the mog important of the sex hornones tha cause a baby in the wonmb to develop into a
boy. (see Chapter 1) and male fetuses have higher levels of it than females. It might jug
be tha a dight excess of testoderone at a crucial dage before birth causes the

connectons n the brain which undelie verbd ability to shift a bit from the left to the

»n 10

right dde.
Smilarly, Nicholas Wade reported in the New York Times magazine

In human fetuses, too, the sex hornones seem to mold a male and female
verson of the krain, each sbtly different in organzation ard behavior.
The best evidence comes from girls with arare genetic anomaly who are
expoxd in the womb to nore testoderone than nornal; they grow up
doing better than their undfected s$sters on tle tess that boys are
typically good a. **

Other bran qudies describe the process as follows:

Secticaly, medical studies have shown that ketweenthe ephteerth ard
twenty-sixth week of pregnancy, something hgppensthat forever separates
the £xes. Using heat sndtive-coor monitors, researchers have actually
observed achemical bah of testoderone and oher sex-relatedhornmones
wash ove a baby boy’sbran. This causes changes tha never happen to a
baby girl....The human brain is divided into two hdves, or hemisphees,
connected byfibroustissue called the corpuscdlosum The sex-related
hornones and chemicals that flood ababy boy’'sbran cause the right sde



to recee@ dightly, destroying some of the conrecting fibers. One esult is
that, in mogt cases, aboy garts life more left bran oriented.*

As is evident from the scientific evidence, the issue is decidedly more complicated
than smply having left or right ceelral domnarce asociated wth gecfic «ills. But
what ®ens clear 5 the canectons n the nmele bran are sgnificartly altered by
testogerone prior to birth; females do not undego a similar hormond “wash” and
consquently, they function more readily usng both hemispheres of the bran to proess
information and respond.

Snce hornmone developrrent is a function of genetics, evidence seems to point to a
genetic difference which may, in fact, effect the way a person interacts with his
surroundngs. Females tend to rgpidly trangtion fromleft to right bran fundions Wha
are the implicationsfor behavior and what are the implicationsfor leadership benavior?

Sudies have found dfferences in communication pattens and ills, which may be
relatedto the aratamical ard functiond bran differences described previoudy. The next
chapter will highlight gender differences in communication sylesard describe those aea

in which women sem to excel and thushave advantage

Notes

! David Gelman, Jbhn Cordy, Eric Gelman, Phyllis Malamud, Danny Foote, and Jbe

Centzeros, “Jus How the Sexes Differ,” Newsweek,(May 18, 1981)72.
Ibid., 72.

® Jo Durden Smith, “Male and Femae—Why?" Ques 80—The Pusuit of
Excellerce,Octobea 1980.

* Ibid., 94.

> Nicholas Wade, “Method and Madness—How Men and Women Think,” The New
York Times Magaine, 12 1ine1994, 34.

® Ibid., 93.

’ Sarah Richardoon, “She-Brains” Discover 16, no. 6 (Une1995):36.

8 “Sience, Sex, Brains and Word Games,” Time Magazne, 27 Februay, 1995, 16.
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® Anne Campbeél, The Opposte Sx: The Gnplete llustrated Guide to Gender

Diff?(r)enoesin Adults and Chidren, Topdield, Mass.: Salem House, 1989, 90.
Ibid., 90.
! Nicholas Wade, “Method and Madness—How Men and Women Think,” The New
York Times Magazne, 12 1ine1994, 34.
12 Gary Smalley and John Trent, Ph D., The Languageof Love (Panomg, CA.: Focus
on the Family Publishing, 1988), 35.



Chapter 3

Gender Differencesin Communication

The bggest mistake isbelievirg there isonerightway tolisten to talk, to
hawe a conwersation—or a relationdhip

—Deborah Tannen, Ph.D.

Good @mmmunication is always oneof the nog diffi cult skills to master and probéably
a geat surce of friction and probéms in any organization. Stuaion, time, cultures and
customs, ard gende dyles affect ard complicate communication. Having <udied
communication pattensfor many years, linguists tend © agree upon @ndea differences,
some of which may be a result of basic biologcal or genetic differences, and ohers a
result of cuturd behaviord expectatonsard training No matterwhich theory is correct,
gende differencesin canmunication may pos problems in rdating or interacting with
oneanother. Examiningthese differences in the first €ep in gaining undestanding of the
issues involved and then moving towards better communication to erhance elationdhip
building and orgnizationd opeations

First, wha do we know about how the biologcal differences described in the
previouschaperimpacta woman’s dyle d talking, discussing, presenting data,ard even
arguing with others. And secondl, is this mannea of interactng dgnificartly different

enoudh frommen’s communication sylesto present opporunity for misundestanding.



Mod sudies agree females are more verbd from the time they are very young
“ Carol Jacklin reviewed more than 1,400 sudies of sx differences and conduded that
only four of them (sex differences) were well-established: verba ability for grls and
visud-spatial ability, mahematical excellence and aggresson inboys” !

In he bran latemlization work, Anne Campbdl says females brains are less
latemlized wth functionsspread over both sdes of their brans In he anaysis of what
this mears, she sates

The answer in avery general way, gppears to bethat the female bran is
better orgnzedfor communication between ts two hdves..If we look &
the actvities girls excel in, we see tlere ako seens to involve
communication. Verbd ills are used to communicate wth others ard
women on he whole use words more expressively than men...A picture
therefore, emerges showing tha women ae better communicatas than
men, that is based a least patly on diferences in the brans and tha
these differences probaly exist at birth. 2

In describing gende differencesbdieved to be relatedto genetics Jo Durden Snith
cites a gudy which condudad “Females, by contrast, ae sendtive to context, good at
picking up hformation that is incidental to atask tha'’s set them, and distractble. They

have supeior verbd skills.”*

In this vein, Chrgtine Gorman asks the question “Are
women innatey betterat radng wordsand undestanding emotions or do they jug get
more practce? and implies hormones may be involved.” And Nicholas Wade agees
relating that women’s innate Kills may give them an edge in paceptud speed, verbd

fluency, ard canmunication kills.> There apeas to bea gnetic cannecton to these

skills and many seem to imply abilities akin to wha has been termed “women’s intuition.”

10



Role of Intuition in Women’s Communication

Intuition is defined by Cal Jung as “...an unongious ability to perceive

" Intuition is

possibilities, to see the gobd picture, while addressing the local situation.
defined in the RandomHouse Colege Dictionay as “direct gercegion of truth, fact, etc.
independent of any reasoning process.” ’ For many years people have talked aout the
phenomena known a women'’s intuition, dthoudh there is not a great anount of had
reseach in the aea. What is it?

According to Dr. Ashley Montagu, noted anthropobgdt, the reason women have
developed intuitive abilities is becage of the physcal differences beween the sexes.
“The femde’s inability to cope with the physcally sronger male obliges her from an
early age, to develop traits, that will enable her to secure her endsby other means....From
the ealiest age, grls find it necesary to pa attertion to nuacesard small signs of
which the nmele rarely recanizesthe exsterce. Sich small signs tell the girl what she
wants to know, and deis usudly ready with aplan of action, bdore the male has begun
to react: ®

Referringto these same differences, Gelman, & a. write:

...from infancy on, nmales and females respond n ways that provide
significant clues to later dfferencesard behavior...McGuines bdieves
tha grl infants are more dert to cia clues. They respond nore to
people, read facial expressonsbetterard seembetteralde to interpret tle

enotiond contert of speecheven bdore they can undestand words a
clueto the provebial women’s intuition. °

Sephen Cove, author of The Sven Hbits of Highly Effective Peple also
referencesbran latemlization sudiesin Scienific American which reported the neve

center between the left and right sdes of the bran as about twice the sze in women

11



enabling more rapid trangmission of nformation beéween left and right hemispheres of the
brain. He gatesthis is importart becawse “manmagenert is baicaly a kft braned bgcal
approah toward controlling things: leadership is mare a right braned, intuitive visonay
approach towards buiding relationdhips with people. That enables women’s brans to
trangmit more information nore rapidly between the left and right hemisphaes.” 10
Covey ses this as essential to leadership in future organizations Note, adso, hisinference
to intuition asbang moretypicaly a female characterstic.

In the book, Lhconventional Wisdom Ron $hultz cites twelve innovdors in the
busness world today who $eak of leadership and the important role intuition phys in
ther successful organizationd leadership. Within this book, hequots Judith Hall, an
Assitant Professor of Psychology at John Hopkins University who reports’ women are
more sengtive to non-vebd communication (right brain) which of course indudes the
enotions and “that they terd to be more atterive to visual cues such as facial
expressions body @stures, toneof voice, and the way people look & each oher.”*™*

Althoudh merely beingin touch with these traits is not necessarily synonynouswith
intuition, it seems to encompass a large pat of wha we cal wha we call intuition.
Unfortunatey thoudh, Robeta Wiliams creatd on Semra On-Line, an anmated
computer adventure game reports that when women trug their intuition men don’t™?

Margaret Loesch, president of the Fox Chidren’s nework dso feels srondy about
truging her intuition asshe describes it “truging an unteted creatve arswer demands a
confidence in the feel of things. This is the emotiond side of intuition.” ** She ek
women have an advantage in this way and “...absolutely responding to everything you

are gettingin a \ery honest way.”**

12



Summary

In summary then it appeas that intuition plays an mportart role in the
communication procoess with women and ®rves a vauable purpo®, 0 much 0 that
current leaders in the world of busness talk about intuition and recommend learning o
trug your ®nses and intuition. Other aspects of canmunication ako reflect gende
differences accordingto current day linguists and pgchologsts.

Pop psychology as well as those more professondly doaumented sources write and
talk about the gende gap in gyle of communication. Witness the success d Dr Jdhn
Gray's Men are From Mars and Woren are From Venus™ Improved communication
between the sexes not only benefits persond relationships away from work but has a
significart impactupon bulding relationshipsin the work environment. Linguist Deborah

Tannen has witten ®veral well doaumentedbooksidentifying these differences.

A Linguists Perspective--Gender Stylesin Communication

Tannen writes tha men and women have different, but equdly valid gyles of
communication. She asserts men and women can interpret the same convesation
differently, even when there is no gpaent misundestanding “Recognizing these gender
differences frees individuds from the burden of individud pahology...If we recognize
and undestand the differences beween us we can take them into account, adjug to, and
learn fromeach oher’'s gyles” 16

She lelieves gende communication is based uponkey elements which differ for the
sexes. According to Tannen, women’s communication is closly relatedto connectvity

and men’s dylesreflect satus type goak. The key elerrent quiding female communication

isintimacy, whereas the key element in male convesation is indgpendence. “Intimacy is

13



key in a world of conecton wher individuds neotiate caonplex networks of
friendships minimize differences, try to reachconsensus and awid the apeaarnce d
supeiority, which would highlight differences In a world of satus, indgpendence s key
becage a pimary mears of esalishing gatus is to tel others what to do, ad taking
ordes is a marker or low status. Thoudh dl humans need intimacy and independence,
women tend o focuson tefirst and men on he second.” '

Further, Tannen aserts intimacy ard cannecton ae esentially symmetrical (peple
are the same, feeing cloee to each dbe) wheras indgpendence aml datus are
agymmetrical (people ae wlike amd placed n a herarchy). These perspectives
significartly impact canmunication in ary ream to include how nen ard women relate
within leackrship scerarios Men more frequently opeate in mediums bound by
hierarchy, gdatus, rules ard ordeas. In contrast, women normelly function with
connectvity ard cloenes aspaamount For women, datus ard hierarchy are rot key,
and women ae not predisposed to gving ordes, but rather express preferences and
suggestions vhich ae likely acceped

Imagne how thes kasic dfferencesin communication (observed and gudied from
very young ages) can lead to confuson and misundestanding In leadership, when
women leadand canmunicate @ng consersus this may seemunndurd to men. These
differences may also be responsble for obsrvations tha some women in professond

postions “do not behave in ways approprate totheir pos';tions”19

This cagures the
downgde of the differences for women employed in predomnantly male domnated vork

environments as the military. Women do notdrive for gatus oroneupsnanship.

14



Tannen dates“Becalse they are ot sruggling to be oneup, women often find
themselves framed as onedown.” And probdly worg of dl for women, is they may be
judged differently even whenthey communicate wth the same syle. “In other words
talking in ways that ae asociated wth women causes women to be judged negatively,
but taking the ssme way does nothave this effect an men. So, it is notsimply the ways
of taking that has effect  muchasthe people’s attitudes toward women ard men.” 20

The linguist also observes tha women frequently report that comments made by
them are ignored butlater nay be attibutedto mele paticipartsin the group. Again, this
may bea result of differencesin communication style. Women ternd to phrase ther ideas
as questions take less time when phraing questions geak in alower volume and hgher
pitch. The® pattens do not enulate nale syles of canmunication ard thereby put
women at a disadvantage in convasation with men. On the other hand, metimes when
women attenpt to adgus to a nore masculine gsyle, they may be consdered more
credble, but less feminine, often tated n a kss than camplementary manng.?! Other
studies seem to confirm Tannen's work and assertionsregarding communications

Eadey studied women aralyzing gende ard the efectiveness of leackrs ard
conduded:

Nondghdess, women fared poory in settings in which leacership was
defined in highly masculine terms especially in military settings. Men
fared dightly worse than women in settings in which leacership was
defined in less masculine tems, epecally in edicatond organzationsard
in governmental and dial service organizations Althoudh these findings

remain modest in gze, they suggest a pervasve gendeing of leadership
rolesthat can opmate tothe dsadvantage d women or men.*

Eagley feels this gendeaing produes consquences which impact percegions of

leackr effectiveness in organzations
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There is also some evidence tha our Bnguage, the words available for describing
men and women are different and frame thoudht. “And nos damaging of dl, throudh
language, our mages and attitudes are kuttressed ard shaped Smply by undestanding
and usng words of our Bnguage, we al absorb and pass on different and asymmetrical
assumptionsaboutmen and women.” 23

Other contemporay linguists and pgchologsts support Tannen’s work. Suzette
Hayden Elgin, a psycholinguist and founde of the Ozark Center for Language Sudies,
wrote the book, Genderspeak with the smilar objectve to improve communication
betweenthe ®xes. She dates“Male/female canmunication does nothave to be either
armed combat or endless mystifying tedium. It does not have to bethe source of dther
rage or msery. It can and ould be effectve, efiicient ard a ®urce & mutual

satisfaction.” %*

Judith Tingey, a pychologst and busnes communication consultant
states* When men and women acdhpt each dwers diferent communication sylesin the
same way they adapt to the language of another county, this will help dleviate

communication barriers betweenthe two sexes.” 2°

Summary

In our cdety, men and women communicate dfferently and misundestanding can
easly occur. This impactsefficiercy in the workplace. Ways of taking asociated wth
leadership and authority tend to be masculine, which placesfemales at a dsadvantace.
Of cours, tha is not to sy tha men who, like miltary women, may be in a

nontaditiond career field do notexperience smilar phenomena
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Review of biologcalgeretic ard canmunication differences provides interesting
information and a backdrop for the sudy of gnde differences in leadership. Another
tool commaly used in the military to undestand pesondity types, preerences, and
differences is the Myers-Briggs Type Inventory. The next chapter will highlight what is

known abouttype preferences, leadership, and gende.

Notes

! David Gelman, Jbhn Cordy, Eric Gelman, Phyllis Malamud, Danny Foote, and Jbe
“Jug How the Sexes Differ,” Newsweek,(May 18, 1981)73.
2 Anne Campbdl, The Opposte Sx: The nplete llustrated Quide to Gende
leferenoesm Adults and Chidren, Topdield, Mass.: Salem House, 1989, 90.
® Jo Durden Shmith, “Male and Female—Why?” Ques—The Pusuit of Excellerce,
1980. 17.
* Christine Gorman, “ How Gende May Bend Your Thinking” Time 146, no 3 (ly
17,1995)51.
> Nicholas Wade, “Method and Madness—How Men and Women Think” The New
York Times Magazne, 12 1ine1994, 32.
® Ron $hultz, Unconventional Wisdom—Tvelve Rerarkable Innovators Tell How
Intumon CanRevadutionize Decison Making,(New York, Harper Bugness, 1994), 3.
" The Random House Cdlege Dictionary, Revised Edition, New York: Random
Hous, Inc., 1980.
® Ron $hultz, Unconventional Wisdom—Tvelve Rerarkable Innovators Tell How
Intumon CanRevdutionize Decison Making, New York, Harper Busness, 1994, 38.
® David Gelman, Jbhn Cordy, Eric Gelman, Phyllis Malamud, Danny Foote, and Jbe
Canteros “Jug How the Sexes Differ,” Nensaveek,(May 18, 1981)73.
Sephm R. Coveg, “Trandorming a Svamp, Training and velpmen, 47 (May
1993% 44,
Ron $hultz, Unconwentional Wisdom—Tvelve Rerarkable Innovators, 38,39.
2 |bid., 38.
* |bid., 82.
“ Ibid., 82-83.
> John Gray Ph.D., Men are from Mars, Wonen are from Venus (New York:
Harper Collins Publishers, Inc., 1992.
® Deborah Tannen, Ph.D., You Jug Don't Undestand: Woren and Me in
Conwersation, (New York: W. Morrow 1990), 17.
" Ibid., 26.
% |bid., 43,
% bid., 217.
2% bid., 228.
L bid., 239-240.

17



Notes

22 Alice H. Eagley, Seven J Karau, and Mona Makhijani, “Gende and the
Effectiveness of Lea@rs. A MetaAnalyss,” 117, no. 1 (@uay 1995):140.
%3 Deboreh Tannen, Ph.D., You Jug Don’t Unde stand:Wonen and Me, 243.
24 qzette Hayden Elgin, Ph.D., Gende speak—Men, Wonen, and he Gentle Art of
Verbal SeltDeferse (New York: John Wiley and Sns Inc., 1993), xvi
Judith Tindey, “Conmunication: Brdiging the Gende Gap,” Healthcare
Administration, 71, no.4 (Aril 1994):22.

18



Chapter 4

Myers-BriggsType Indicator and Gender differences

The Myers-Briggs Type Indicator (MBTI) is a questionnare used to identify
preferences and temperaments which can then be corrdated wth ps/chologcal type
More specifically, it “measures perception, udgment, interests, vdues, needs and
motivationd preferences”’ The quetionndre is currently used in meny ettings to
include busness and military organizations to facilitate undestanding of others

communication syles thuserhancing efficiency in opeaations

History and Background

Isabd Myers-Briggsfirst published the MBTI in 1962 & an extenson of he mother’s
interest and gudy of theoretical ps/chologcal typesin conjundion with Cal Jungs work.
Isabd firmly maintained tha theory mugd have a practical application; developnert of
the MBTI provided such atool usful in highlighting persondity differences to enhance

betterundestanding and cmmunicatonsanongpeople ?

Desaiption of MBTI and Applicability

Psychologsts and typologsts use the MBTI to quantify individud preferences for

perception, udgment, interests, vaues, needs and notivation & applied to four
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preference scales. Extroverson (B0 /Introverson (1), Sensang (9/Intuition(l),

Thinking(T)/Feeling (F), and udgment (J)/Perception (P.

ISTJ ISFJ INFJ INTJ

ISTP ISFP INF P INTP
ESTP ESFP ENFP ENTP
ESTJ ESFJ ENFJ ENTJ

The El index (or scale) is designed to reflect whetler the person is an
extrovert or introvert...The S index is designed to reflect the person’s
preference beween two oppogie ways of peceiving i.e, whether he
relies primarily on the familiar prooess of sensng..or primarily on the less
obvious process of intuition...The TF index is designed to reflect tre
person’s preference beween two oppogte ways of judgng i.e., whether
he relies primarily upon hinking...or prmarily upon feling..The JP index
assigns a preference to oneof the other two mental funcionsthemselves.
That is, d@ther the perceiving (SN) function or tiejudgng (TF) function is
said to bedominant in onés dealings with the world >

From thee peferences sxteen combinations or pesondity types energe, each
havinguniquetraits and beéhaviord preferences.

Eachtype has prderence mplications which may predispos cetain behaviors For
a detailed description of te preference types, recommend reading Issbel Myers-Briggs
Introdudion to Type4 Within the military, the mog representative type is the ISTJ.
Based upon yars of research, Qito Kroeger and Janet Theusen bdieve ISTJs are
attracted to the military.” Consdering preferences and a@sodated denondrated
behaviors ISTJs could be described as. Introverted attering to infrastructure and
conaeptudizing probems; Seasng knowng the facts undestanding planning sages and
working implementation detals; Thinking discussing issues in alogcal way, weighing the
pros and ans of dternatives, and spotting inconsstencies, and Judging, generating

systens, organzing and actngwith decsiveness. 6
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It is no wonde the ISTJ is attracted to the military becage of its structued
environment, penchant for dructured plans traditiondism, and logca systematic
approxh. However, Knowlton and McGee, professors at Nationd Defense University
(NDU) feel theee thngs which attiact personsto the military may be inconsstent with
leackrship at the drategc level. 1STJs may not be best suited for sratedc level military

leackrship.’

Comparison of MBTI Types to Leadership Data

Knowiton and McGee condwted s$udies compaiing the MBTI with pesondity
preferencesand characterstics deened mportart to strategc leacership ard persondity.
Ther work conduded ENTPs and BENFPs are best suited to meet uture challenges of
strategc leacership. Rderringto leadership skills and andyses of associated préerences
“Based on that smple and direct aralysis, it agoeas asif ENTPs and ENFPs natually
possess the peferencesmos compatble with leadership requirements at the stratedc

level.” 8

The key components identified in ther concept as compatible with drategc
leadership incdluded having well developed frames of reference for identifying cause and
effect; ahility to integrate anl synthesize concefis; the ahlity to communicate ckaty
and pesuasively; negotiation and consenaus building; and the ability to envison the
future. In thisandyss, the authorsidentify the ENF as having the best type combination
for communication ard negotiation ard cansensus bulding9

This datas notamalyzed orbroken down by gende. In fact, vey little has actually

beenpublished regarding gende differencesas demondrated on tb MBTI. What is

evident is afemale preerence for the F or feeling preference and a male preference for T
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or thinking preference. **

Additiondly, some sudies have identified a dightly higher
percentage of Es in female populations12 It is interesting to noe that women don’t score
higher on the N scale (intuition) & “women’s intuition” is an attribute fequently
discussed in management and leadership literature. 13 Other reseach, however, indicates
women do sore alittle higher on oher measures of intuition.**

What ae the implications wth respect to @nde differencesard leacership? Both
communication ard negotiation/cansensus buiding favor ENF, F benga srongfemale
preference with some evidence E and N preferences may also exist, dthoudh they are not
as ddfinitive of femde preferences. These ills are aso those described by Covey as
“the key to aurvival and siccess “to think in terms of buiding relationshipsand high trugt
cutures” *°

Conparative data at \DU for female Indugrial College of the Armed Forces (ICAF)
students indicatesthey are less introverted, less senang, less thinking and less judgng
thantheir male counteiparts. However, becawse of the snall sample size, these results are
not significant. It appears that as the sample Sze increases, with the current patten
being congstent over the years, femades ICAF sudents will be less ISTJ and mae ENFP.

Addtiondly, female ICAF sudents were found b score higher on conceptud ability,
abstract rea®ning, verbd reasning ard posess a dspostion to work & higher
organzationd levels. Again, this data $ notcurrently gatisticaly dgnificart becawse of
the small sample size.*

In contrast to this, the Air War Colege does notmaintan data ly gende, however

interview (by author) with aurrent female class membes (small sample—only 19 US

female sudents in the 1997 ¢ass) indicates5 ISTJs, 5 ESJs, 2 ENTJs, 1 ISTP, 1 ENFP,
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1ESFJ, 1ISTP, 1 WNTJ, 1 1SFJ, and 1 INFJ. Broken down by prelomnant traits, there
were 11STs, 3Ss, 3 NFs, ad 2 NTs. Additiondly, 13 preferred T, whereas only 6
preferred F. Also, there were 9 prderringintroversion and 10 préerring extroversion.
However, three of those idertifying thenselves as ESTJs or ENI'Js were quick to
note that they had probdly manipulated the te$ somewhat knowng wha type is
predomnant and favored in the military. This manipulation is consstent with data
suggesting that siccesful women in male-domnated carer felds terd to adap to
survive. It would beinterestingto compare these MBTI scores to early pronotionsto see
how far onecould carry the adgptation thess. Review of MBTI types for nurss in this
group hdicates(somewhat surprisingy) these individuds scored as either ESTJs or ISTJs.
Presumingthose in health care professions to indudenursng, are more nurturing (F and
intuitive, t is also intereging that those women selectedto atterd Air War College do not
reflect trose qudities, but rather the typical officer type. Again, this can probdly be
explained by thedesire to adapt, fit in and survive. Findly, it is curiousthat the Air War
College data sens incongstert with that data cdlectedfor female sudents at ICAF. Are
the popuktionsof female sudents a ICAF versus the Air War College different in some
way or ae tes data awl results presented n a nanna which is norelikely to idertify true

type versus adgptive type?

Summary

In summary then the challenges of drategc leackrship highlight a need for
preferencesand characterstics asociated wth the ENF type  MBTI datafor females,

and secifically those femdes in leadership postions in the military, has not been
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cdalected and aralyzed by gende on a routine basis, 20 it is somewha difficult to
generalize about gendea differences in the military popubtion. NDU established a
progam to andyze and wmpare this data, and based upon tis collection has noted
trendstowards the ENFP type for female sudents at ICAF. Althoudh the sample size is
currently small, it is expectedthat the trend will becomesgnificant as the ssmple grows.
Evidence suggests minorities, to indudewomen, attenpt to “fit in” and acapt or self-
select assome women indicatedthey had donewhen taking the MBTI. The next chapter
will delve into these issues in much greater detdi and provide some indght into
contemporay probems which plague the military as sexud harassment and

unprofessiond behavior.
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Chapter 5

Gender Differencesin Leadership and the Milit ary

Men who wish to gay employed, take heed!

—Tom Petess

As addressed in the previous chepters, men and women opeate n the work
environment in omewhat different ways based upon e@netic/biologcal differences,
cultivation, @mmunication stylesand to me exter, the characterstics of the particular
career field chosn. In today’s world, the leadership culture seems to favor women’s
leadership dyles and the unique capabilities women contribute to the work environment.
In this chapter, the author will f ocus mare specifically on how these differences manifest
themselves in the leadership arena and upon aplicability to military leadership gyles,
including military women'’s leadership gyles.

The chta awailable indicatesmen ard women terd to kead n different ways and make
different contributionsto the organization. Eachstyle cantributesto diversity offering
unique capabilities essential to holigic organizationd effectveness.  With the
undestanding that gende may, in fact, phy a kg role in leadcership syle, a review of
leackr characterstics current experts consgder essential to highly effective organzations

and comparison with women leaders’ stylesisin orde.
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Leadership—Today and Tomorrow

Over the years, there has been much discussion revolving around what differentiates
leadership and management and howecritical good kadership (versus management) is to
any inditution. There seems to be agreement that leaders have grategc vison, god
communication <kills, creatvity, and the ablity to trug and empower subordnates
Current leadership phiosophy dresses many characterstics conmmonly viewed as
feminine attrbutes(or advantages) frequently employed by women occupying leadership
postionsin an organization.

Perry Smith, Major General (Ret) discussed long term planning as a critical element
in leadership style, smilar to the concept of vison? Sephen Covey (principle centered
leadership guru) bdieves that a domnant trend of the future, long term thinking, favors
the naturd abilities and talents of women. He aso identifies leadership as “more of a
right-brained intuitive, visonay approach toward buiding rdationsips with people.2
This infers women have the edge in today’s leadership chdlenges.

John Naisbett ard Patricia Aburdene, co-authors of Megatrends for Wonen, date
“The bdance has findly tipped in favor of women...It is not about women taking over,
but women and men together expressing ther full potential—nether supeior or

»n3

inferior.”” Nicholas Wade seems to agree: “ If M artians arrived and gave job interviews, it

seens likely they would direct nen to campettive sportsand manud labor and daff mog
professions diplomacy, and government with women.”*
Riame Eisner, asquoted byNaisbett aml Aburdene describes two basic types of

societies—dominaor or partnership. She bdieves women’s leadership dyles tend ©

employ a partnership modd, away to gructure humen reationships based upon inking, °
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This linking is smilar to the phenonena discussed by Tannen as intrinsic to femde
communication in chapter three d this paer.

In abriefingto the Air War College, Dr Christine McNulty, described what is needed
for succesfully depuzlingthe world of the future asaralyzing ard synthesizing data ad
the ability to use both sdes of the brain, left and right.6 This appears naurd for women,
congstent with the ability to rapidly trangtion from left to right bran fundioning.

In another briefing, John Warden (Col Re), an achitect d the Desert Sorm air
canpagn, dated the military needed an organizationd structure different from the
current hierarchical ordea which limits effectve communication from ether the top
ectelon to the bottom or vice versa.” Women leackrs terd to opeate n a dssmilar
manneg plachng more enphasis on conectvity and consersus Corpordions lead by
women seemto be organized diferently to ercompas the canectvity ard closeres
women prder.

According to Sally Hegelsen, athor of The Fenale Advantage womens
organzationd gructues rdlect nore of a web, where the nog senior women (leacer)
inserts herself in the middle of the web or organizationd <tructure to maximize
communication ard connec'u'/ity.8 Howes and Sevenson, @m-authors of Wonen and he
Use of Military Force aso supportthis postion:

Sociologcal studies indicate that women’s management syles differ
significantly from thoe of men. Women ae less hierarchical. They
organize on a broader base and prder dructures that are less like
pyramids Women in goups are less proneto lf-assertion and nore
prone to ocompromse...If women follow the trend $own by the
sociologcal data ad becane a lrge ninority of military personnd, their

presence canbe expectedto change the aganzationd sructure in which
they paticipate’
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Tom Petes endor®es these innovdive female leadership dructures in Saly
Hegelsen’s book sating “The Fenale Advantage gets management off to a rousng dart
in the 90s SaAlly Hegelsen has doneafirst-rate pece @ research, ard capures it in avery
provocatve book. Men who wish to gay employed take heed.”*® Althoudh bhn Warden
did nothave a solution for the hierarchical gatus driven organzation, it jus may be that
the web type gructure preferred by women is agood dternative.

Naisbett a Aburdene describe future management syles saying they “uncannily
matchthose o female leackrship. Conailtants tried to teach nale managers to rdinquish
the command-and-ocontrol mode For women it was different: it just came nauraly.” ™

Findly, Edward Moldt of the University of Penng/lvania Wharton Ehool of Fnance
and Management says many men gill “ act like master srgearts. That s not working
neaty aswell asit used to.” This is becase women terd to nvolve people in the
decison making process and ae successful with people who “don’t want to be bosed
around.”*?

Thee women’s leackrship style eknens reflect nog of the same elenens
previoudy reviewed in the sudies on conmunications ard drategc leadership
requirements deemed necessary for the future Peter Ducker describes women’s
leackrship style as“over time women have ewlved a succesful leacership style that
regjects the military modd in favor of supporing and empowering peple.” Drucker
endor®s it becawse he says it worksbettet 13

Do men and women in military leadership postions rdlect smilar gende differences
or isthe military unique mantaining dissmilar conaepts regarding leadership and unique

requirements incongstent with goas and benefits of a diverse organization? Do military
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women asleacers enploy these same new “female” leacership tecmiques and contribute

so effectively to the aganzation?

Milit ary Leadership—Any Similarities?

If currently hdd leadership techniques are dissmilar to a military syle, are they
incompatible with military opeations and are the naturd abilities which women can
contribute not applicable? Althoudh the military is a traditiondly mae dominated
environment (and in omMe comba scenaios may require strict command and control),
future challenges require drategc vison armd leadcership. McGee am Knowlton
(referencing US Army manuds) list the following as key components of strategc
leadership: capability to use mutiple frames of reference, capability to integrate anl
synthesize, ability to communicate efectively, ablity to negotiate aml build cansersus
and the ability to envision the future™® As such, many of the previoudy discussed
leadership dyles, which embody hos characterstics ard camblit ies attnbutedasbeang
more “feminine” are also necessary to compement military leadership. Do military
women reflect thhbee same “female leackrship syles or do treir syles reflect the

“command and control military syle?’

Role d Self-Selecion and Adaptation

There is someevidence tha women who cho the military as a career tend to elf-
select or adapt to leackrship, canmunication ard even MBTI types nog typical of the
mgority (men) in the military. Adaptation ard self-selection produ@ a more uniform
organization, which dthougdh advantageousin some respects(as with cambat teams who

may needto communicate ad cleaty undestand each oher during a moment of crisis),
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forfeits the bendfits of diversity. There may be other hidden codgs of adaptation which
negatively impact norde ard the eficiency/effectiveness of the gperation in the longrun.

Reseach indicateswomen in the nmale-domnated carer felds (b include the
military) frequently self-select for those career fields In other words they choo®
carees which reflect treir own preferencesard syles Speakng of the impact of self-
selection, Howes and Sevenson sy tha, “Aslongas the nunber of women admitted to
the innea circle is snall, the few who self-select aml are closen will tend to share the
dominart perspective of those ateady in place”™® As further evidence of self-selections
these same authorsquote Segal who “...implies tha women and men who pursue military
service are of like mind; this postion is suppored by asudy mmparing female and male
cackts at Wes Point.”*® and Bgydzenski, writing about women and poltics “ The few
who acheve high-level postions are likely to be selectedfor ther counterstereotypical
characteistics” "’

Fromthis data,tican beinferred that women who self-selectfor military careers may
prefer communication styles more prevalent in male-domnated ervironnments, have
MBTI preferences damilar to the predominant mde military officer (ISTJ), and favor
phenonmera asociated n current day society (althoudh this may be changng with
continued integration of men and women into non-taditiond career fields) with
masculine sylesasagyresiveness, gatus orertation, ompetitiveness, ahleticness, etc®

Further, reseach demondrateswomen terd to adaptto mele oriented behaviorsand
job reguirements in orde to wrvive or fit in as previoudy described in sections on

communication ard the MBTI. McGee (Chapter four of this pgoer) discussing MBTI

datafor female ICAF sudents indicatesthe mle acaptation ard trying to “fit in” plays in
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potentially atering the type datafor the MBTI. Smilarly, Howes and Sevenson describe

adaptation asevenapplying to women who make military policy saying they:
...terd to protect tbnselves by adapting the atttudes of their male
colleagues. They “go ndive in orde to survive.” Additiondly, mogs
rescarch on women in contemporay male-domnated org@nzations
suggests that women develop two major pattens of a@gptation: coopion
and sgregation. The first applies to those sructures and occupaions
where women accep male ddfinitions of tke stuation and try to blend into
the male organizationd culture The second matten manifests itself in
groups of female workers who beome effectively isolated from the
organzationd maindreamard cutivate emale friendship, support and
coopeation in orde to cope with low satus ard poor working condtions

Both pattens prealde women asa group from having an independent
effect mn the gructure ard cuture of mainstreamorgarizations19

Judy Roener, a professor & the University of Cdifornia's Graduate $hool of
Management in Irvine, writing in Harvard Busness Review details two generations of
women in leadership. She says “The older conformed to male sandads The second,
younger group brokenew ground “by drawing on the skills and attitudes they developed
from thar shaed experiences as women.” She bdieves mog of these “new” women
never learned the military style of management and naurdly gravitate totheir own more
feminine roles and gyles. *° Consstent with this, Janet Theusen says women self-select,
adapt, leave, or, f strongenoudn, forge ahead with their own distinct styles.*

Analysis of al reseach ard data lerein presented attess adapation and self-
selection ae prevalent for women leaders in male-dominated or@nzationsto includethe
military. Why and wha is the impact?Why do some minorities and women choo® to
adgpt versus beng themselves and amploying ther own unique leadership and
management syles? One explanation, previoudy discussed; adgptation or “fitting in” is
safe. In the military, a male-domnated environment, consderable evidence exists

suggestingwomen are subject to nisogyny or ahared of women.
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Althoud initially, this postion may sound etremist, areview of literature regarding
women and military organizations provides an interesting pespective to the stuation.
Howes and Sevenson report “ Elements of the male role are exaggerated n the military,
incdluding misogyny and honophoba” “to the extent tha military service is equated wth

manhood, he mere presence of women is probematic.” 22

Quoting Susan Bordhert, in an
article from Men’s SudiesReview
The amed forcescontinueto u® the tradtiond peaspective of masculinity
as an integral pat of ther resocialization pro@ss...For many youngmen
historically, entering the military is a means of proving onés gatus asan
adult man...Misogyny is an integral value in this process. Ironically, while
the value of male supramacy is beng espousd, the recruits are treatedas

subordnates “as women.” Women arke regarded asinferior, subhunan
bengs.... Thusto bea man isto bea soldier, notawoman ?®

Cal Builder, of the RAND Corpordion, and author of The Icarus Syndrome,*
references sudies on the Icarus Conplex describing the ego of the male airman in which
“in general he was contemptuousof women butwanted them to admire him. These two
additiond characterstics a cavingfor immortalty ard a concegion of women asobjects
to be used for nacissistic gains...The second characterstic, he points out is usdly

accanparied by some honosexud terdencies.” 25

Further the author describes flight
fantases in which he sateslcarians $iow anundelying fear of women. *°

Likewise, an atticle in Minerva: Quarterly Report on Wonen and he Military
regarding the captivity of RhondaCornum during the Gulf War dates “Women in
wartime and in military culture provide a ready test for male domnance and aready
target of anger: women became the dvject d male violernce udg for beng there. They

violatethe male terrain of war ard fratemnity of power. Tailhook s an excellent example

of mde terrain, where the women “had” to have it hgopen. Smilarly, the femde
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captivity can’t be over untl there isarape” 27 Findly, areview of Jeanne Holm's book,
Wonen In the Military, An Unfinished Revdution details the sruggles for equd
opporunity and paticipation which women in the military have endured *®

These accounts highlight the extent of the battle d the sxes ard the dfficulties for
women in male-domnatedernvironments. Althoudh such dudies and writing may seem
biased to pesonswho ae not members of this minority, brief discussions of msogyny
with male class members at Air War College did not produ@ denial of existence of the
phenonera. The® gudiesarnd atticles by well-respected pesons siggest misogyny is a
factor to which women in the military are subjectedand probaly a very good reason why
many choo® to adapt, keep quet aboutinequities, and fit it.

The author asserts recognition of this adgptive behavior is important for a couple of
rea®ns HFrst, achpation amd self selection limit the diversity required for future strategc
leadership, and scondl, it may jud be tha adgptation plays a mle in the sxud
harassment which continues to plague organizationsto includethe military. If women (or
men) try to “fit in” at ary expense, they may send sgnak indicating they are rot offended
by the alusve kehavior to which they are keing subjected The® mxed sgnak, in turn,
can reinforce the ingpproprate behavior of the offende. It is important to darify that
adaptive behavior is not an excuse for xud harassment and the offende or harasser is
ultimately respongble for his’her behavior. However, it may well be a factor, especially
if the adgptive person is a female leader—this even more dramatically would give mixed
signads to subordnates some of whom may be predisposedto abuse d power for various

other reasons

34



For this reason, encouraging men and women to communicate céaty “this béavior
is notaccepalde ard will not be tolerated versus accepance a adaptive behavior is a
mug. Harassment disturbsthe work environment and results in ineffi ciency in opeations
and adaptation may, unbe&known to the perpetrator, contribute some what to this
phenonena

As espousd by Air Force Secretary, Shella Widndl, grengh throudh diversity in the
workplace ad recanizing the changing demographics of the US military popuktion is
essential to future success.” Diversity therefore isnotonly agod in strategc leacership,
but also afactor which military must take into accountin orde to opeate eficiertly ard
effectively in the future It’s time to get an the train and take whate\er actions are

needed to assist people in bang themselves versus adaptingto fit in!

Summary

In summary, many leadership attributesreported as essential for leaders of today and
in the future are charactersticsshared by women ard some at which they excel. Current
and future leacership requires stratedc vison, dfective communications organzationd
structures amenable to negotiation and conenaus and the ability to synthesize data.
Women excel at trese. The® leacership characterstics are rot the exclusve donmain of
civilian leaders, but, in many cases may be extended to military leaders. The military is a
tradtiondly male-domnated orgnization. Women who doo® careers as military
leaders generally adgpt or fit in to survive, become isolated wth the aganzation
(gererally ineffective membesrs), or they leawe. Adagation ceatesa nore honogenous

organization, butpredisposes harassment and limits diversty. The US Air Force forfeits
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benefits and advantages which women would nornmally contribute; those very attibutes
conddered esential to drategc leacership of the future. The cat is hgh!

If indeed, we undestand diersity as the direction American ®ciety ard the world
are headed, then wha will we do to enaure the work environment is not a threatemng,
demeaning experience for minorities and women, butrather a place vhere produdivity

abound®
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Chapter 6

Condusions and Recommendations

The NF types...posulated to be the mog skilled in communicaions and
mog likely to be ingpiring leaders are underepresented in leade
sampes...

—Mary McCaulley
MBTI and Leade ship

Within the context of this gudy, te author reviewed available data am literatue
regarding gende differencesimplied by genetic/biologcal differences cammunication
differences, preerence differences as measured by the MBTI, and ungueleadership style
differences in organizations and busnesses. Within this framework, the paper further
comparesleacership attributesto dylesidertified prelomnartly astradtiondly feminine
and thereafter, dosely focused upon vemen in military leadership roles.

Slf-selecton amd adapation ae factas common to female leacership in male-
domnatedernvironments—factas which ultimately limit diversty, hamper creatvity, ard
may even phy a role canmunicatng mixed sgnals to men on issueswhich canesakhte
to haassment.

Does this mean men and women ae unale to successfully work together, to
communicate efectively, ard cmtribute eqgadly to the work place ulimited by
inflexibility and honogeneity? The author contendsthis is an extreme perspective which

does not farly include the development and full capability of the hurman beng.
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Accordingto Gelman, et al, “Human behavior exhibits a plasticity that has enabled men
and women to copewith aultura and environmental extremes and ha made them—by
some measures—the mogs successful oecies in history. Unlike canaries, they can sing

”1

when the spirit, rather than testogerone moves them.”” Likewise, Roger CGorki dates

“Human beings have learned to intervene with their horrones—which is to say that ther

behaviord differences are wha make them less, not more like animals.”?

Human
flexibility comhbned with culturd experiences alow men and women the ability to do
more or less wha they choo® versus beng locked into stereotypical behaviors For
example, men are capable, dthoudh maybe not comfortable, working within organizations
with beauroaatic sructures currently identified with women’s gyles. Also, women can
and do adapt to military leadership dyles when required (e.g. combat command and
control scenarios).

Along these lines, McGee and Knowlton dscuss the importance of individuaion
(developrrent of expertise and undestanding in areas which ae not MBTI preferences)
for growth of future leaders in the organization® Both men and women leaders can and
should develop ther non-prderences to become more bdanced as leaders. This
developnent requires congiouseffort and work.

Men and women are not locked into onegyle of leadership and béiavior preventing
effectiveness in the workplace. The nore serious problem appears to be organizationd
inflexibility in accanmodatng dissmilar persondity types. In the military, the ISTJ
preference type is predomimant.  Snce this is the mgority type, discrimination towards

other preference types (naurd preerence types of some women) nmay lead to <lf-

selection ard achptation, limiting benefits of variance or diversity and creatvity critical to
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a flexible growing organization. The cos of harassment, investigations communication
problems and derupted ddly opeationsis unaccepade. If you don't bdieve this, ask
the Navy what the taal impact anl ccst of Taillhook s to its members and ask the Army
how much they have spent (dollars and manpower) on the current series of harassment
charge and investigations What must the military do?

Military organizations should continue to actively excourege and support minorities
and women to fuly integate wique ahlities and assets they can contribute. To dothis
effectively (versus ony gving lip service), the adhor recommends the military (in this
case the US Air Force) undetake the following

Integate @nde differences indruction ard edicaton into professond military
educaton (PME) leacership sudies from the very earliest time a person enters the
military—the new Airmen and Basic Cour®, Sjuadron ficer School, Air Command and
Saff College, and Air War College. Thisindruction iould indlude as a minimum, topics
asdifferencesin canmunication, lkeadership syles, preference types, individugion gowth
and development and fully emphasize the compoundel vdue added throudh diversity and
the complementary contributions of both gendes. Enaure indructors in these classes
believe what trey are teacing Fathers ard spougs of women in the military are
excelent in this reaim as they have a wested ntered. A smirking male indructor
sabotages the entire progam and intent. As the nmajority, supportive nen are abslutely
critical to succes!

Instructors would benefit from gende diversity training and conferences. Such

courses are widdly recognized as critical to opeationd effectveness by cvilian and
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commercial entities. Onre swch organization is the Nationd Assaiation of Gende
Diversity Trainingin Phoenix, Arizona*

Coninue classes as Principle Centered Leacership which provide guidance at
maximizing potential and are vauable in the individuaion process as core curriculum for
strategc leackrs of the future. Maximizing growth potential and udng all faculties, both
left and right bran fundionsshould bea god for dl srategc leacers.

Invite specialists (to indude pshycholinguists) who undestand @mmunication
differences to geak to dasses. Judith Tingey, Ph.D. provides conailtations ard
recommendsthefollowing thoudht proaesses and exercises in ha presentationsto goups
on undestanding different gender communication: aduging your attitude,
acknowledgng differences without judgng, adjuging attitude again, choosng techniques
for respong, and generalizing from the specific respon® to yourtechnique °

The Air War College should dso organize to collect cata o both females and males
in the interest of diversity. There seems to be some fear currently tha such data wil be
used eroneoudy to the deriment of pesonsor careers. The author beieves it is more
important to review peasond traits and poential contributions honestly, and © assst
people to undestand that all don’t have to be the same to contribute to an organization
effectively. Senior service £hook and orgnizations utilizing the MBTI to identify
differences and prderences should dso encourage individudity (and thus diversity) by
providing supportand where approprate ounglingasat ICAF to &firm unique different
preferencesarnd leacership characterstics ard sylesare ckay. The mportarce d this
type supportis confirmed by gudies on burnoutand commitment among men and women

in the Canadian Military Force.?
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Establish special counsling and supportgroupsat bases, wings and PME. Programs
at inditutions of higher learning should be createdalong the line d progams a the
Indugrial College of the Armed Forces, wherein coungling for women with dissimilar
MBTI types asists them to accep differencesard apprecate \alue adled versus trying
to adapt or done others typical behavior. Additiondly, support groups of peers or
supeiors mght be effective in asisting females in postions where dress is generatedasa
result of bang different or a minority. Being the only one in a classsoom unable to
communicatea valualle idea lecause others are reluctart to condder the contert based
upon gnde or communication style is gressful and a stuation in which a nior officer
can intervene and assist. Men & the senior officer level play a critical role in supporing
and encouraging women as they set the example for other males in a male-doninated
environment.  Integration of mnorities requires organizationd adjugments, not jug
talking abouttheissue at a gaff meeting

Senior officers mug besncerely involvedfor the military to beall it can.

Gende differences exiss—humans can adapt when it is in the interest of the
organization, butthese differences can becomplementary and add dramatically to holistic
opeations Men and women offer unique and complementary contributions to the
military. To effectvely enploy its members, the military and the Air Force must
continue to educatepersonnd and ensure growth environnments exist or ther may be a
high price in the future. So far, the military has done a mediocre job & evidenced by

continued acaptation, ®lf-selection, and haassment.
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