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    Preliminaries


    Abstract


    This study underscores the importance of including women in leadership positions in academia. Research on leadership development and managerial success in universities has continuously pointed to the absence of support frameworks to encourage women’s development. Despite numerous interventions to address this challenge, diffculties continue to persist. This work is therefore a timely contribution to the debates around gender and leadership in African universities with a particular focus on Makerere University, where ten female professors are profled. It demonstrates that despite interventions, the gender gap at universities continues to expand, thus requiring critical interventions which address techniques and strategies of inclusion/exclusion
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    Preface


    The CODESRIA Higher Education Leadership Programme (HELP) is among the council’s research initiatives listed as a special programme. With the support of the Carnegie Corporation of New York, the governance and leadership programme in African universities is aimed at documenting ongoing changes in governance practices in universities within historical and contemporary contexts. This programme is operationalised through working groups and thematic areas. The Uganda national working group consists of a partnership between four public universities namely : Kyambogo and Makerere (central region), Gulu University (in the northern region) and Mbarara University (western region).


    Ugandan public universities face a number of crises revolving around low funding and limited resources that have compromised quality of teaching, spawned incessant staff and students’ strikes and slowed progress in addressing national development goals, among other challenges. Strengthening the effectiveness of individual university leaders is bigger than the mere preservation and enrichment of institutions; it empowers them to serve communities and society at large. In this case, the university reforms should be seen as part of a fundamental transformation of the values and vision of society as a whole : men, women, boys and girls.


    The motivation for this research is the desire to add our voices to those who decry the continues domination of various governance bodies (council, senate and academic boards) by men and the virtual exclusion or poor representation of women. Yet it is from these boards and committees that top leaders such as Vice Chancellors, Deputy Vice Chancellors, College Principals, Deans, officers and heads of departments emerge. The national constitution together with a number of other policies and programmes guarantee legal provisions for gender equity. This is slowly transforming the gender composition of institutions at national level, but unfortunately, not much impact is felt in universities because embracing gender equality and equity in the governance and leadership boards has been slow and prone to resistance.


    This research is conceived on the idea that capacity building in gender policy formulation and implementation is a shared responsibility of Makerere University that has received a lot of support to develop this capacity. The establishment of Gulu and Mbarara Universities as public universities in Uganda therefore necessitates an examination of the manner in which men and women are located in these universities, both as students and staff. The research unearths the gender terrain of the universities in order to make explicit the gender gaps that exist in enrolment, retention, teaching and learning environment, research, career progression, organisational cultures, and welfare services. Ten female professors speak about their experiences in leadership and the ways in which universities can build gender balanced leadership cultures.
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    1 
Background to the Study


    Introduction


    Numerous researches have indicated that women's participation in higher education has significantly increased in response to the need and struggle to produce new and relevant knowledge in the 21st century. Women have displayed their commitment to education and they increasingly regard it as a route to personal and collective liberation and empowerment. The writers have alluded that women have embraced modern public universities with dedication and enthusiasm, attending them as learners, and serving them as scholars and researchers, teachers and administrators, not to mention the support roles in the various sections in welfare, catering, health, cleaning and other support services that are crucial for the daily operation of universities.


    Universities play a key role in shaping society and building active citizens. Many people who assume powerful roles in society have a background in higher education. This implies that a gender equal higher education also has a huge, long term impact on gender equality within society. Therefore, universities did fight for a gender equal environment that preserved equal chances for both women and men. However, Literature reviewed on Ugandan universities shows that today’s situation does not meet the threshold for equal participation of females and males in different stages of a university career. The distribution of power and financial resources that accrue to it is not the same for females and males. This includes personal benefits that result from education.


    Increasing women leadership in universities demands that data on growth trends for past years is re-examined. Academic universities need all the leaders it can develop to address accelerating institutional and societal needs, so the waste of the potential of most women is of growing concern. Only institutions that recruit and retain women will be likely to maintain the best academic and non-academic staff because the universities analysed indicated that the long-term success of their academic centres was inextricably linked to the development of women leaders. There was thus need for long and sustained commitment to improving the representation of women in senior positions specifically, and throughout the organisation generally. So far, we can conclude that the progress achieved is inadequate. In so doing, we draw on the theory and practice that underpins organisational cultural change and on strategic planning principles and practice to systematically delve into proposals of the strategies to increase their numbers.


    The females interviewed expressed a number of gender based challenges that will need to be addressed if the University is to attract female teaching staff. A number of universities examined did not treat academic staff as human resources to be retained and developed, thus a framework was often lacking for improving their professional development in general and, in particular, women’s leadership capacities. To note, mentoring provides the needed experience for women aspiring to become leaders although it can also be argued that rather than seeing the women as requiring remedial support, it is the organisations that require transformational change. It is, therefore, concluded that the paucity of research on leadership development and executive election in academia means that a framework is also lacking for understanding how best to improve women’s leadership development.


    A number of challenges are noted to affect not only academic members of staff but also their other employees and students at large. Gendered disciplinary choices which often see women missing from science, technology and mathematics; gendered learning and working environments; discrimination that occurs in the most subtle ways for all the categories of staff; socio-cultural factors such as the emphasis on marriage and fertility as more important indicators of women's social value success than educational attainment; the devaluation and disempowerment of academic women through lack of investment in them; gender violence taking the form of sexual harassment, or transactional sex (sex for grades) and social exclusion; lack of structural interventions to provide information and support for women to enter leadership; and lack of awareness of gendered dimensions within universities.


    Some of the enablers that have been identified include : an integrated and sustainable approach to gender interventions throughout educational sector; strong national and international policy contexts for gender equality; community initiatives and coalitions between the home, school/university and non-governmental organisations e.g. outreach programmes; girl-child education movement and international funding schemes e.g. the Master Card and Carnegie Corporation of New York’s scholarship programmes and curriculum transformation including the introduction of women’s and gender studies. The focus is built on the understanding that gender equality as a strategic priority in universities’ planning and reporting processes should be embedded in the practice that underpins the organisational culture of these universities. A change in and emphasis on strategic planning principles and practice as well as financial support to strengthen women organising efforts will necessarily improve women’s representation.




    Universities and the Equality Challenge


    The globalisation of the economy and of higher education as one industry within it has increased. Moreover, increasing international competition and rapid technological change are each and together transforming the context in which universities operate, locally, nationally and globally. These intersecting trends are impacting upon the nature of work and working conditions within them. Much has already been written about the implications for organisations of the fundamental shift from the old industrialised to the new knowledge economy (Ramsay 2000; Cameron 2011; Banerjee 2010).


    Universities face the double challenge of responding to these challenges both as organisations per se and also in terms of the implications of them for the professional futures of our graduates (Lowen 2012; Cameron 2011; Mama 2006). « This context demands changes both to what and how we teach our graduates. We need to carefully identify research priorities and the conduct of our research, as well as offering interesting opportunities to work in new forms of partnerships and alliances as we face these challenges »... (Mama, 2006 : 7). Lowen Linda, (2012 : 11) notes that over the years, these four challenges have been faced by higher education :


    1)	To introduce more disciplines and diversity;


    2)	To satisfy the social demands for new options;


    3)	To remove gender barriers and role stereotyping;


    4)	To enable enrolment of women for purposes of productivity and of empowerment.


    The concern is whether higher education institutions and their leaders will respond to the required changes and the measures to be devised to exploit women’s potential and promote their subsequent empowerment. Lowen, Linda (2012) asks pertinent questions that relate to the need to increase women’s leadership roles. When it comes to leadership, does gender matter ? Is there a difference between women leaders and men who lead ? If so, what are the unique qualities of female leadership that the most effective women leaders possess, and are they unique to women ?


    Whereas this paper does not purport to answer these questions in their entirety, we recognise the fact that women’s representation in leadership is crucial through the lenses of feminism and social justice. We follow in the footprints of Mama (2012 : 1) when she observes thus :


    Feminist theory and ethics have enormous potentials to transform and energise the discourse on academic freedom and social responsibility. As a theory of knowledge and an intellectual practice, feminism deconstructs the epistemological foundations of patriarchy and contributes to the emancipation of women as subjects and studies on and about women as critical intellectual engagements.


    Universities have assumed responsibility for transmitting accumulated knowledge. The persistent challenge however, is that these need to be reoriented to increase women’s access to traditionally male dominated courses and positions and equip them to take up entrepreneurial management and leadership roles and responsibilities (Lewis 2016; Mama 2012; Mama 2009, Mama 2006). Banerjee (2011) notes three specific needs related to women and higher education as : (i) recognition of women as an essential human resource base; (ii) a strong commitment to equip women with the necessary range of managerial skills empowering them in their decision making role; and (iii) institution of a feminine leadership model suited to the needs of social development across the higher education sectors.


    Definition of Leadership : A Feminist Perspective


    A leader is defined as the person who influences a group to attain the group’s goals. According to Lien-Tung et al. (2010), effective leaders continually push themselves and others toward their goals and are not tolerant of those who reject the vision or repeatedly fail to attain reasonable goals. They distinguish transformational leadership from transactional leadership by concentrating on morals and ethics. Transformational leadership is a process that motivates followers by appealing to their higher ideals and moral values, while transactional leaders rely on rewards and punishment to influence employee performance. The difference between these two types of leadership has been clarified in numerous studies.


    Feminist writers have noted that definition of leaders falls within two important domains : those definitions that mainly focus on the attributes and practices of effective leaders, and definitions of leadership as a process and practice. These definitions mainly come from management and organisational fields. It is also noted that lately, the « feminine style of leadership » has become popular in the corporate world, as large numbers of women entered companies and begun to demonstrate that they can produce results and profits through different means from the testosterone-driven male style the « boys » had utilised e.g. competitiveness, aggression etc....while some of some of these assumptions essentialise women and seem to build on gender-stereotypes about women’s ways of working and dealing with others, they recognise indirectly that gender construction processes result in women negotiating inter-personal and collective processes differently, and possibly more effectively (Batliwala 2010 : 7).


    So closely identified with other expressions of the human spirit — hope, commitment, energy, and passion — leadership has often escaped precise definition. And yet, we respect its power to transform and are quickly able to sense its absence. We have, in short, come to believe in leadership because of the impact it can have on people and events. And we believe that the capacity to lead is rooted in virtually any individual and in every community. As a social « construct which derives from observations made about specific interactions within a society, it is defined differently in each social circumstance. Leadership is thus a property of culture and reflects the values — both stated and operating — of a specific society (Lien-Tung et al. 2010; Bryman 2007; Astin and Astin 2000).


    The process of leadership can thus serve as a lens through which any social situation can be observed. Leadership — especially the ways in which leaders are chosen, the expectations that are placed on them, and how they manifest their authority — can provide remarkable insights into any community or group. It can tell us about how the group identifies itself, who and what matters to the group, how things are done, and what stories will be told about outcomes (Astin and Astin, 2000). Within the last few years, we have come to appreciate that the study of leadership within a given social context can open up new possibilities for transformation and change. In this way, leadership can be more an active tool than a passive lens, allowing individuals, communities, institutions, and societies to narrow the gap between what they value and what their actions express, recognising that leadership is an integral part of the drama that plays out between the two.


    Leadership is a practice, either organisational or personal that focuses on achieving organisational or societal goals. Aguirres and Martinez (2002) note that there are two key distinguished features : (i) the engagement of persons in a process that identifies them with goals; and (ii) the potential to change the institutional environment (e.g. values, beliefs, etc.). The engagement of persons in goal attainment socialises them to a shared vision or a shared mindset of what needs to change. Accordingly, by implementing gender equality goals into organizational cultures, values and beliefs, the institutional environment is targeted for change. Leadership thus embodies the practice of empowering persons to believe that change is necessary and of involving persons with a shared mindset of how to implement change. Our view of leadership thus follows from observations of the researchers that describe leadership as coping with change, defining the direction of change, and engaging persons in the change process.


    In sum, feminist questioning of the term leadership helps us to recognise how depending on cultural contexts and history may lead us to useful analyses of gender, feminism and leadership. It leads us to examining approaches to leadership and women e.g. mainstream research and theorisation has engaged with « feminine » and not « feminist » styles of leadership. That even works devoted to women in leadership do not address or discuss feminist leadership; and the attributes of feminine leadership styles are all within the within the accepted gendered roles of women i.e. nurturing, caring, sensitive, cooperative, consultative, inclusive, etc. (Heather Lysa 2012; Karen O’Connor 2010; Srilatha Batliwala 2010).


    Women’s Continued under Representation at Senior Levels


    The correlation between women’s leadership styles and characteristics and those which organisations need to face the challenges of the new globalied context has not to date translated into an advantage either for our universities or in terms of the position of women in them.


    As Kandiko Howson 2016; Altbach 2016; Lewis 2016; Ahikire 2011, Odhiambo, 2011; Abiola 2009; Endeley and NchangNgaling 2009; Mama 2009; Barnes 2007; Tsikata 2006, point out that : « women are grossly under-represented in higher education management » citing that hardly any exception exists in the global picture. Men outnumber women at about five to one at middle management level and at about twenty to one at senior management level. In terms of administrative positions, it was found that “women are more likely to succeed as registrars, librarians or heads of personnel, than if they aspire to be vice chancellors (or their deputies) or directors of finance or even deans of faculties Mama 2009 : 3). » For example in the case of this study, we find that women in university leadership are hardly three to ten per cent represented; in Gulu University there is only one women who is at the rank of Associate Professor; Makerere University, one of the oldest in the region, boasts of eleven per cent. Other public universities as Kyambogo (predominantly science teachers’ education) and Mbarara (science and technology) have only two per cent women at that rank.1 We note that the immediate problem confronting women in terms of their leadership roles in universities is not so much that they lack the attributes demanded by the challenges facing the institutions, nor that the organisations are ill-equipped to respond to these challenges, but rather that the leadership contribution and further potential continues to be neglected, under recognised and insufficiently integrated into the management structures of our universities. This situation is cause for concern not only on the grounds of equal opportunity and as a matter of basic human rights, but also in terms of the productivity of the higher education sector at the institutional, national, regional and global levels2.


    Implications for Organisations and Leadership Transformation


    The organisational change management literature which explores the implications of these changes for organisations stresses the importance of learning organisations and of developing learning communities within them which can develop and use strategic and effective approaches to collective workplace learning. It also points out that as we develop new organisational shapes and structures in response to this rapidly changing context, organisations need to foster what is referred to as relational capital as the foundation for networks, alliances, partnerships, joint ventures, spin offs, and the integration of ideas and effort which will be pivotal for future organisational development and success (Nyantakyiwaa 2014; Morley 2012; O’Reilly and Reed 2011; Bagilhole, and White 2011; Ramsay, 2000; Rosener 1990). The new and emerging communication technologies demand communication skills of a particular and new kind, and also managers flexible and adaptable enough to thrive in constantly changing environments. The rapidly changing context also requires much faster decision making and the ability to synthesise, evaluate and integrate information at a similar pace (Drury 2012; O’Reilly and Reed 2011; Cameron 2011). And the new leadership skills demanded by the new and global economy include the ability to transform organisational cultures by a willingness to question the status quo. Conceptual skills required include the ability to see issues from a variety of viewpoints, to manage ambiguity, and understand the complexities of other culture’s values and priorities; the ability to manage through dialogue and inter-personal negotiation rather than through power and control; and the capacity to recognise that learning is an on-going process involving the need to continuously re-think what we are doing and how we are doing it. Collective rather than individual entrepreneurship is required so that skills are shared amongst others rather than hoarded by individuals, and transformed into organisational achievement rather than personal competitive advantage (Fitzgerald 2013; Cameron 2011; Bryman 2007; Aguirre and Martinez 2002).
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