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			“A must read for talent warriors! For leaders concerned about attracting and retaining talented women, this is your playbook. You Should Smile More takes on gender bias in the workplace and provides practical, strategic guidance at all levels—for women navigating the work world, for men who would be allies and for leaders who know this topic cannot be ignored.”

			Indra Nooyi—Former Chairman and CEO, PepsiCo

			“Required reading—make sure you aren’t making any of these mistakes unknowingly. Friendly and actionable, this book will empower your relationships at work and at home.”

			Scott Galloway—New York Times bestselling author and entrepreneur

			“The Band of Sisters reminds us that little things matter in the fight against gender bias—little words, little acts, little comments. With realism, humor, and elegance, You Should Smile More shows us how we can all step up to make a meaningful difference.”

			Alisyn Camerota—Anchor of CNN Newsroom, Author of Amanda Wakes Up

			“You Should Smile More does an excellent job highlighting the subtle things said to and about women in the workplace that reinforce gender norms and make it harder for women to succeed. The authors point out seemingly innocuous examples that are anything but—and provide realistic options women and their allies can use to influence these conversations. This book is an important addition to our efforts to ensure top talent rises to the top.”

			Lauren Hobart—CEO, Dick’s Sporting Goods

			“You Should Smile More is the collective experience and wisdom of six women who have navigated the corporate and entrepreneurial worlds and succeeded. They have written this book with one goal in mind: to help leaders, working women, and their allies finally dismantle gender bias and build an environment in which true inclusivity, collaboration, and innovation can thrive. This is a terrific, thought-provoking read and one I highly recommend.”

			Brian Cornell—Chairman and CEO, Target Corporation

			“We must continue to face the reality that inclusion for women at work remains a goal, not a given—and that it is the job of all of us to create the environment where we do better. Reflective of their seasoned leadership experience, The Band of Sisters shows us precisely how we can work together to build the type of workplace that benefits us all.”

			Tracey T. Travis—EVP and CFO, The Estee Lauder Companies

			“The Band of Sisters has embraced my first golden rule for changing the gamebook enabling all women to finally succeed in the workplace. For all women to advance in the masculine-centered workplace, they must come together using their voices and energy to dismantle gender discriminatory systems brick by brick. These sisters have the proven grit, influence, and grace (GIG) to do just that! Their combined wisdom and proven actions for creating a cultural workplace where both women and men can thrive is truly invaluable.”

			Dr. Ella Bell—Professor of Management, Tuck School of Business. Author of Our Separate Ways: Black and White Women and The Struggle for Professional Identity (2001 and 2021); and  Career GPS: Strategies for Women Navigating the New Corporate Landscape

			“I applaud the focus on these micro-aggressions that many of us have learned to ignore but still get in the way of a fully inclusive workplace—time for these to be addressed once and for all.”

			Debra Sandler—Former President, Mars Chocolate North America, board member of multiple Fortune 100 Companies

			“This book makes a seminal contribution to dismantling the remaining everyday gender bias that all too often still pervades the workplace. For aspiring women business executives, it contains invaluable practical tips to navigate the micro moments of gender bias with savvy while effectively advancing their career. For male executive allies, it is an eye opener into the often-unrealized slights women experience. This book is a must read for anyone trying to build a winning, more gender neutral, inclusive organization where everyone can realize their full potential to make a difference.”

			Mike White—Former CEO, DIRECTV

			“You Should Smile More is a ‘must read’ that captures the many unfortunate situations that women of all backgrounds and experiences still encounter today during their ascension and arrival to the C-suite of organizations.”

			Ronald C. Parker—Former President & CEO, The Executive Leadership Council

			“You Should Smile More is a must read for any executive that wants to make an impact and lead by example. It answers the questions you have and even the ones you didn’t know you should have. The book is filled with real life examples of how to (and not to) get the most out of your teams.”

			Russell Weiner—Chief Operating Officer and President, Domino’s US

		

	
		
			You Should Smile More

	
				
					[image: ]
				

		
		

	
		
			Contents

			INTRODUCTION: Why We Wrote This Book

			Section One: When They Say . . .

			CHAPTER 1: Who’s the New Girl?

			How to handle casual sexist language

			CHAPTER 2: Father of the Year

			When working moms are criticized and working dads get a trophy

			CHAPTER 3: You Should Smile More

			Why female facial expressions end up in annual reviews

			CHAPTER 4: Susan, Will You Take Notes?

			Administrative chores and gender bias

			CHAPTER 5: Wow, How Far Along Are You?

			How to manage outrageous behavior when you’re pregnant at work

			CHAPTER 6: I Don’t Know How You Do It!

			Battling the Superwoman Syndrome

			CHAPTER 7: Great Idea, Greg!

			How to handle when a guy gets all the credit

			Section Two: When You Say . . .

			CHAPTER 8: I’m Sorry for Apologizing

			Should women avoid the word “sorry” at work?

			CHAPTER 9: OMG! Talk about Uptalk

			Dealing with vocal tone and workplace norms

			CHAPTER 10: Is That Okay with Everyone?

			Navigating the Likability Maze

			CHAPTER 11: Humanizing or TMI?

			What happens when you share at work?

			Section Three: What’s Unsaid . . .

			CHAPTER 12: At the Table But Not in the Conversation

			Tips for breaking in and being heard

			CHAPTER 13: No Invite

			When the fun’s beginning but you’re left out

			CHAPTER 14: Get Paid Like Paul

			How men get raises and how you can, too

			CHAPTER 15: The Meeting Before the Meeting

			What you need to know to stay in the loop

			CHAPTER 16: Bad Assumptions

			The wrong ideas that hold women back

			CHAPTER 17: Counting the Room

			How it feels to be the only

			CHAPTER 18: Man-Centives

			From polo shirts to cigars, how incentives tend to incentivize men

			Section Four: Fun and Games, Workplace Style

			CHAPTER 19: Saddle Up!

			Surviving male-oriented company outings

			CHAPTER 20: Oh, You’re in Our Foursome?

			How to handle when you know you’re not welcome

			CHAPTER 21: Office Chatter

			How workplace gossip can be good—and bad

			Section Five: Hiring and Promotions

			CHAPTER 22: He’s a Great Guy

			How boys’ club language influences careers

			CHAPTER 23: She’s Too Emotional

			Dealing with emotions in the workplace

			CHAPTER 24: Be Like Bill

			How men take their self-worth all the way to the bank

			CHAPTER 25: She’s Not a Good Fit

			How this vague line keeps women out of top positions

			CHAPTER 26: The Good Soldier Trap

			How volunteering for low-profile work can hold you back

			CHAPTER 27: Not Just Mentors—Get Sponsors

			The trick for successfully moving up the corporate ladder

			Section Six: Personal Space

			CHAPTER 28: Awkward Chivalry

			What to do when good manners turn into cringe moments

			CHAPTER 29: Absent Eye Contact

			How to handle when you can’t get the guys to meet your eyes

			CHAPTER 30: Awkwork: Is This a Meeting or a Date?

			How to handle the blurring  social and professional conversations

			CHAPTER 31: The Cellophane Standoff

			Will men really starve rather than unwrap the danish tray?

			EPILOGUE: Build Your Own Band

			And join ours!

			SOURCES

			ACKNOWLEDGMENTS

		

	
		
			INTRODUCTION

			
Why We Wrote This Book

			A woman walks into a conference room for a meeting. Already at the table are two men, deep into a discussion of last night’s football game. As more men enter, they join the sports talk. She’s not a football fan. She waits patiently for the conversation to turn to business.

			Colleagues are talking about a new, plum assignment that has come open. When a woman’s name is mentioned, a man says: “Oh, she can’t take it. She has two little kids.”

			It’s Bagel Tuesday and the catered platters are wrapped and in the center of the conference table. Men enter the room, but nobody touches food. It’s a Cellophane Standoff. It lingers until a woman arrives and unwraps the breakfast.

			If you are a woman in any of these situations, you may be feeling a whiff of gender bias but not sure if or how to react. Or you could be a co-worker who witnesses a slight, and would like to be an ally. Or you’re the boss and you came up in a time when all these issues were discussed and debated and supposedly addressed and all you can do is roll your eyes and think: Really?!? Still?!?

			What can you do?

			We are here to start a new conversation that answers that question. We are six C-suite women with a collective resume that covers twenty-nine industries, from large corporates to small start-ups,  holding most every title through the C-suite including CEO, president, chief marketing officer and dozens of boards and advisory positions. We have seen it all, from the bottom rung to the boardroom. We are using our real-world experience to call on all rising leaders and allies to unlock a culture of greatness for women in the workforce—one little thing at a time.

			You Should Smile More is a book about the workplace offenses many didn’t know mattered. The small indignities, barriers, slights (many unconscious) that women face every day in the corporate workplace. They are not “#Metoo” moments. But they are not “nothing” either. They are the particles that collect around us and create barriers to our careers. They are the walls that go up, one grain of sand at a time. They are the moments that slow-build until the unwelcome environment takes hold and women disengage.

			Ours is a guide—for women and for men—ready to take on the micro moments and advance women in the corporate workplace as equals. It is the how-to for dismantling everyday gender bias that continues to pervade the work world, from assumptions that keep us out of top jobs to corporate getaways that always seem to feature sports, to meetings at which women are the ones asked to take notes, to greetings where men are offered a handshake and women a hug.

			We call ourselves the Band of Sisters—a name we gave ourselves after years of working together. We come to this teaching moment armed with a lifetime of experience and research. We six met over the course of a decade in various roles at PepsiCo. We’ve gotten to know each other well over the past twenty-five years. And in these pages, you’ll get to know us, too.

			 

			
Dawn Hudson


			At Pepsi: President and CEO Pepsi-Cola North America; CEO PepsiCo Foodservice, CMO, Pepsi-Cola North America.

			Post Pepsi: Vice-Chairman, Parthenon; CMO, National Football League (NFL).

			Today: Board member: Nvidia, Interpublic Companies, and Rodan + Fields.

			Angelique Bellmer Krembs

			At Pepsi: VP Marketing, Pepsi US Beverages Portfolio; VP Marketing, Trademark Pepsi Brand.

			Post Pepsi: CMO, News America Marketing; Fractional CMO to a portfolio of private equity-backed companies.

			Recent: Managing Director, Global Head of Brand at BlackRock.

			Katie Lacey

			At Pepsi: VP Marketing, Carbonated Soft Drinks, VP Marketing, Colas and Media. Range of marketing roles at Pepsi-Cola and Frito-Lay. Post Pepsi: President and CEO, Crane Stationery; SVP Marketing, ESPN.

			Today: Board member: Designer Protein.

			Lori Tauber Marcus

			At Pepsi: SVP, Marketing Activation; SVP & General Manager, Global Customer Development.

			Post Pepsi: CMO, The Children’s Place Retail Stores; EVP, Keurig.

			Green Mountain; Interim Global CMO, Peloton Interactive.

			Today: Board Member: Fresh Del Monte Produce (NYSE: FDP) and 24-Hour Fitness. Nonprofit board director: Multiple Myeloma

			Research Foundation (MMRF) and Share Cancer Support. Advisor to early stage, direct-to-consumer companies and Executive Coach to C-suite executives.

			Cie Nicholson

			At Pepsi: CMO, Pepsi-Cola North America; VP Non-Carbonated Beverages, Pepsi-Cola North America.

			Post Pepsi: CMO Equinox; CMO, Softcard; investor and advisor to several start-ups.

			Today: Board Member, Selective Insurance Group (NASDAQ: SIGI); investor and advisor to several start-ups. Handstander: I am on a 20-year quest (2015-2035) to do handstands all over the world. Instagram-@cienicholson.

			Mitzi Short

			At Pepsi: VP & General Manager, PepsiCo Customer Team, VP, Multicultural Marketing, VP Customer Sales–West.

			Post Pepsi: Co-Founder & Managing Partner, New Season Coaching & Consulting Group.

			Today: CEO, New Season Coaching & Consulting Group; Franchise Owner, GOLFTEC; Board Member, Fund for Education Abroad.

			We’re your mentors on this journey. And we come to this job with a determined sense of purpose.

			We navigated our own career trajectories and, as we rose into senior management, we mentored and supervised younger women. What’s more, for the purposes of this book, the six of us set out on a listening tour to interview the next generation of women coming into the corporate ranks behind us. As we gathered our interviews and reviewed our findings, we were tempted to call this book “Still?!?!” in horrified recognition that so much of what we faced in the workplace remains true today. In too many workplaces, men continue to dominate discussions, meetings, and executive offices. They allow assumptions about women that permeate decisions around promotions and hiring. They give themselves and each other the benefit of the doubt while holding women to higher, often impossible, standards. For women of color, the bar is set even higher.

			We also ran our findings by the men in our work lives. And many of them, when confronted with the situations that made us fume, truly had no idea there was a problem. This despite the fact that there are many more women in corporate America than was the case when we six first entered the workplace. Women now make up more than 45 percent of the U.S. workforce and 56 percent of college students. Twothirds are white and one-third are women of color. The participation of women overall is equal to the EU and ahead of many Asian nations. Turns out, that number is deceiving. Hiring more women was only the first step. Creating a culture that allows them to work to their full potential is pending. With the volume of women at work, we have achieved gender diversity. But we have not achieved inclusion.

			In this book, you’ll find easy-to-access sections. We see our readers in three categories: women who want to make changes in their own work experiences; leaders who want to create inclusive workplaces; and witnesses—those who would like to be allies to women in the workplace. We want you to be able to say something when you see something.

			We will present readers with a situation and then offer our take on how it might be addressed. We represent a range of tactical approaches. Some of us are more direct, others are more subtle. Readers will be able to see for themselves which option works for them. In addition to our advice, we will offer the research of experts in the field who show how lingering gender bias is in fact a problem in the workplace—one that limits women in their advancement and companies in their quest for best talent.

			We have organized our book into sections, each of which identifies a sphere in which things go sideways for women in the workplace— from conversations, to hiring and promotion discussions, and even in afterwork drinks. Under the heading of each section, we provide short chapters that state the specific problem, share stories of our experiences, and offer concrete solutions.

			We’re writing this book as part of a larger business launch we call The Band of Sisters—a consultancy dedicated to facing down the issue of gender bias in the workplace.

			The lingering of gender bias—conscious or not—in the corporate world hurts us all. A company’s culture is stimulated by the ideas, customs, and social behaviors of its individuals. When company values and behaviors aren’t taking advantage of the diversity of thinking from all levels of the organization, they risk not optimizing the people they’ve hired. They risk devaluing their sense of importance. They risk disengaging employees and creating a poor work culture. Allowing women and all diverse people to realize their full potential is good for companies. Diversity breeds better solutions faster if people feel comfortable to freely express themselves and are comfortable in their environment.

			In the business world, barriers to inclusion are barriers to success. Women have lived through the battles around lawsuits and legislation. We have been part of the evolution of corporate diversity statements and public proclamations. We’re at the point now where we, all of us, around conference tables and water coolers and Zoom meetings, must make the final push for change. We are not here to attack. We are experienced leaders and we are here to spark new conversations that will lead to the behavioral changes necessary to bring about more diverse, equitable, and inclusive cultures.

			Here’s how.

		

	
		
			
Section One


			
When They Say . . .
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Often the biggest hurdles to women occur in casual conversation in the workplace. These are not official communications. Instead, they are the chatter of the day. They’re what we say to each other in the hall, in the cafeteria, in the conference room before the meeting starts. The casual setting may lead us to take these moments lightly. But in fact, they create a tone and a framework that sets women at a disadvantage.

		
		
		

	
		
			
CHAPTER 1


			
Who’s the New Girl?

			How to handle casual sexist language

			Did you meet the new girl in accounting?” “Thanks, dear.”

			“Well, isn’t she feisty!”

			The language is so casual, so prevalent, that you may hardly notice it. It’s a diminutive, a tiny word, dropped into the sea of discussion that flows through an office daily. Compared to the work to be done, the challenges to be faced, those words seem small.

			Most days, you may not even notice them.

			Gender-biased wording is so pervasive, pushing it back may seem like embracing air. How many times a day do you hear a man use a term of endearment in conversation with a female colleague? How many times does a man use “girl” to describe a grown woman?

			How often do you care?

			It’s a fair question. When held up against other issues—unequal pay, unwanted touching, lack of leadership opportunities—casual sexist language seems like a low value target. Certainly, our media is full of the word “girl” and it’s often used in positive ways—You go, girl! Who really cares if a guy calls you “honey” or the men refer to female colleagues as girls?

			But we open our book on improving culture with this topic because with their very smallness, these words make our larger point. These tiny, seemingly insignificant words are exactly what we’re talking about. “Girl” is just one example. These words are what make up the smallest particles of the workplace. Individually, they are negligible. But every day, everywhere, for years, they begin to cling together, forming a larger whole. Small words alone aren’t harmful. It’s their mass that makes them worrisome. When you hear them over years, they form a background noise you come to accept. They create an atmosphere that everyone—men and women—seems to embrace as okay. When the little words flow freely, the bigger barriers are eventually formed. Words matter. Men who think of their female colleagues as girls will hardly be accepting of them as CEO.

			We have noticed it in different ways. Sometimes, it’s subtle.

			“The word ‘girl’ is said every day in the workplace,” notes Cie. “Girl is the term for a female child or adolescent. The word ‘woman’ is a term for an adult. People don’t call a grown man a boy. It would be very odd to hear someone say we just hired a boy from Yale. When a group of adult women are dismissed as a bunch of ‘girls,’ it feels to me like we’re being talked down to in a condescending way.”

			Sometimes, the word hits with a bang, as it did one day for Angelique.

			I have to admit, I didn’t think this was a big deal. I hadn’t remembered or noticed anyone addressing a woman as “girl,” though I was sure that if it happened, I would just calmly correct the offender and say: “You mean woman.” But then it happened—a man in a small meeting said, “I know an expert we can bring in on this topic, there is a girl in the data department who would be great.” He was referring to an award-winning scientist. And guess what —I froze. Said nothing. It just went by. After the session, the only other woman in the meeting said, “I can’t believe that happened! He called this award-winning scientist a GIRL!” I’m sure that man has no idea how much the two women in that meeting are still thinking about that fleeting comment.

			The language issue shows no sign of abatement. When we interviewed women in the generation that followed us into the workplace, we heard similar tales. One woman, a veterinarian in her thirties, told us that people routinely forget to use her title. People address her male colleagues as Dr. Smith and Dr. Jones, but call her, instead, by her first name. She also noticed that when people do remember to use the “doctor” salutation, they often call her “Dr. Jane” instead of using her last name.

			The wording does more than make us flinch. Research suggests that language is a brick in the wall—an element of everyday work that maintains a status quo of male power. A study conducted by a team from the University of Waterloo and Duke University reported “gendered wording” is an often unacknowledged way a company maintains institutional inequality.

			In other words, words are part of the larger problem. They are used to keep inequality in place.

			It’s not just casual conversation. Sexist language is part of the larger infrastructure of many work cultures. A study from Walden University in Minnesota looked at the letters of recommendation drafted for women versus men. The letters for men used what researchers call “agentic” terms—words that convey agency and leadership. Examples: superb, excellent, assertive, dominant, strong, problem solver. The letters for women, on the other hand, used more “communal” terms such as sympathetic, thoughtful, calm, and friendly.

			What do those word choices say to you?

			Deb Liu, a Silicon Valley executive, began compiling an interesting list during her time at Facebook. She began collecting male and female words or phrases she heard around the office—sometimes even from her own mouth. In the “male” column she listed things like Man Up, Ballsy, Gentlemen’s Agreement, and Manpower. In the “female column” were Run Like a Girl, Debbie Downer, and Diva.

			Even popular phrases in tech research came with gender baggage. “Two guys in a garage” was slang for startup. And “would your mom be able to use this product?” was the standard benchmark for vetting an innovation—mom being the lowest common denominator of users. “What surprised me was how deep our gender-specific language runs,” Liu wrote in her essay on the topic. “These words were not said with misogynistic or negative intent, but rather they were used in apparently innocuous ways.”

			And then there are the words that everyone knows are criticisms directed only at women: feisty, bossy, pushy, high maintenance, bitch.

			Words matter.

			Whether obviously hurtful or seemingly innocuous, words set the stage for the way women are treated. Titles and labels formed the basis for a South Korean study of gender-biased language in the workplace. The study published in 2020 found words like freshman and chairman continue to pervade the academic world and are part of the “non-parallel treatment” afforded women and men in academia.

			There’s even sexism in words that are left out. Consider the controversy started when an op-ed in the Wall Street Journal suggested First Lady Jill Biden not use her academic title—doctor—because she was not a medical doctor. Douglas Emhoff, husband of Vice President Kamala Harris posted on Twitter: “This story would never have been written about a man.”

			Indeed, Amy Diehl and Leanne Dzubinski, both PhDs, proposed a term for this: Untitling. This is the practice of omitting titles when referring to women, while still using them for men. It’s a practice that diminishes women’s authority and credibility, they write.

			The problem is that pointing out sexist language in a document, such as a job posting or a letter of recommendation, is relatively easy— at least compared to the daunting task of dealing with the issue in the midst of a conversation. Even women who would feel comfortable circling an offending term and showing it to the author might balk at the notion of interrupting someone in mid-sentence.

			That’s the reason casual sexist language often gets a pass.

			How do we address this? What can we do about sexist language?

			If it’s you . . .

			When you hear it, try Cie’s strategy:

			I try to handle this situation in a friendly and non-combative way. I often repeat someone’s exact sentence substituting the word woman for girl. So, when they say: “There is a new girl who just started in accounting.” I repeat back: “There is a new woman who just started in accounting” and then I smile to emphasize the point as gentle feedback. I find when I do this two to three times to an individual, they start catching themselves.

			Mitzi advocates for a direct approach. No need to sugar coat the obvious, she says. When you hear it, say: “There are no girls in the workplace.” How you say it matters. Tailor your language to the audience. Some appreciate hearing it straight and others may need a more nuanced conversation. But calling out the language in the moment makes a powerful statement.

			Katie has an additional take on this issue—one that suggests men are not the only ones in need of a language update:

			I’ve heard women be the offenders of this one too! It’s startling and I usually don’t hear what someone says right after it. We should make sure that we are not using the term ourselves. When we interviewed younger women, they told us that they often used the term “girl.” When using with peers it may seem normal and natural—continuing a term they have used most of their life when they were indeed girls. Where it becomes more awkward is when older and more senior men use the term which can, intentionally or not, call out females in a demeaning light as someone not as substantial or not taken as seriously.

			As we correct their language, we need to also correct our own.

			
If you’re the boss . . .


			Cie says:

			I ask them to repeat what they just said but substitute boy for girl. Ninety-five percent of the time it is impossible for someone to say, “There is a new boy who just started in accounting” without laughing. The laughter lightens the mood and emphasizes my point.

			Lori takes the gentle correction strategy and raises it to a teaching moment.

			I like to really expand it. Try this, “Oh when you said, ‘GIRL,’ I got distracted. You mean, Allison, the new woman in accounting. Yes. She’s excellent. She recently joined us from XYZ company, and I think her knowledge of working with founders in post-IPO companies is going to be really useful. I’ve already been in a few meetings with her where I’ve been so impressed by her extensive knowledge of securities law.

			If you’re the witness . . .

			The casual use of sexist language is an opportunity for everyone to participate in the evolution of the company culture. Says Mitzi: “This is where allies can play a role ‘correcting’ the use of words like ‘girl,’ when they hear them and by role modeling more inclusive behavior.”

		

	
		
			
CHAPTER 2


			
            
					
			
Father of the Year

			When working moms are criticized and working dads get a trophy
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			There are many topics for which society sorts men and women into different buckets, but none more polarizing than family responsibilities. Even as we discuss “having it all” and women in leadership roles, when it comes to family—and most of the time when we say family, we mean children—men and women get very different signals.

			A survey by Pew Research shows the split:

			When asked to name the ideal situation for young children, the vast majority of respondents said they should have a mom who worked part-time or didn’t work at all. Only 16 percent said a full-time working mom was ideal.

			When asked to describe the ideal situation for the mom in that scenario, respondents went even harder on the part-time option—47 percent said that was the ideal situation for mom. The same 33 percent said mom should be at home full time. And now, only 12 percent thought mom should hold a full-time job.

			Then Pew flipped the question: What’s the ideal situation for a dad with young children? It wasn’t even close. Seventy percent said he should be working full time.

			The message in this study could not be more vivid: women with small children should not work full time—it’s best for everyone, mom and kids alike.

			It’s under this vivid expression of public opinion and experience that women try to move ahead in corporate workplaces. They are juggling work and family responsibilities in the full knowledge that survey after survey thinks they should be spending more time at home.

			That’s hard enough to manage, but in recent years, we see a new trend moving into this discussion: the involved dad.

			And who can be critical of that? Dads are shrugging off the 1950s image as breadwinners disengaged from the daily lives of their offspring. They are taking time to show up at soccer games, be home for dinner, and devote time to their families. They are reaching out and claiming their right to be more than a paycheck in the family ecosystem. They are embracing their roles as warm-blooded caretakers.

			All great. Until you swivel the spotlight back to the office and find that while men are getting accolades for their efforts (and again, that’s a positive trend), women are still struggling under a torrent of negativity—and it’s coming from all fronts—the boss, colleagues, and that nagging inner critic that tells working mothers they are never, ever going to be enough.

			This is not a relic of the mid-twentieth century, when a woman in the workplace was a new idea. This split, in which men are praised for their childcare efforts and women are dinged for the same behavior, is going on now.

			We had no difficulty sourcing stories from our younger workplace sisters on this topic. Here’s one of their takes:

			One summer, there was a man in the office who made a commitment to be at his son’s swim lessons. The lesson was in the middle of the week, in the middle of the day, around 2:00 p.m. So, all summer, this man was gone Wednesdays, midday to be at his son’s swim lesson. He usually didn’t come back in and just finished up from home. Everyone was so positive about it. He’s at the swim lesson and presenting the next day! What a great dad! And I had to think: Women do that every day. How do you talk about the woman who has left early for family reasons?

			There’s no medal for that, she noted.

			And here’s another, featuring one of our younger colleagues now watching a woman and a man juggle the same responsibility.

			
                I was in a meeting that ran late. Present at that meeting were two similarly ranked individuals—one man and one woman. As the meeting ticked past 5:00 p.m., the woman leaned over to me and said: “I’m so sorry, I have to leave to pick up my daughter. Would you mind taking notes for me?” I said, sure, no problem. As the woman left, she apologized over and over as she went out the door. “I’m so sorry.” Even that night, when she logged on to her email to read my notes and follow up, she was still carrying that, still apologizing for having to leave to get her child.

			About a week later, there was a similarly important meeting with the same attendees. The man I mentioned sent an email around: “Wife is out of town so I’m on pick up duty. I won’t be at the meeting. Thanks.”
    

			And that was it. Just: Thanks. No “I’m so sorry.” No “please take notes.” Just: “I won’t be there because I have a family obligation.”

			The difference in tone was stark, she said. The man simply made his availability known. The woman felt the need to apologize. The split in psychological safety is apparent. Women believe they are judged and miss out on opportunities for development and growth because of assumptions made about their ability or willingness to navigate childcare. They hide it or downplay it. For women who can’t afford nannies or au pairs or after-school support, this is a constant threat. Men don’t experience this sense of danger and so revealing a childcare responsibility is not a risk.

			There are many ways business must act to support working mothers, but this is the split screen—the different way moms and dads are viewed—that we’ll bring into focus here. This is the place in which the culture mandate is clear. We need to acknowledge that workplaces judge moms and dads differently—and that many times dads get a halo while moms get a side-eye.

			We saw that routinely in our work.

			“There no doubt is a double standard for women handling family challenges in the workforce. Expect an eye roll when Jane has to leave to pick up her sick child from school versus accolades and admiration if Jeff has to do the same task,” says Cie.

			And as leaders, we see that pressure persists, even as technology like Zoom should allow us more flexibility to handle family responsibilities. Dawn saw this during the COVID pandemic: “Most people who were able to keep their jobs had to work from home and without childcare. If a man was on a Zoom call and a child interrupted the screen, people would say: Aw, how nice. Isn’t that cute? But I am on a board with a female CEO whose husband works and has two girls under ten at home without childcare. She chose to venture into the office to avoid a child meltdown while on Zoom. I encouraged her to do the calls from home and we would applaud her as she juggled. But she feared the double standard.”

			And is she wrong? When a woman has a childcare issue, it’s because she failed to properly manage her work and family responsibilities. She dropped the ball. The comments around the office are all about how she was unable to get childcare coverage. But when a man juggles family care, he often gets a different reaction. He’s an involved dad. He’s making time for his kids. He’s forging a new path for working fathers.

			Part of the problem may simply be volume. For women, demands of family are more chronic, rather than acute. One missed meeting, one early exit has little impact on a woman’s career. But since the bulk of family responsibility falls to women, the challenge of managing both work and home life is routine. Indeed, a woman with young children or elderly parents may find this conflict crops up on a regular basis. During the COVID-19 shutdown, this reality exploded. Women found themselves at home, trying to do their jobs, homeschool their children, and safeguard a wide swath of relatives from the virus. Their ongoing family responsibilities were visible in their Zoom screens. And even as offices reopened, if one time someone in the office says, “Jessica couldn’t get kid coverage,” and rolls his eyes, there’s little impact. If that happens routinely, the eye roll is going to build into a problematic reputation. Women are hurt by the collective impression that they’re routinely compromised by family demands. It’s the cumulative effects of this reaction that become a drag on a woman’s advancement.

			Meanwhile the dads, with their less frequent family-related absences, get a boost for their efforts.

			Still, it is a split in treatment that calls for a culture change.

			How to handle:

			
If it’s you . . .


			If family responsibilities take you away from work, avoid the impression of apology. It serves to reinforce the idea that somehow, as a woman with a family issue, you are making a mistake. Instead, take a cue from the dads and be clear and unemotional with your information. As one senior woman put it: decide to be where you are. When you’re at work, be at work. If you are at home, be at home. Don’t let the pull of the other place distract you. Part of the reason workplaces react badly is that women telegraph their own sense of discomfort when work and family issues collide.

			This was Lori’s strategy. And, she concedes, it was a work in constant progress.

			    I worked full time in a dual-career marriage for the majority of my children’s lives. There were times I missed things that I didn’t want to miss (like being away at work when college acceptance letters came . . . or, worse yet, being away when college rejection letters came) or having to leave things early (like the day we moved into our house, when I was six months pregnant with my second child and as I was getting ready mid-day to fly to Dallas for a big meeting, my two-year-old touched my big belly and asked me to explain where babies come from!). I tortured myself for a while and then I finally worked out a system. It involves managing others and managing myself.

			In terms of managing others, I agree with what was said above—be brief. Less is more. Say, “I’m unable to make the 8:00 a.m. meeting; I have an appointment outside the office; I can dial in any time after 10:15 or can be here in person by 11:00 a.m.” Enough said. Managing my own “crap” (that’s a technical term for a combination of guilt, imposter syndrome, and fear of failure at both work and home) was harder. What finally worked for me was to create some rules of the road for each phase of my life. When my children were younger, I made peace with the fact that I would be there in the mornings (not usually leaving for work until almost 8:00 a.m.), but I was rarely home for early dinners. I made peace that I would not be able to volunteer at the school office, but I would never miss the Halloween parade at the elementary school. I set expectations accordingly with my husband and my daughters, and it helped me push away all the loud, disruptive noises in my head.
    

			The next generation of women in the workforce say they often give no explanation. Less is more, said one. “If someone asks if I can attend the 8:00 meeting, I say: Unfortunately, that doesn’t work for me. Please suggest another time. Sometimes I just say no. After all, ‘No’ is a complete sentence.”

			
If you’re the boss . . .


			Demonstrate and articulate support for the work/family juggle. That’s important for all team members, but it may take some repetition for women to internalize. Senior women need to say to each other and to their direct reports that family balance is nothing to be ashamed of. “Men and women in the workplace should work extra hard to reinforce great parental behavior equally for women and men and acknowledge that raising children with the demands of a job is hard and no one is perfect,” says Dawn.

			Mitzi offers this idea for managers:

			One of my coaching clients shared how she manages this: she sets and maintains boundaries during evenings and she protects the 6–8 p.m. time frame for her family. We eat together, spend time together, then I bathe the kids and put them to bed. After 8 p.m./bedtime, if I need to be on a call or to work on a project or attend to email, I do. Wouldn’t it be great if the 6–8 p.m. hours were “off limits’’ automatically for companies and organizations? Then no one would feel left out or put out—men or women.

			Katie suggests managers check themselves when it comes to worrying about the family responsibilities of team members.

			Don’t ask women “who’s watching the kids?” when they are working late, traveling, etc., if you are not asking men the same question. A male colleague once told me that he caught himself about to ask a female colleague how her husband was doing watching the kids during a weekend work event when she was away all weekend but realized he would never ask a male colleague that question, so luckily stopped himself.

			If you’re the witness . . .

			Make an effort to applaud the women as often as you applaud the men. Men often get accolades for a single act of childcare (and women are often the most vocal in their praise), whereas women get little applause for their everyday heroics.

			Katie’s take:

			    It’s a great aspect of recent history that men are more involved in their children’s lives and activities than men of previous generations. Dads are coaching their daughter’s soccer teams, going to parent-teacher conferences and doing school drop-offs. And much like when they emptied the dishwasher that one time, somehow the thing that women do every day without acclaim is now a thing to be celebrated and remarked upon. I believe that we have the bar a little too low for men. If you’re not commenting about how great Allison is because she is going to her kid’s little league game, then don’t spend ten minutes talking about what a great dad Dan is because he did. Let’s have a consistent bar across the board.

			A good way to address this is to be aware and find a gentle way to point it out when you see it happening. Balancing families and careers is difficult for both genders, but keep an eye out for where we are celebrating the one thing for men that we hold a woman back for.
    

			Even if the mom is making it look easy and the dad is making it look like he’s just climbed Mount Everest, acknowledge all parents in their efforts equally. See it as part of your responsibility to shift the conversation around work/family issues.
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