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Summary

For organizations to see talented women rise through the ranks at
the same pace and numbers as men, significant attention must be
paid to the role of unconscious bias in creating barriers for women.
While much of the current research has uncovered unconscious bias
in recruiting, rewards and recognition, talent management systems,
and organizational culture, little has been done to recognize the role

of unconscious bias in women themselves.,

The impetus for driving this change for organizations is twofold: First,
women outnumber men in college graduation rates and in low to
middle management roles but have little to no representation in
senior management ranks'. The cost fo companies of this talent
leakage is high in terms of training spend, churn, and human capital
underutilization. Second, pay equity legislation and overall public
scrutiny are driving more wage transparency2. Women, more than
ever before are becoming aware of their collective power and
dissatisfaction with traditional workplace structures. The growing
“rise of women" trend could create a significant legal risk and
competitive threat to inflexible organizational structures.

Merely highlighting unconscious bias is not enough. In fact, in some
cases, calling people to task has further entrenched stereotypes,
rather than removed them. Recognition of these biases is only the
first step in the process. A structured approach to identifying and
impartially analyzing these biases must be undertaken so that the
underlying assumptions can be challenged and reframed. Only
then will structural systems, and their participants, be free and
flexible to create new thinking and innovative workplace solutions.

Our Research Study

In 2013, we published the results of a 2-year study of more than 100
college-educated women ranging in age from 23 to 67 in a book
called, The Orange Line: A Woman's Guide to Integrating Career,
Family, and Life3. The range of industries, jobs and management
responsibilities was wide. The representation of race, geographic
location and marital status mirrored current workplace diversity4.

Our original intent was to share success stories of women who
successfully integrated their work and life. What we uncovered
were some surprising findings about women's cultural beliefs and
underlying career assumptions. We noticed women holding
themselves back and limiting their personal growth because of their
own unconscious bias about womanhood. And we found those
women who were the most successful at integrating career, family,
and life were those with the self-awareness and mental agility to be

Uhttp://www.pewresearch.org/fact-tank /2014 /03 /06 /womens-college-enrollment-gains-leave-men-behind/
http://www.catalyst.org/knowledge/statistical-overview-women-workplace

z http://www.usnews.com/news/articles/2014,/04 /07 fobama-seeks-wage-transparency-with-executive-orders;
http://money.cnn.com/2014/02/04/news/companies/gm-ceo-pay/

i By Jodi Ecker Detjen, Michelle A.Waters, and Kelly Watson, JMK Publishing 2013
+http://www.catalyst.org/knowledge/statistical-overview-women-workplace
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The Role of
Unconscious
Bias

60.2% of
interviewees
had mothers
who worked
in mostly
traditionally
female jobs.
Many
stepped
back when
family came
along and
most were
the primary
caregivers.

able to push past the bias and its barriers. We identified é disciplines
that successful women can develop and practice throughout their
careers.

There has been a lot of previous study about the role unconscious
bias plays in the workplace in limiting the advancement of women
and minorities. However, much of that work has been about the
external bias: The bias of others. The major finding of our research
was that there is also an internal unconscious bias: The bias women
themselves have about the nature and roles of women. We call this
bias, “The Feminine Filter™,"” because it represents a distorted or
“filtered" view woman have of themselves and others.

The Feminine Filter™ view of the world is the cumulative result of
generations of cultural socialization. It is difficult for women to see
themselves outside of this context. And it is based upon a set of
widely-accepted assumptions that guide how women should live
and what women should believe.

Career Ambivalence Bias

The first major internal bias we found was that women don't really
feel entitled to pursue a career as the primary purpose of their lives.
Further, if they wanted a substantial career, it was expected they
would have to sacrifice having a family or a personal life. While
many of our interviewees grew up believing a litany of exciting
career paths were open to them, at some point along the way, most
women, even young women, were struck with the belief that family
was their primary responsibility. We found this true of even single
women without children or elder-care responsibilities. Many of them
described anticipating a future time when they would have these
responsibilities and thus felt they needed to modify their current
career expectations accordingly. 60.2% of our interviewees said
their mothers worked outside of the home, although many of them
were in traditionally “female” jobs such as teaching, nursing, and
secretarial work. And for most, when family came along, their
mother’s career took the backburner. Many of them described
watching their mothers struggle to balance work and life and
wanted to avoid a similar struggle by limiting their careers to the
most flexible jobs. For those young interviewees who hoped to
prioritize their career, they felt family was out of the question, or they
needed a stay-at-home spouse to support the family. The
overwhelming assumption was that women cannot do both, that
there is a trade-off, and an “either-or" decision.

This belief was largely unspoken. Where we found it was in the
presence of guilt. Working women described feeling guilty when
they were at work, particularly if they felt they had to miss a family
event, attend a doctor's appointment or even if their homes were
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It is also important to help women acknowledge the impo rtance of
their career to their overall lifeOs purpose and establish com fort with
their career responsibilities.

Much of this includes chal lenging widely -held societal expectations.
Even if a woman emerges from the challenge accepting the
underlying assumptions, it is critical she make decisions more
consciously.

The outcome of this discipline is an ability to see more nuance, more
flexible decision making, and an energy shift from guilt to creativity.

2) Reframe Selfish

The objective of the second discipline is to empower wo men to
bring themselves into the equation as an eq ual party. This means
finding their voice instead of adapting themselves. It also means
addressing the painful part of negotiating and boundary setting so
women ask for what they need.

Women will encounter resistance to this assumptio  n of equality in the
short run, particularly if they negotiate in a heigh tened emotional
state. Societal pressure to suppress emo tions and OsacrificeO their
needs is strong. But women need to overcome the resistance and
find a way to be direct while main taining emotional neutrality.

This discipline results in increased collaboration, ared  uction in
negative consequences such as burnout, and development of the
wider capabilities of the people under their supervi sion.

3) Reframe Confidence

Developing s elf-efficacy is the objective of the third discipline. We
recommend moving women beyond the superficial Ofake it Otil you

make itO advice and digging more deeply into self -awareness to find
a solid foundation for self -confidence. Women need to listen more
closely to their bodies and learn to integrate objective feedback

from others for greater agility, much of which is traditionally b locked
by Feminine Filter constraints.

Some of this comes from creating a safe environment for women to
try something new that has a high risk of ~ failure. By taking risks,
experiencing failure , recovering, and ultimately succeeding, women
can build their own belief in self -efficacy. Protecting women from
failure, and unduly penalizing mistakes threatens this abi lity and
reinforces traditional belief systems.

Building self -efficacy can increase the confidence to take on
challenging roles and the ability to help others do the same.
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4) Reframe Do It All Myself

Women can have it all without doing it all but they firstneedt o
understand the roots of their own unwillingness to delegate. They
can be trained to build and manage support in a way that

maximizes effectiveness and quality , while addressing the underlying
need to control . Women are encouraged to invest in their car eer
future by developing the skills of others and prioritizing the ir time and
creative energy more effectively.

The result of this discipline is women can unlock the OF  eminine
Multiplier Effect,O the hidden impact a woman can ma ke when she
offloads formerly unpaid work to others and focuses her talents on
where she can make the biggest impact. Women become more
committed to their work and less distracted. They become better
managers. And by increasing demand for paid services , they
create a market for new and better support solutions.

5) Reframe Imperfection

The objective of this discipline is for women to get co mfortable
operating in imperfection. We advocate making a case for a new

modus operandi Bbeing Oa work in progress.0 Woman should be
taught learn to recognize the trappings of perfectionism and ch 00 se
when it is appropriate to Opunt.O

When women become proficient at this discipline, the result is better
prioritization, more experimentation and risk taking, and increased
collaboration . Less important tasks take less time, because they can
be done less well, leaving more time for critical projects. Mist  akes
can become learning opportunities instead of deal -killers. And
removing the fear of criticism or failure can invite critical

collaborative feedback earlier in the process.

6) Reframe Risk

We recommend pushing women  to set goals outside of their
comfort zone as a means for growth. Without the constraints of
perfection or career ambivalence, women can be free to expan d
themselves and reach new possibilities.

Reframing risk builds the ability of women to think more strategically,

identify the longer term impacts of risk and see a wider breadth of
opportunities.
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