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Ml Michelle RYAN/Presenter

Michelle Ryan is a Professor of Social and Organisational Psychology and the inaugural
Director of the Global Institute for Women's Leadership at the Australian National University.
She recently completed a European Research Council Consolidator Grant to investigate how
context constrains women’s careers choices. With Alex Haslam, she has uncovered the
phenomenon of the glass cliff, whereby women (and members of other minority groups) are
more likely to be placed in leadership positions that are risky or precarious. Research into
the glass cliff was named by the New York Times as one of the top 100 ideas that shaped
2008, and in 2016 the term “the glass cliff” was shortlisted as Word of the Year by the Oxford
English Dictionary.
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B Midori KOKUBO/Presenter

Midori Kokubo is a dean and a professor of the Graduate School of Business Administration
and College of Business Administration at Ritsumeikan University. She has researched the
effects of leadership behavior in high-uncertainty environments, part-time workers' job
attitudes, and gender differences in students’ choice of career. Recently she has investigated
the leadership behavior in crisis, in relation to which she has developed an interest in the
phenomenon of the glass cliff and conducted experiments.
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Hl Helen PETERSON/Presenter

Helen Peterson received her Ph.D. in sociology in 2005, from Uppsala University,
Sweden. She is currently a professor in sociology at Orebro University, Sweden.
Peterson has researched the Swedish higher education sector and the European
science and innovation sector through a gendered lens for over 10 years. Her focus
has been on academic management and leadership, women's careers in male-
dominated fields, gender mainstreaming and policy implementation.
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H Rie OKAMURA /Commentator

Rie Okamura is a Project Lecturer at the Institute for Global Leadership, Ochanomizu
University, where she is responsible for conducting surveys on women in leadership positions
at Japanese private firms. Dr. Okamura holds a Ph.D. degree from Ochanomizu University in
sociology, with a specialization in family sociology, and has completed her Ph.D. dissertation
research on maternal ICT use for child rearing, from the perspective of social capital. Dr.
Okamura’s research project which she serves as principal investigator is supported by the
Japan Society for the Promotion of Science under the KAKEN Grant-in-Aid for Early-Career
Scientists (2020-2023). Her recent research interests include the effects of leadership
education and family support on the careers of millennial women.
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Hl Fumie OHASHI/Moderator

Fumie OHASHI is an Associate Professor of Institute for Gender Studies, Ochanomizu
University. Her main research is on gender and migration in the reproductive sphere of
Mainland China, Hong Kong and Chinese speaking communities in Japan. Her first book
Migrant Domestic Workers in Contemporary China: The Politics of Reproductive Labor in
Rural-Urban Relations (Ochanomizu Shobo, 2011. in Japanese) was based on her long-term
fieldwork experiences in Beijing and was awarded the 31st Kikue Yamakawa Women's
Studies Memorial Book Award in 2011.
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Climbing up the Glass CIiff:

Another Invisible Barrier Behind the Glass Ceiling?

Introduction

Although the number of women in leadership positions in Japan is increasing, especially with
the efforts of the government to realize a society where men and women alike take on
leadership roles, the ratio of women in the top management in Japan is negligible compared
with other countries.

Today, many of us are familiar with the concept of the glass ceiling, which are invisible
barriers that keep women from leadership positions. In contrast, we witness talented women
leaders worldwide in a time of crisis, proving that women can lead organizations as effectively
as men.

In the early 2000s, Professors Michelle Ryan and Alex Haslam explored the phenomenon that
women are more likely to be selected to top management during times of crisis or downturn.
This appointment may be unstable, and the risk of failure is higher. They named this
phenomenon “the glass cliff.” Evidently, this type of leadership environment is unsuitable for
fostering female leaders. The Institute for Global Leadership, Ochanomizu University, takes the
opportunity to explore this subject with distinguished researchers in this field. By discussing
the underlying fundamental problems of the glass cliff and prospects for the strategy to
overcome it, we aim to contribute to

women'’s leadership. We invite you to join (@) ERoKs k2 eV N
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this inspiring discussion where the focus o . .
limbin lass ClLiff:
will be on women'’s leadership education. C g up ﬂle G C
g & Another Invisible Barrier
Behmd the Glass Ceiling 7"
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In the sardy 7000w, Professsrs Michelle Rysn and Alex Heslem identifind that women are mor Buly to be selected for top
mansgement positions than men when organizations are 'n dfficuk tmes. 8 phenomenon they named the “glss <87~ in this
symposkim, we walcome prominent ressarchers in this field, including Professor Ryan, 1o sxamine the “gless off lesus, Why
dows this phencenenon occur and what ars the strategies to overcoms &7 Please join us for this important discussion s
women's lsadership development.
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Opening Remarks

Opening Remarks

Yoko TOTANI

Professor, Director of Institute for Gender Studies,
Ochanomizu University

Good afternoon, everyone. Thank you for joining us
today for the international symposium “Climbing the
Glass Cliff: Another Invisible Barrier Beyond the Glass
Ceiling,” co-hosted by the Institute for Global Leadership
(IGL) and the Institute for Gender Studies (IGS) of
Ochanomizu University. My name is Yoko Totani. I am
the director of the Institute for Gender Studies. I would
like to open today’'s symposium with a few words.

First of all, I would like to sincerely thank each
speaker who has travelled a long way to grace us with
their presence. Following the global outbreak of
COVID-19, stringent mobility restrictions were imposed
at our university as well. Dr. Michelle Ryan traveled all
the way from Australia and Dr. Helen Peterson came all
the way from Sweden for this symposium, the very first
event since mobility restrictions were lifted. We would
also like to thank Dr. Midori Kokubo for agreeing to give
a talk via an online video call at our request. We would
like to express our heartfelt appreciation to each of them
for their participation. Although we have not yet
returned to the level of broad international exchanges
and joint projects that we had prior to the pandemic, we
are delighted to be able to host our very first event
since mobility restrictions were lifted. I would like to add
that this project has been carefully planned in
accordance with our university’s guidelines on
countermeasures against COVID-19.

Today'’s discussion is titled “The Glass Cliff,” a riveting
title that may be perceived as either incitive or
provocative. I am certain that you will be able to gain
new perspectives on important concepts related to
women'’s leadership. I look forward to a lively exchange
of ideas and opinions between the speakers and the
people in attendance here. The speakers will be

introduced individually by the Director of IGL, Makoto

Kobayashi.

As I mentioned earlier, today’s symposium is co-hosted
by the Institute for Global Leadership and the Institute
for Gender Studies. Both institutes have been active as
integral parts of the Ochanomizu University Research
Organization for the Promotion of Global Women's
Leadership since its establishment in 2015. The purpose
of this jointly hosted symposium is to exchange and
share academic and practical knowledge on gender,
including the results of the daily activities of the two
institutes, as well as to advocate for new developments.
In addition, the Institute for Gendered Innovation was
newly established as part of the research organization
this fiscal year. We hope that the three institutes will
continue to collaborate to maximize the results of their
diverse activities, including educational, research, and
awareness-raising activities, while demonstrating their
respective expertise, with the aim of achieving a gender-
equal society, one of the important missions of our
university.

In the world that we live in today, problems such as
climate change, problems in international relations,
armed conflicts, famine, poverty, labor issues, refugees,
human rights issues, and educational inequality are
proliferating at a global scale, and Japan is no exception.
We also face pressing issues such as the declining
birthrate, aging population, and long-term care. It is clear
that gender is a significant factor in all of these issues.
We need to respond to each urgent issue from an
educational and practical level, while also academically
unraveling these issues and gathering research data
with a long-term perspective in mind, with the aim of
contributing to the achievement of a better society. We
believe that we have a responsibility to fulfill this
mission, and we would like to continue collaborating with

everyone who shares our enthusiasm for these projects.
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Opening Remarks

Opening Remarks

Makoto KOBAYASHI

Professor, Director of Institute for Global
Leadership, Ochanomizu University

Good evening, everyone. My name is Makoto
Kobayashi. I am the director of the Institute for Global
Leadership at Ochanomizu University. I will now
introduce today’s three guest speakers and one
commentator.

Our first guest is Dr. Michelle Ryan. She is a professor
of organizational psychology at the Australian National
University. She is the director of the Global Institute for
Women's Leadership, which has a name resembling that
of our institute. Dr. Ryan once conducted a very
impactful study that highlighted the phenomenon of the
“glass cliff,” which continues to spark a variety of
discussions. We are delighted to have Dr. Ryan with us
today.

Our second guest speaker is Dr. Midori Kokubo from
Ritsumeikan University. She is a professor of business
administration. She is also the dean and head of her

department. Although she resides in Kyoto, due to

scheduling constraints, she will only be able to join us
via an online video call. Dr. Kokubo is interested in the
subject of the “glass cliff” because her recent research
deals with leadership in times of crisis.

Dr. Helen Peterson is our third guest speaker. Her
specialty is sociology, and she is a professor at Orebro
University in Sweden. Her research focuses on higher
education in Sweden, as well as European science and
technology.

In addition to the three speakers mentioned previously,
Dr. Rie Okamura of Ochanomizu University will serve as
a commentator at today’'s symposium. She is a specially
appointed lecturer at the Institute for Global Leadership
and has conducted research on women in management.
We would like to devote as much time as possible to
discussions with the audience members and those who
have joined us via Zoom today, so we look forward to

your active participation.
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Did Marissa Mayer just receive the jol
just ascend to the pinnacle of the glas:
that will be answered over the next se'
over as CEO of Yahoo.

The term “glass cliff” was
coined to describe such
situations as Mayer's Yahoo
appointment. The theory
comes from the work of
British academics Michelle
Ryan and Alex Haslam, who
demonstrated several years
ago that women are most
likely to get appointed to top
gigs when the chance of
failure is highest. The two
researchers contended that
sexism causes those in power
1o appoint women to these
risky positions because they
don't want to risk tainting a

of failure. Examp_le% urfl}d_x

1§ MARY BARRA STANDING ON A “GLASS CLIFF*?
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prominent man with the stink s stoper (Photo covdir: Wikipedia)
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Presentation

Thank you very much for the opportunity to be here.
It is a real honor to be here and to have an entire
symposium dedicated to the glass cliff here in Tokyo.

I thought I would start where the glass cliff started.
About 20 years ago, I moved to the University of Exeter
in the UK from Australia. Within 1 or 2 months of my
arrival, a newspaper article turned up in the Times,
which is a major newspaper in London (Figure 1).
When I first saw this newspaper article, I thought it was
going to be an extremely positive, upbeat story about
women breaking through the glass ceiling. There she is
in her business suit, with her sledgehammer. However,
when I read the article, I realized it was not quite
upbeat. I would like to read you a quotation from the
article. “So much for smashing the glass ceiling and
using their unique skills to enhance the performance of
Britain's biggest companies. The triumphant march of
women into the country’s boardrooms has instead
wreaked havoc on companies’ performance.”

What the paper said is that women are breaking

Uncovering the Glass Cliff: Women’s
Leadership Roles in Times of Crisis

Michelle RYAN

Professor, Australian National University, Australia

through the glass ceiling, but when they get there, they
wreak havoc. What evidence did they have for this
havoc?

They analyzed the share prices of the top 100
companies on the London Stock Exchange. They looked
at an annual index called “the Cranfield Index,” which
says the number of women on the Boards of Directors of
each of those companies. The companies at the top of
the Cranfield Index had the most women on their
boards. Those at the bottom had the least number of
women, and in fact, many of them had no women on
their boards. This was 20 years ago, of course.

What this journalist discovered is that, of the top 10
companies, 6 of those with the most women on the
Boards of Directors were underperforming; therefore,
their share prices were lower than expected. The
bottom five companies and those without women on
their boards were overperforming; thus, their average
share prices were better than expected. They concluded

that maybe corporate Britain would be better off without
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“So much for smashing the
glass ceiling and using their
unigque skills to enhance the
performance of Britain’s
biggest companies. The
triumphant march of women

I SMASHING
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into the country’s boardrooms
has instead wreaked havoc on
companies’ performance”

\yeemse  Women on board:
ZEEE help or hindrance?

|
s
it
sl

it
i
!
L3
:

Figure 1. The Times, “Smashing through the Glass Ceiling” (Judge, 2003)

women on its boards. They were really saying maybe
we should not have women in these top leadership
positions.

Now I had spent my Ph.D. examining gender
differences, but not those on the scale of an organization.
However, once I read this article, I decided to examine
gender equality in organizations. First, I wanted to see if
this article was true. Is it true that women wreak havoc?
Additionally, is it true that corporate Britain would be
better off without women on boards? The first thing we
did was examine the data. We looked at the top 100
companies on the London Stock Exchange, the number
of women on their Boards of Directors, and their
average annual share price. We observed a relationship
between performance and the number of women on
board.

The more women there are, the worse that company
tends to perform. Of course, that is just a very basic
correlation, and the first thing I teach my first-year
psychology students is that correlation is not causation.
Just because two things are together, you do not know
how they are related to each other yet. Our big question
was, is the analysis correct? The article stated that
women determine company performance. However, our
question was, could it be the other way around? Could it
be that women are appointed to Boards of Directors
because of the entire company’s performance; therefore,

the real reversal of what is going on there?

Perhaps, women are only given senior leadership
positions when companies are doing poorly. We
performed a more detailed archival analysis of the same
data. What we did was, instead of just looking at the
average annual share price, which is not a very
sophisticated measure of company performance, we
examined how the share price changed month to month,
over time. Additionally, instead of just looking at the
number of women on the Boards of Directors, we
attempted to look at something causal. We looked at
when women were appointed to the Boards of Directors
and examined company performance prior to their
appointment. We also looked at their performance after
their appointment. That vertical line is when women
were appointed. In that year, which is the year 2003, 19
women were appointed to Boards of Directors, not very
many.

Thereafter, we also had a matching sample of 19 men
in similar companies and circumstances, and we
examined their share prices (Figure 2). Did it increase
or decrease after the previous month? Let us look first
at men. This is the performance of companies when men
were appointed to the Boards of Directors. What we can
observe is that it just goes up and down quite a lot. If
we are reading from the left to right, we can see that it
goes up 2%, drops 4%, drops again, goes up and down,
men are appointed, and afterward, it tends to go up a

little bit. Afterward, it tends to just bounce around again.
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The glass cliff
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Figure 2. The glass cliff

However, that is because this is the share price. Share
prices tend to bounce around a bit.

What is interesting is what happens before and after
women are appointed. This is what happens before
women are appointed. What we see to the left of that
line is this constant pattern of poor company
performance; it drops 4%, drops another 6%, another 4%,
and another 5%. Thereafter, women are appointed. After
they are appointed, it increases over time. What we
observe then is not the idea that women are appointed,
and then the share price goes down, but that before
women are appointed, there is a constant pattern of poor
company performance.

This is how we came up with the concept or metaphor
of the glass cliff. Everyone has heard of the glass ceiling,
which is the idea that women cannot advance beyond a
certain point in their leadership journey. However, our
idea is that once they break through the glass ceiling
and take on these boardroom positions, they face a glass
cliff. The metaphor or the idea is that these positions are
precarious. These women are very high up, but the risk
of falling and failing is also high because they have been
appointed in a time of crisis when the share price is
going down. This is where the idea of the glass cliff
originated from, from a newspaper article and from our
anger at reading this newspaper article and wanting to
prove it wrong, and I think we did. We confirmed that

women were not wreaking havoc, but that something

more discriminatory was going on.

I am an experimental psychologist. I do not usually
conduct archival studies, such as this. I just wanted to
follow up on this study with more experimental studies.
For me, there was a big question concerning if there
was any evidence that women were selected for these
sorts of positions. Is there some sort of selection process
for women in times of crisis? We performed a series of
experimental studies, probably about 20 experiments
(Figure 3). I am going to sort of show you an overview
of the type of experiment we conducted. We created a
scenario where we got participants to read an example
of a situation and make decisions in that situation. We
asked participants to choose leaders under different
circumstances. I will tell you more about this in a while.
We asked the participants to choose a leader for when
everything is going well, and we had a graph that went
up. We also asked them to choose a leader for when
everything was going badly with a graph that went
down.

Thereafter, we presented them with the CVs or
descriptions of potential leaders. For example, we
presented them with these three leaders: candidates one,
two, and three. They had matching CVs, so they were
equivalent. What we were interested in was candidates
one and three. They were equal in all dimensions. They
had equivalent education and experience. They had very

impressive CVs. You can even see that they look a little
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Figure 3. Experimental Research: Do women particularly perform well in times of crisis?

bit alike, do they not? They are both good-looking, both
wear glasses, and are leadership material. We wanted to
ask who the participants preferred. Who do you prefer
when things are going well and when things are going
badly?

Okay, so what did we find? This is an example of the
finding. When things are doing well, the graph went up;
people tended to prefer him over her but only very
slightly. It was not statistically significant. Now, these
people see these and remember a balance so that they
are very comparable to each other. However, what
happens when things are going badly when the graph is
going down? Well, we observed that they overwhelmingly
preferred her. They almost always preferred her over
him. Although there was nothing different in their CVs,
the only thing that differed was their gender.

We have shown this over and over again. It is always
the case that a female candidate is more likely to be
appointed or more likely to be preferred when things
are going badly and risky. We confirmed this in many
different scenarios. We asked lawyers to choose a lead
lawyer for a case that was risky and difficult to win, and
they chose her. We asked business leaders in a
community to choose a financial director for a company
that was performing badly, and they chose her. We had
high school students visit us at our university, and I
thought I could probably do a glass cliff study with them.

We described a music festival that was either increasing

or decreasing in popularity, and when it was decreasing,
they chose her. We asked voters on the street to choose
a political candidate for an unwinnable seat, and they
also chose her. Thus, there were very different
participants and ideas of leadership, but always finding.
She is always preferred when things are going badly.

Okay, that is the archival study. We have the
experimental study. We also have anecdotal examples in
the real world of these sorts of things (Figure 4). This
is Marissa Mayer, who became the Chief Operating
Officer of Yahoo, just as it was starting to go down. Does
anyone know Yahoo anymore? It has disappeared, right?
This is Mary Barra, who became the first woman in the
USA to run an automotive company. She became the
CEO of General Motors. She came in 2 weeks before
there was a major recall of 2 million cars. She did not
know about it beforehand. There are also political glass
cliffs. I have lived in the UK for a long time. There was
Theresa May, who became Prime Minister right after
Brexit, and more recently, Liz Truss, who came in after
another crisis. We call it Partygate with Boris Johnson.
She only lasted 45 days as Prime Minister, the shortest
Prime Minister ever. These are all real-world examples
of the glass cliff.

Now, what I hope you are thinking is, okay, this is the
glass cliff, I believe you. However, maybe, you also have
a question about why and what are the underlying

processes of the glass cliff. What brings about the glass
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Did Marissa Mayer just receive the jol
just ascend to the pinnacle of the glas:
that will be answered over the next set
over as CEO of Yahoo,

The term “glass cliff” was
coined to deseribe such
situations as Mayer's Yahoo
appointment. The theory
comes from the work of
British academics Michelle
Ryan and Alex Haslam, who
demonstrated several years
ago that women are most
likely to get appointed to top
gigs when the chance of
failure is highest. The two
researchers contended that
sexism causes those in power
to appoint women to these
risky positions because they
don't want to risk tainting a
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Figure 4. Case study: “Is Mary Barra standing on a G/ass Cliff ?”

cliff? We conducted a lot of research in this area as well.
Eleanor Roosevelt. She is the wife of a former president
of the USA, and she has a quote that I think is very
relevant here. She said, “Women are like tea bags. You
don't know how strong they are until you put them in
hot water.” I am hoping that metaphor translates. I see
some people smiling. So, hopefully, that works. The
question is, do women’s strengths come to the fore in
crisis? Do women particularly perform well in times of
crisis? Could that be why they are put in these glass-cliff
positions because they are so good at dealing with
crises?

We conducted an experimental study to see if we
could find evidence for this. Again, it was a psychological
study. We provided the participants with a list of 92
traits. These are words that you could use to describe
yourself. It could be “strong,” “forceful,” or “ambitious.” It
could also be a “good communicator,” “warm,” or
“helpful,” basically different traits that you could use to
describe people. We asked people to say how descriptive
these words were, of men and women in general and the
ideal manager of a successful and unsuccessful company.

We wanted to get a sense of what sort of traits people
wanted from a leader when things were going well or
badly. Were they related to the traits that they
associated with men and women? What did we find?
What we can do is look at the relationship between

those things. When everything is going well, the traits
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that people want from a leader are more masculine than
feminine. Therefore, traits like “strong,” “ambitious,” and
“forceful” are needed when things are going well. This is
a replication of research that has been conducted in
psychology for the last 30, 40, or 50 years, ever since the
1970s. It is called the “think manager, think male”
association.

What happens when things are going badly? Do we
find the same association, or do we find something
different? Well, we observed the opposite. We observed
that when things are going badly, people want their
leaders to be stereotypically feminine (warm, kind,
tactful, and diplomatic). I am not saying all women are
like that, but these are certainly the traits that people
associate with women. We call this the “think crisis,
think female” association. The idea is that people
probably think that women have traits that are useful in
times of crisis. This is quite a positive explanation of the
glass cliff. I am generally a positive person, but I am not
entirely convinced. I think it is more complicated than
women just being good at crisis. Let us look at a few
more explanations.

One of the questions is if people appoint women to
sort of signal a change. If a company is doing badly, if
there is some sort of crisis going on, often an
organization wants to say, look, we are doing something
different. One way to do something different is to appoint

a woman, particularly if they have never had a woman
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Setting up for failure....

Figure 5. A study on leadership in underperforming companies and desirable characteristics.

as a CEO. It could just be a strategy. Therefore, instead
of women being seen as good for the business, we
conducted research assuming that appointing women is
one of the new initiatives.

This was run by one of my Ph.D. students, Clara
Kulich. At the time, we described a company that was
either doing well or badly, as described before, and they
had to choose a male or female candidate. We asked
them how suitable they were for the position, and how
good would this person be at signaling change. We
observed that when things were going badly, they chose
the woman. Thus, the same glass-cliff scenario. What
was interesting is that when we said, can this person
bring about change? Will they be good? There was no
relationship there. When we said, could this person just
pretend to be doing something different? That was the
explanation. Women were chosen not because they were
thought to be able to bring change, but because they
symbolized the idea of doing something different. Those
two things are subtly different, I think.

The final explanation here is not about being set up
for failure. For Theresa May and Liz Truss in the UK,
this is the situation that I think most people will agree
was a big crisis. It was very interesting that all the men
were running in the other direction. None of them
wanted to be the leader at that time. Somehow, the
women were pushed to the fore, probably because they

were being set up for failure. People knew that failure

was going to be inevitable, and men did not want to be
associated with that. Therefore, women were placed in
this position.

This is the final study I would like to describe (Figure
5). We described a company that was doing badly. This
time just badly, not doing well. We also described five
different ways in which a leader could address the
problem. We had five different scenarios. Participants
either chose a leader to stay in the background and just
endure the company's performance. Or a leader to take
responsibility for the failure, a sort of scapegoat. Or a
leader that can manage people and personnel issues in
times of crisis, so when things are going badly,
sometimes you fire people or restructure the company.
Or the leader could be a spokesperson and provide
damage control. Or finally, a leader that could take
control and improve things. These are different steps
that a leader could do.

Some of those steps are better than others, but they
are all things that a leader could do. Thereafter, we
asked the participants to rate how desirable the 12 traits
were. We provided six masculine traits, such as
“assertive,” “adventurous,” and “forceful,” and we
provided six feminine traits, such as “understanding,”
“tactful,” and “courteous.” Thus, we slightly examined
the relationship between these, similar to our “think
crisis, think female” study.

When a leader has to endure, ie., sit there and do
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nothing, be responsible and be a scapegoat, or manage
people, we observed this same, “think crisis, think
female” association, where feminine traits were deemed
more desirable than masculine traits. Or if she has to do
some sort of women's work to look after people and
personnel. However, what happens when you want a
leader to be more active and a spokesperson, or to
improve and turn things around? Well, all of a sudden,
the masculine traits become popular again, and women
no longer have an advantage there (Figure 6).

This suggests that there is a bit of a “think crisis,
think female” phenomenon when you want the woman
to do very little or be set up for failure, and that
suddenly, women no longer have the advantage when
things need to be turned around. Thus, it is a bit like
signaling change.

Summarily, we have been doing this research for
almost 20 years, which makes me feel very old. We think
that the phenomenon is robust and very much present.
We have conducted a review and meta-analysis, and the
results show that this happens repeatedly, and it is very
robust. However, we think that the phenomenon is
multiply determined, meaning that there is no one cause
of the glass cliff; there are probably lots of things. It is a
little bit about setting women up for failure. It is a bit
about stereotypes and the “think crisis, think female”
association. It is also a bit about signaling change. Thus,

it is a very complex phenomenon. We believe that all

these factors play a role.

My conclusion is not just about the glass cliff, but
more generally about gender equality. When we think
about gender equality and equal opportunity, we often
talk about the number of women in leadership positions.
However, what is important, I think, and what this
research shows is that it is not just about the number of
women in leadership positions but the nature of these
positions. Are women Prime Ministers; will they last
more than 45 days? Those are two different questions.
The number of women is important, but the quality of
the positions is equally important. If we only assign
women to leadership positions in times of crisis, it is not
quite gender equality.

The question then is, if women only occupy these
leadership positions in times of crisis, it might reinforce
gender stereotypes that women are not good at business
or leadership. If they fail, like Liz Truss, Theresa May,
or Marissa Mayer, then we say, “Oh, we tried women
once, that did not work, and we will not try that again.”
There is a bigger risk, not just to women but also to
gender equality.

Finally, the fact that there are many different causes
of the glass cliff also tells us that it is not an easy
phenomenon to fix. There is not going to be one easy
solution. It might be difficult to combat. One of the things
that we need to think about is the glass in the glass-cliff

metaphor. The glass signifies that it is not easy to see. It
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Figure 6. Results
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is not obvious from the outset. By organizing such thereby making it easy to combat. Thank you very
symposia and conducting different studies as discussed much. I look forward to your questions. Thank you.

today, we make it more visible by talking about it,
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Presentation

Thank you for inviting me to this symposium today.
Although I wish that I could have visited the venue, I
regret that my schedule could not allow it. I am a
professor at Ritsumeikan University, consisting of three
campuses. I am attending from one of the campuses
located in Ibaraki City, Osaka. Now, I will begin my
presentation on the topic “Choosing Leaders in Times of
Crisis: “The Glass Cliff and Agency Leaders.” Regarding
this picture here, I ask my students and everyone
attending the presentation, “Who do you think this is?”
This is a picture of Joan of Arc. I placed her picture
here as a representative of a female leader during crises.

Let me tell you about how I arrived at the research
topic called “the glass cliff.” In 2011, the Great East Japan
Earthquake occurred, followed by the Tokyo Electric
Power Company’'s Fukushima Daiichi Nuclear Power
Plant Accident. This event triggered me to begin
researching how organizations should respond to

emergencies. I summarized my research in a book, so

The Choice of Leader in Crisis:
The Glass Cliff and Agentic Leader

Midori KOKUBO

Professor, Ritsumeikan University, Japan

please read it if you are interested.! The topic of
leadership is also included in this book, in terms of an
organization’'s response in times of crisis. If you search
for relevant literature on leadership during crises using
keywords such as “crisis” and “leadership,” many
references to “glass cliff” will emerge in the results.
Curious as to what a “glass cliff” was, I read some papers
about it. As Professor Ryan just explained, one
perspective regarding my research question of what
kind of leader would be chosen in times of crisis is that
of the glass cliff. Here, I will explain part of Professor
Ryan’s paper. The glass cliff is the phenomenon of
women being elected as leaders in times of crisis, as well
as people from other minority groups elected based on
race and ethnicity. This phenomenon is also described as
being subtle and situation-dependent, as it may or may
not occur. When I read about it at first, I was a little
skeptical if a woman could really be chosen as a leader

in times of crisis, but as I continued reading, I found the

The Choice of Leader in Crisis:
The Glass Cliff and Agentic Leader

Ritsumeikan University
Midori Kokubo

1  Kokubo, Midori (2018), “Organizations Responding to Emergency Situations: Thinking from FUKUSHIMA”,
Nuclear Power Plant History Research Group (ed.), The history of nuclear power generation in Japan and

FUKUSHIMA, Koyo Shobo, pp.161-195.



glass cliff to be very interesting. When I first started my
research, the director of the Fukushima Daiichi Nuclear
Power Plant at the time of the nuclear disaster who had
shown strong leadership and overcame the crisis was a
man. Hence, I had this image of crisis as something
manly to overcome. Thus, at first, I was a little skeptical
about women leaders in times of crisis, but this
phenomenon became more interesting as I was reading
the papers.

Next, I explain the meaning of glass cliff, for example,
in society. This is an interview with Seiko Noda, a
member of the Japanese House of Representatives,
published in the Asahi Shimbun morning edition on May
24, 2019 Ms. Noda is a famous female politician in Japan.
In a long interview, she was asked, “Will the day when a
woman will be at the top of the country of Japan really
come?” Since there are very few women members in the
Diet, the question implied that will the day come when a
woman will become the Prime Minister of Japan? The
following statement was a part of Seiko Noda’s response:

“It's not that I want that, but it might be a possibility if

an economic crisis on the scale of the Lehman Brothers

shock occurs. When a male prime minister runs into a

stalemate and gives up, a woman gets pushed to the

front like a victim. If she tenaciously hangs in there, she

can become like Margaret Thatcher, the British Prime
Minister.” These underlined parts seem to be the glass
cliff. Another example is the recent scandal involving the
president of Nihon University. When I presented part of
this research at an academic conference, the chairman of
the subcommittee, who was from Nihon University,
stated, “this is about my university, isn't it?" After the
scandal at Nihon University, a famous female author, Ms.
Mariko Hayashi, was appointed as the president of the
university board. I have included this because it is also
an example of the glass cliff.

Professor Ryan has already explained why the glass
cliff effect occurs, so I will explain briefly. I have two
explanations: first is the status quo bias. If the company
is doing well, there is no desire to change, creating a
status quo bias. Thus, if the company leadership has
always consisted of men, men are chosen for leadership
positions. However, when company performance is poor,

a female leader is appointed when men plunge the
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organization into difficulties because it creates a desire
for change. The appointment of a woman is seen as a
way of achieving change. The second explanation is
based on gender and leadership stereotypes. This was
also explained by Professor Ryan. For most people, the
attributes of managers are almost identical to those of
men in general. Very few managerial attributes are
similar to those of women, and a bias of “think manager-
think male” exists. This way of thinking changes during
a crisis. Attributes rated as desirable for managers in
unsuccessful companies are more similar to descriptions
of women than men in general. In other words,
interpersonal characteristics are included; that is, a
female leader is chosen because of the “think crisis-think
female” stereotype.

Bruckmiiller and Branscombe (2010) conducted
experiments with students and showed that the glass
cliff effect occurred when there were many male leaders
but did not occur when there were many female leaders.
A stereotypical male attribute, agency, was a predictor
of leadership choice in successful organizations. A
stereotypical female attribute, communion, was a
predictor of leadership choice in organizations in crisis.

Men tend to be perceived as having agency traits
(traits such as self-confidence and independence) and
women as having communion traits (traits such as
warmth and thoughtfulness). One explanation for the
occurrence of the glass cliff is that in crisis, the
perceived communion attribute of women is required.

A research conducted by Dr. Kulich and her
colleagues in 2018, however, pointed that previous
research emphasized agency “masculine” leadership to
turn around organizations during a crisis (Kulich,
Tacoviello & Lorenzi-Cioldi, 2018). The director of the
Tokyo Electric Power Company’s Fukushima Daiichi
Power Station, as mentioned earlier, falls into this
category. An experiment examined whether agency
leaders will be preferred over communion leaders in
crisis, if the ability and actual changeability of a leader,
regardless of gender, motivated leader choice. Thus,
agency leader candidates were well-matched to low-
productivity organizations. This can be explained
through the more task-oriented, change-promoting

potential of agency candidates. An agency leader is

2 “In a Country Where Women Are Invisible: Seiko Noda, Chairperson of the House of Representatives Budget
Committee and Former Minister of Internal Affairs and Communications.” (2019, May 24), Asahi Shimbun, p. 15.
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preferred to a communion leader in crisis, regardless of
the leader’s gender. Hence, the glass cliff effect did not
occur.

Now, I will discuss my research. First, I wanted to
investigate whether Kulich et al’s results (2018) would
occur even in Japan, where there are overwhelmingly
few women leaders in each field compared to Europe
and the United States. I conducted my research to
explore the relationship between gender-based traits
(such as agency and communion) and leadership styles,
the change potential of leaders, and the choices of
leaders in crises. I proposed two hypotheses: Hypothesis
1 was that “agentic candidates would be selected as
leaders of organizations with poor performance,
regardless of their gender”; Hypothesis 2 was that
“agentic candidates would be viewed as having a task-
oriented leadership style, implying that they have the
potential for change, so they would be chosen as leaders
of organizations with poor performance.”

I employed an online experiment method
commissioned to a web research firm, similar to study2
and study3 by Kulich et al. (2018). The participants
were 200 males and 200 females, aged 20-65 years. The
procedure and operation of this research are explained
briefly as follows. The participants read two kinds of
news articles about a company doing well and a company
doing poorly on the Internet. Both types of companies
have stock price graphs. The companies doing well
showed graphs with rising stock prices over the past 10
years, whereas companies doing poorly showed graphs
with falling stock prices over the past 10 years. The
articles for both companies indicated in their conclusion

that they were looking for a new president. Next,

regarding the presidential candidates sought by a
recruitment company, which is either a man or a
woman, the chart showed the candidate’s profile, brief
personal history, and traits. Here, the participants
observed either high communion or high agency. They
assessed the candidate’s leadership and change potential.
Finally, they determined whether the candidate would
be appointed as president by either the company with
good performance or that with poor performance, based
on four conditions: (1) The gender (male or female) of
the presidential candidate; (2) The gender stereotypical
traits of the presidential candidate (agency or
communion). Thus, we obtained four conditions of 2 X 2.
The dependent variable was the selection of the
company to which the candidate would be recommended
as president, in other words, would participants choose
the company with strong performance or that with poor
performance? Person- and task-oriented leadership and
the ability to make change (change potential) were the
second and third variables for the analysis.

Let us look at the results (Figure 1). As we can see,
task-oriented leadership and change potential were
highly positively correlated.

Next, when we examined the four conditions for
female candidates (agency), male candidates (agency),
female candidates (communion), and male candidates
(communion), and determined whether the selected
candidates became the president of a successful or
unsuccessful company, it was found that in all four
conditions many candidates were selected for
unsuccessful companies. This result was not statistically
significant according to the conducted test. It was

concluded that there was no bias.

correlation coefficient

M
1.People-oriented leadership  4.53
2 Task-oriented leadership 4.87
3.Change potential 4.30

N =400

Results: Mean, standard

**p < .01’ ***p < .001

deviation, and

SD 2 3
134 8" A5
1.02 T Sdah
0.70

Figure 1. Results: Mean, Standard deviation, Correlation coefficient
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Results x2test

Candidate gender/Company selection
cross table

Company selection

Strong Poor Total
Female 80 120 200
Male 79 121 200
Total 159 241 400

X2 (1)=0.01, p =.92

Candidate traits/Company selection
cross table

Company selection

Strong  Poor Total
Communal 89 111 200
Agentic 70 130 200
Total 159 241 400

X2 (1)=3.77, p = .05

Hypothesis 1 was largely supported.

Figure 2. Results: x?2 test

Subdividing it even further to determine whether
female or male candidates were selected for companies
with good or poor performance, it was found that they
were selected for companies with poor performance.
This is also not significant. In the crosstab, 130 agentic
candidates were significantly selected in companies with
poor performance, largely supporting Hypothesis 1
(Figure 2), which states that agency candidates are
selected for leadership in organizations with poor
performance, regardless of gender.

Logistic regression analysis was also conducted to
examine whether the candidate’s gender and
characteristics influence their selection to companies
with poor performance. The results showed that there
was no resulting influence.

Furthermore, considering person-oriented leadership
and examining how it changes under the four conditions,
communion candidates were evaluated as having
significantly more person-oriented leadership than
agency candidates. Regarding task-oriented leadership,
agency candidates were evaluated to possess
significantly more task-oriented leadership than
communion candidates, regardless of their gender.

Next is the potential for change. In this regard, it was
found that the potential for change is subtle, and agentic
male candidates were evaluated to have significantly
more potential for change than communal male
candidates and communal female candidates.

Furthermore, focusing on the relationship between

leadership behaviors and traits, it was observed that

candidates with communion are evaluated to possess
more person-oriented leadership behaviors. On the other
hand, candidates with agency are evaluated to have
more task-oriented leadership.

Figure 3 is a path diagram summarizing this
relationship (Kokubo, 2021). At the top, there is task-
oriented leadership, and below that, candidate traits. In
this diagram, if the candidate has agency, they are
considered to have task-oriented leadership, and having
task-oriented leadership is then associated with being
perceived to have change potential. Subsequently, the
relationship illustrated in the slide shows that such a
candidate is selected as the president of the company
with poor performance. Moreover, a candidate with task-
oriented leadership is directly selected for the company
with poor performance. Kulich et al.’'s 2018 study
produced the same path diagram but with slight
differences. Kulich et al. presented a path from trait to
change potential, while there was no path from task-
oriented leadership to company choice.

Therefore, Hypotheses 1 and 2 were largely supported.
Hypothesis 2 states that agentic candidates are viewed
as having task-oriented leadership and change potential;
hence, they are selected as presidents for companies
with poor performance, which was mostly supported.
Regardless of their gender, agentic candidates were
selected as presidents for companies with poor
performance. Given their agentic trait, the study results
suggest that the glass cliff effect may not occur. At this

point, to save time, I will be brief. Male agentic
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Results Path diagram (Kokubo, 2021)
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Figure 3. Results: Path diagram (Kokubo, 2021)

candidates were viewed as having more change potential
compared to communion candidates.

The results related to the hypotheses are broadly
similar to Kulich et al. (2018), with a slightly different
path diagram. I investigated whether this was due to
cultural differences or differences in other factors.
Bechtoldat et al. (2019) suggested that culture could
not be ignored when discussing the glass cliff
(Bechtoldat, Bannier & Rock, 2019). However, this topic
will be covered in a future study.

Furthermore, I conducted an experiment (Study 2)
that modified Study 1. I aimed to investigate the
following topics: What factors influence the choice of
leader in times of crisis? Will the choice of leader depend
on the leader’s gender? How will the leader candidate be
evaluated after being selected as leader, and is there a
gender difference in that? To clarify these, I changed the
order of the procedures used in Study 1. Although the
traits of the candidates were specified in Study 1, I
decided to let the participants evaluate the traits without
specifying them.

Next, the procedure is as follows. It has been modified
from the previous Study 1. Participants engage in
reading the news article about two companies on a
computer screen, similar to before. They read
information such as biographies of CEO candidates
brought in by executive search firms. This part remains
the same. However, the subsequent steps differ from the
previous Study 1. Afterward, participants are divided

into the following two conditions, ensuring an equal

distribution of male and female candidates in both
conditions. In the evaluation and recommendation
condition, participants assess the gender-stereotypical
traits of the candidates, namely agency and communion,
along with their leadership behaviors and change
potential. Unlike before, where these traits were
preassigned, in this study, participants themselves
provide the evaluations. Subsequently, participants are
asked to recommend one of the companies for each
candidate to become the CEO. The other condition is the
recommendation and evaluation condition. Here,
participants first decide which company to recommend
the candidate for, and then they proceed to evaluate the
candidates based on the variables mentioned earlier.
There was a total of 384 participants, with 96 men and
96 women for each condition, and their ages ranged from
22 to 60 years. The results showed high correlations
between variables in all conditions for the correlation
coefficients.

Next, we discuss the crosstab of the candidates’
gender and the companies they were chosen for. The
candidates tended to be chosen for companies with poor
business performance, which was not significant. This is
the gender of the candidates and the companies they
were chosen for, and this is the evaluation and
recommendation conditions; here, the results are almost
the same. There is a tendency for candidates to be
recommended as the president for companies with poor
business performance, regardless of their gender, which

was also not significant.
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Results Two-factor analysis of variance

Dependent variables: Task-oriented leadership behavior, person-oriented
leadership beavior, change potential, agency, communion

Independent variables: Candidate gender, performance of company which
the candidate is recommended to become president of

*Evaluation-recommendation condition
no interaction regardless of dependent variable

*Recommendation-evaluation condition
Dependent variable: People-oriented leadership
siginificant main effects of two independent variables,
significant interaction (p <. 05) (Figure 1)

Dependent variable: Task-oriented leadership
significant main effect of “recommended company’s performance”,
siginificant interaction (p < .05) (Figure 2)

Figure 4. Results: Two-factor analysis of variance
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Figure 5. Results: Recommendation-evaluation condition (for which interactions exist)

A two-way analysis of variance was then performed.
The two leadership behaviors, change potential, agency,
and communion were the dependent variables. The
candidate’s gender and performance of the company to
which they were recommended as president were the
independent variables.

In Figure 5, I only included the cases with an
interaction. These interactions are in the recommendation
and evaluation conditions. Figure 5 shows the person-
oriented leadership graph, including cases when
candidates are recommended as the president of a
company with good business performance. Female
candidates were evaluated as having significantly less
person-oriented leadership than male candidates. In

companies with poor business performance, person-

oriented leadership is highly evaluated in both female
and male candidates. Examining only this female
candidate, there is a significant difference between the
companies with good performance and poor performance.
When business performance was good, person-oriented
leadership behavior of female candidates was rated low.
This shows the result when women are highly evaluated
when business performance is poor. Task-oriented
leadership also shows the same result, although the
tendency is slightly different. When business
performance was good, male candidates were evaluated
as having more leadership than female candidates, and
when business performance was poor, there was no
gender-based difference. Both women and men were

highly evaluated for their task-oriented leadership
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behavior. For female candidates, the results showed a
significant difference between poor business performance
and good business performance.

Figure 6 presents the binomial logistic regression
analysis. These red characters mean significant variables.
In the evaluation and recommendation conditions, task-
oriented leadership and person-oriented leadership were
related to recommending candidates to the company
with poor performance. This is the recommendation
condition after evaluation. In the recommendation and
evaluation conditions, communion, agency and change
potential were related to recommending candidates to
the company with poor performance.

Now, we move on to the Discussion. For both conditions,

candidates were more likely to be selected as presidents

for companies with poor performance regardless of their
gender, but this was not significant. Although the traits
of the candidates were not specified, this yielded the
same results as Study 1. The results of the two-way
analysis of variance showed no interaction between the
evaluation and recommendation conditions. In the
recommendation and evaluation conditions, there was a
significant difference in person-oriented leadership
behavior, as observed earlier. Such an interaction was
also observed in task-oriented leadership behavior. Thus,
both male and female candidates selected for companies
with poor performance were highly evaluated for both
leadership behaviors, with no gender differences. Female
candidates who were selected for companies with good

business performance scored poorly for both leadership

Results Logistic regression analysis

* Alogistic regression analysis was carried
out.
Dependent variable: performance of

Table 1 Binary logistic regression analysis results (Evaluation-recommendation condition)

recommended company (strong, poor)

* Under both conditions, the chi-square
value of the omnibus test of the model
coefficient was significant.

* Evaluation-recommendation condition
(Table 1)

Recommendation to the company with
poor performance had a negative
relationship with people-oriented
leadership and a positive relationship with
task-oriented leadership

¢ Recommendation-evaluation condition
(Table 2)

Recommendation to the company with
poor performance had a negative
relationship with communion and a
positive relationship with agency and
change potential

Candidate gender
People-oriented leadership
Task-oriented leadership
Change potential
Communion

Agency

Constant

n=192 B s partial regression coefficient

B SE Wald  df P Exp(B) EXP(B) 95% CI
L.L u. L
-0.209 0.179 1.362 1 0243 0812 0572 1.152
-0.708 0.289 6.003 1 0014 0493 0.28 0.868
1.023 0.331 9.575 1 0002 2782 1.455 5.319
0.471 038 1.532 1 0216 1601 0.76 3.372
-0.162  0.28 0.337 1 0562 085 0491 1471
0.061 0.263 0.054 1 0816 1.063 0.635 1.778
-2599 1257 4.271 1 0.039 0.074

Table 2 Binary logistic reg| ion

lysis results (R dation-evaluation condition)

Candidate gender
People-oriented leadership
Task-oriented leadership
Change potential
Communion

Agency

Constant

n=192 B s partial regression coefficient

B SE Wald  df P Exp(B) EXP(B) 95% Cl

L.L U.L.
0.152  0.18 0.712 1 0399 1164 0.818 1.655
0.009 0.316 0.001 1 0978 1.009 0.543 1.876
-0.296 0.306 0.936 1 0333 0.744 0.409 1.354
1.34 0.404 11.02 1 0 3.821 1732 8431
-0.808 0.318 6.473 1 0011 0446 0.239 0.831
0.877 0.292 9.004 1 0.003 2404 1.356 4.264

-4537 1271 1274 1 0 0.011

Figure 6. Results: Logistic regression analysis

Discussion

exist.
Task-oriented +
leadership
Person-oriented /
leadership

* That is, a relationship like the one represented in this diagram may

Recommendation as

company president during

times of crisis

Change potential
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behaviors. Male candidates were highly evaluated for
both leadership behaviors. This indicated a gender
difference.

Furthermore, it has been observed that after evaluating
the presidential candidates, if a recommendation is made
to appoint a candidate as the president of either of the
two companies, there exists a positive correlation
between recommending the candidate to the president
position of the underperforming company and the
candidate’s task-oriented leadership behavior. Conversely,
there is a negative correlation with people-oriented
leadership behavior.

In other words, the following relationship may exist
(Figure 7). The relationship with task-oriented
leadership before recommendation is highly evaluated.
When task-oriented leadership is evaluated highly, the
candidate is recommended as the president of a
company in crisis. If person-oriented leadership is
evaluated negatively, the candidate is made president of
a company in crisis. After being recommended, that
candidate’s agency is positively evaluated, whereas their
communion is negatively evaluated. The candidate’s
change potential is positively evaluated.

In conclusion, the glass cliff occurs when interpersonal
traits are valued in times of crisis. However, the negative
relationship between person-oriented leadership and
interpersonal aspects seemed to be different in this
study, which I aim to investigate in the future.

My presentation ends here. Thank you for listening to

me.
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Presentation

Education

Konnichiwa. Hello, thank you so much for introducing
me. Thank you for the opportunity to participate in this
symposium. It is a great honor for me to be here at
Ochanomizu University with Distinguished Professors
Ryan and Professor Kokubo, who have given outstanding
presentations on the glass cliff. I will also talk about the
glass cliff. I would like to discuss how the topic and
concept of the glass cliff can be used to analyze women’s
representation in academic leadership, not particularly
focusing on poorly performing companies, but also
examining university leadership.

Specifically, I will address the increase in the number
of women in senior leadership positions in Swedish
higher education institutions. I have researched the
Swedish higher education sector from a gender
perspective for over 15 years. I will present the results
from several studies on academic leadership. In this
presentation, I will answer the following questions. Why
does Sweden have so many women in senior academic
leadership positions? What caused the increase in the
number of women academic leaders? Can we identify an

academic glass cliff? Finally, what are the characteristics
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of academic glass cliffs?

Before I present these results, I want to provide a
quick background to these studies and briefly talk about
higher education in Sweden (Figure 1). Without going
into too much detail, I want to let you know that in
Sweden, we have approximately 50 higher education
institutions; 18 of these are universities. We also have
small university colleges, which provide educational
programs in most disciplines and topics but not at the
postgraduate level, and they produce less research than
regular universities. In total, these higher education
institutions have approximately 380,000 students who do
not pay tuition fees because higher education is free in
Sweden. As I said, I will not go into much detail, but it is
important to note that most higher education institutions
in Sweden are public. Thus, they are public agencies
governed by similar laws and policies that govern other
public authorities in Sweden.

Considering that they are public agencies, they also
face demands from the Swedish government to increase
gender equality within their organizations. They are also

given specific recruitment targets to increase the
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percentage of women in professor positions. Despite
these demands, laws, and policies, recent surveys show
that there are several challenges and problems regarding
inequalities in Swedish higher education. For example, it
takes longer for women to become professors, compared
with the situation for men. There are also more women
teaching, compared with men, while more men focus on
research.

There is also horizontal gender segregation within
disciplines. Certain disciplines are male-dominated, while
some are female-dominated. In higher education, women
also have higher sick leave than men. These surveys
also show that women experience discrimination,
harassment, and incivilities. Some statistics from Swedish
higher education are presented in the power point slide
(Figure 2). Here, I want to point out the increase in
women professors from 23% in 2011 to 32% in 2021. This

increase is perhaps due to the recruitment targets that

are given to the universities. Let us now turn to
questions regarding leadership in higher education. We
will begin by looking at some statistics.

These are statistics of Vice Chancellors at the 25
largest Swedish higher education institutions (Figure 3).
Here, I have to comment on and clarify the use of the
term “Vice Chancellor.” Vice Chancellor is the translation
from the Swedish title “Rector,” and it means head of an
institution. In certain countries, this position is referred
to as the “University President.” Therefore, the Vice
Chancellor is the head of a higher education institution.

As you can see, there has been a not-so-drastic but
very steady increase in the number of women assigned
to this position. In 2015, more women than men were
assigned to this position in the 25 largest higher
education institutions. A similar trend was observed for
other senior academic leadership positions, such as the

“Dean,” which is the Head of School or Head of Faculty

Largest HEls:

B Weriirrg

Bwn

Higher education in Sweden

50 higher education institutes
Most of them are public authorities

18 universities and around 20 university colleges (+smaller,
independentinst.)

Oldest: Uppsala University, founded in 1477
Total approx. 380,000 students (61% F & 39% M)

. Stockholm University most students — over 55,000,
Lund University most R&T staff — almost 3,500

e Orebro University (ranked between 12-14" in Sweden):
e 17,000 students and 1260 employees

Higher education is free for Swedish students and for
. citizens of the EU

O )P

0 et

0

Figure 1. Higher education in Sweden

* Gender equality is regulated and
emphasized:
+ Higher education ordinance
+ Discrimination laws and equal

Swedish Higher Education through the Gender Lens, [y 5

Table 12: Number of research and teaching staff at HEIs 2011 and 2021,
gender distribution (%) and change (%), by employment category, FTEs.

o g

opportunities
* Gender mainstreaming
* Recruitment largets

Number MNumber Change
of FTEs of FTEs _2011-
2021(%)

Gender Gender
distribution(%) distribution(%)
20m 202 20m 2021

Women Men Women Men

+ Remaining inequalities: —

27,960 32,420 16 43 57 47 53

«  Takes longer for women to become Professors
professors

men research more than women
+ Horizontal gender segregation

Lecturers

Senior lecturers
+  Women teach more than men and  Career development positi 2,990 3,640 22 45 55 45 55

Other research and

4,780 5,340 1z 23 77 32 68
7,460 9,890 33 44 56 48 52

5,630 5,130 e 56 44 60 40
2,800 3,650 26 43 57 45 55

between disciplines teact:rir:? ms
«  Women in HEls have higher sick
Oth i and 4,200 4,770 13 46 54 50 50
:;_ave th_an men:_ taa:!:hr:';t;ﬂ wai;mut
incivities

Figure 2. Swedish higher education through the gender lens



in universities. You can thus say that Swedish women
have broken through the academic leadership glass
ceiling. This brings me to the studies that I have
conducted on this topic because I have researched this
increase in the assignment of women to senior academic
leadership positions.

This shows the different studies that I have performed
on the topic of leadership in higher education. Today, 1
only have time to present some of the results of these
studies, focusing on interviews that I with women in
senior academic leadership positions, such as Vice
Chancellors, Pro Vice Chancellors, Deans, and Vice
Deans (Figure 4).

Some of these women in positions such as Dean and
Pro Vice Chancellor (Deputy Vice Chancellor or Vice
President) were also subsequently interviewed as they
progressed into the position of Vice Chancellor or

President. I examined changes in the leadership ideals
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for Vice Chancellors and studied this in the recruitment
profile. However, I will not present the results of that
study now. I am mentioning it because it touches upon
what Professors Kokubo and Ryan mentioned regarding
agentic and communal leadership traits. The results
showed a shift in leadership ideals from agentic
leadership ideals to more communal leadership traits
being emphasized in these recruitment profiles.

The women in academic leadership positions that I
interviewed also described a shift in academic leadership.
They described changes in the role of a senior academic
leader. I interviewed these women about their work as
academic leaders and how and why they became
academic leaders. This finally brings me to the topic of
glass cliffs. Because the reasons for the increase in the
number of women in senior academic leadership
positions that these women provided refer to a situation

that can be described using the theoretical concept of

education institutions

Vice-Chancellors at the 25 largest Swedish higher 3 ﬁJ £

1990 1995 2000 2005 2010 2015 2018 2022

o i

Figure 3. Vice-Chancellors at the 25 largest Swedish higher education institutions

Empirical data

5 Deans
7 Pro Deans

Study 1 Semi-structured interviews with 22 women
in 4 senior management positions:

» 4 Vice Chancellors
* 6 Pro Vice Chancellors

Study 2 20 qualitative interviews with:

= 11 female Vice Chancellors
* 9 male Vice Chancellors

Study 3 Content analysis of:

+ ) .
i

+ 85 Vice Chancellor recruitment profiles
» 17 from the 1990ties
+ 33 from the 2000ties
+ 35 from the 2010ties

Figure 4. Empirical data
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the glass cliff.

They described a transformation of academic
leadership roles which had resulted in a problematic
work situation for academic leaders. The women that
were interviewed described a work situation where they
were frequently overburdened with numerous tasks that
they were required to manage. One of the deans that
were interviewed explained that: “A couple of years ago,
being a Vice Chancellor just involved occasionally
signing a few papers. The professors minded their
business. Today, it is very different.” What she described
was more a role focused on representation as a Vice
Chancellor of a large university.

Another Dean explained that for her predecessor,
being a dean was a routine job. She compared it with the
current situation: “The workload for Dean and Pro-Dean
has increased tremendously”. One of the Vice
Chancellors explained in a very similar manner: “The
management positions are very different today. There
are no longer positions involving occasionally signing a
few papers. Nowadays, as a senior academic leader, you
have to make several decisions, and you have to be
extremely involved”.

Another Pro Vice Chancellor had functioned in
academic leadership positions for 10 years and described
an “Increase in tempo”. She explained that “the pace is
faster” and “the demands were now higher”. The work
demanded attending weekly “meetings of over 40 hours
every week”, with committees, boards, and different
groups, working on “policy proposals, following up on
annual reports, and making strategic decisions”. These
meetings would thus fill an entire 40-hour week. In
addition, naturally a lot of work needs to be done to
prepare for these meetings. These academic leaders thus
struggled with the increasing administrative workload.
The changes in workload for these positions also meant
changes in their status. The heavy workload and long
hours diminished the status and prestige attached to
these leadership positions.

All the interviewed women agreed that the prestige
linked to senior academic leadership positions had
decreased: “To occupy the position of Pro Dean, Head of
Department, or even Dean is no longer a merit in
academia”. In addition, “it does not significantly influence
the pay”, as one of the women described. With this, she

meant that there was no large increase in payment,

although they take on a lot of work. The low status of
higher education leadership was a reason for hesitating
to accept such a position because one would not accept
it for any other reason than just obligation. Women felt
obliged to take on these positions. It is a common
thought that the position: “does not carry any scholarly
merit. It is a lot of hard work and responsibility”.

One of the women commented on the difficulties with
recruiting leaders in academia and explained that: “it is a
lot of hard work, and it negatively influences your career
as a researcher. It has become such drudgery that no
one wants to do it”. Only one of the interviewed women
had actively considered a leadership career and was
pursuing this as an attractive career option to being a
researcher and teacher. Most of the women I
interviewed had: “never aspired to become a leader”
before they were asked to take on this responsibility.
This is because it was not perceived as an attractive
career option when compared with an academic career
track as a researcher. Owing to the workload, these
academic leadership positions were very difficult to
combine with private life, and a work-life balance was
hard to achieve.

To sum up, the context in which the informants were
appointed to leadership positions was characterized by
difficult and problematic organizational circumstances.
Previous studies had described the challenges facing
academic managers and leaders in terms of
extraordinarily complex issues and dilemmas. These
women had similar rhetoric. This is a context where
glass-cliff appointments were likely to be observed. In
line with previous studies on glass cliffs, this reflects
what has been described as men’s privilege to turn down
challenging positions (Figure 5).

Some of the academic leaders that I interviewed
argued in a similar way that reflects the glass-cliff theory
and concluded that the declining status and prestige
attached to academic leadership positions meant that
men would continue to retreat from these positions.
What the women described is a specific case of
feminization when jobs become associated with women
while simultaneously being deskilled and undervalued,
leading to a downgrade in the prestige attached to these
positions.

A Pro Dean explained this increase in women in

senior leadership positions with reference to the



decreasing attractiveness of management positions:
“Today, these positions require completely different
work efforts and skills. Some of the men that would be
next in line for a management position might no longer
be interested in it because of the substantial amount of
hard work involved.”

One of the women used the word “feminization” to
explain this development. She reflected on the topic:
“does this mirror that academic leadership has low
status? because women now occupied these positions. It
could be a case that feminization occurs because it is not
worth anything anymore. There can be reasons for
concerns regarding this”. Therefore, she saw it as a
problem. One of the interviewed women also touched
upon the link between the workload for managers and
the number of women in management positions: “A
management role is easily transformed into a servant
role, particularly if many women hold the position”. She
continued to explain that: “Academic leadership positions
will follow the same pattern, as observed everywhere.
When the percentage of women exceeds 50%, the
positions lose prestige, and then even more women will
be allowed to enter”, because then men will not accept
these positions, thereby opening up the possibility for
more women to occupy these positions. Let us try to
interpret this situation using the concept of the glass
cliff.

As Professors Ryan and Kokubo have explained, glass
cliffs refer to situations where women are more likely to
be recruited to management leadership positions under
certain conditions, particularly during turbulent and

problematic organizational circumstances. In academia,
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we can translate this to a situation where higher
education institutions have experienced increased
financial control, which has happened in Sweden. They
are no longer so free to, say, spend money as they like.
There is increased financial control from the
government. There is increased managerialism, a new
way of leading in higher education, which has led to an
emphasis on efficiency, transparency, accountability,
increased evaluations, and assessments, with the
commercialization of education. All of this has increased
administration in higher education.

According to the theories regarding the glass cliff,
women are also more likely to be recruited to certain
management and leadership positions. These are
precarious leadership roles associated with an increased
risk of negative consequences. In the academic context,
we can interpret this as when women are recruited to
positions during times when these positions have
undergone a loss of prestige and status, become more
time-consuming, and now require more hard work and
increased workload. I think we can draw parallels here
regarding what has been described in previous
presentations about women being viewed as more
appropriate to deal with administrative work and also
contributing to more women being promoted and
recruited to these positions, as that is the task that has
increased for these leadership positions.

We can conclude that the concept of the glass cliff is
useful for analyzing and understanding the increase in
the number of women in leadership positions in Sweden.
The number of women has increased in senior academic

leadership positions. Concomitantly, the management

The Academic Glass CIiff

U
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« Women are more likely to be recruited to management positions under certain
conditions:
» in situations of turbulence and problematic organizational circumstances
+ In academia: Increased financial control and increased
managerialism (NPM) has meant emphasis on efficiency,
transparency, accountability, evaluations, assessments,
commercialisation — increased administration.

« Women are more likely to be recruited to certain management positions:
« to precarious leadership roles associated with an increased risk of
negative consequences
* In academia: loss of prestige and status, time-consuming and hard
work - increased workload.

Figure 5. The academic Glass Cliff
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role has been transformed to involve an increased
workload, more time-consuming masculine tasks, more
administration, and more paperwork. We have observed
a loss of prestige and status in the positions, and men
apply for these positions to a lesser degree than before.
Women are provided the opportunity to take on these
roles. We can conclude that what might resemble a
positive development from a gender equality perspective,
that the number of women has increased in these
positions, can have extremely negative consequences for
the individual woman (Figure 6).

The specific context in which women are promoted
and/or recruited needs to be considered. This is what
Professor Ryan described considering the nature of
these leadership positions, not just the numbers, as
observed in the statistics. This is also reflected in my
study on recruitment profiles that show this shift from
agentic to communal leadership traits.

The situation with glass cliffs can create problems for
the individual woman. As observed from these
interviews, the glass-cliff appointments of women to
senior academic leadership positions mean that they
must deal with particularly stressful situations. However,
from the perspective of gender equality, the appointment
and recruitment of women to these positions could be
considered positive, if we only look at the numbers. This
is what I mean by the title of this presentation “Beyond
the Glass CIliff.” Despite the problematic situation for
women, these appointments can still mean that women
become empowered in Swedish higher education.
Women are empowered and, in a way, privileged, as
they occupy more positions of power and influence in

their higher education institutions.

They are visible, and they take on a lot of
responsibilities. Women are still found in these positions.
We can interpret this as a long-term shift in the gender
composition of senior academic positions. It is not that
they have been elected, and then, in the next election or
recruitment, men are recruited. It is an established shift,
and we observe that a gender balance has been achieved
in these positions. Women have become role models. In
this position, they have the opportunity to support other
women in higher education institutions. The women I
interviewed emphasized the importance of supporting
other women.

You can say that they have taken on the role of
becoming change agents for gender equality within
higher education institutions. Women in top management
positions also change organizational culture, or they can
do so. You could ask, does it matter if we have women
in academic leadership roles? Recent surveys in Swedish
higher education showed that there are positive effects
of women being leaders, with both women and men,
appreciating women leaders and finding that having
women in leadership positions, for example, increases
the possibilities of combining a parental role with an
academic career. In institutions with a woman leader, it
is easier for the faculty to combine a parental role with
an academic career, and there is less conflict between
work and family life balance.

That is everything that I will discuss here today.
Thank you so much for listening. I have also added a
slide on some of the studies where you can read more
about the different studies that I performed if you are

interested. Thank you so much. Arigatou, thank you.

Conclusions

of women in academic leadership

and paperwork
* Loss of prestige and status

be considered

* The concept of Glass Cliff is useful to analyze and understand the increase

» Women have increased in senior academic leadership positions at the same
time as the management role has been transformed:

* Increased workload, more time-consuming tasks, more administration

» Men apply for these positions to a lesser degree than before

* What might look like a positive development from a gender equality
perspective can have negative consequences for women.

+ The specific context in which women are promoted/recruited needs to
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Figure 6. Conclusions
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Comment

Rie OKAMURA

Project Lecturer, Institute for Global Leadership,
Ochanomizu University

To Professor Ryan, Professor Peterson, and Professor
Kokubo, I extend my heartfelt gratitude for your
incredibly stimulating and thought-provoking
presentations today. This event has taken on a hybrid
format, drawing participation not only from academia
but also from the business sector and female managers
in the webinar. Additionally, researchers from various
universities have joined this symposium. I am genuinely
delighted and deeply honored to have the opportunity to
hold a symposium centered around a cutting-edges topic
on this day.

Before I delve into my comments on the three reports,
I would like to shed light on some circumstances
surrounding female managers in Japan. By the way, I'm
curious about the participants’ familiarity with the “glass
cliff” concept. I suspect that, unlike the more widely
recognized “glass ceiling,” many of you may not have
encountered the notion of the “glass cliff” before.

Examining the proportion of female executives in
comparison to other countries, Japan's representation of
women in managerial roles stands at a mere 12.6%. This
figure is notably low even when measured against global
benchmarks. Despite the government's goal of achieving
30% female representation in managerial positions by
2020, regrettably, this objective remained unattained.

Moving forward, I will verify the percentage of female
presidents and vice presidents within Japanese
universities in connection with Professor Helen's report.
According to the School Basic Survey, in 2018, 11.6% of
all private, national, and public universities in Japan
were led by female presidents or vice presidents. This
figure experienced a modest increase, reaching 14.3% in
2021.

While the prevalent concern lies in the limited
presence of women in leadership roles within higher
education institutions in Japan, my personal engagement

in diversity promotion conferences and similar events

enables me to observe that female vice presidents are
actively contributing on a nationwide scale. I hold the
belief that the ongoing movement towards greater
female representation in university leadership roles as
both presidents and vice presidents will continue to gain
momentum in the times ahead.

There are two significant movements impacting
women's leadership in Japan. The first pertains to the
revision of the Corporate Governance Code for
companies. The Corporate Governance Code comprises a
set of principles and guidelines intended as a reference
for listed companies in matters of corporate governance.
Its purpose is to uphold corporate transparency and
enable external parties to gauge the appropriateness of
managements. These guidelines hold particular
significance for listed companies, and a recent addition to
them is Supplementary Principle (O of 2-4. This addition,
implemented last year, emphasizes the establishment of
voluntary and measurable goals aimed at enhancing
diversity, including the advancement of women's
participation within companies, and the transparent
disclosure of progress towards those goals. Presently,
companies are accelerating their efforts towards
achieving and disclosing these targets.

There have also been major movements this year in
universities. It has been highlighted that the ratio of
female faculty members in positions such as presidents,
vice-presidents, and professors, across private and
national universities, impacts evaluations associated with
the allocation of subsidy for current expenditure and
management expense grant. Each university must
disclose the proportion of women occupying executive
roles, and this metric has a notable influence on the
subsidy and grant for the institution’s operation. Thus,
we are currently witnessing a significant shift changes
of both companies and universities.

With these thoughts in mind, I'd like to share my



comments, starting with Professor Ryan's report.
Professor Ryan is a distinguished authority in glass cliff
research, a scope that originated approximately two
decades ago. I believe that the momentum of this glass
cliff research has now finally reached Japan. The term
“glass cliff” is now acknowledged in British and Western
dictionaries, leading me to anticipate that in a few years,
we might find it in Japanese dictionaries as well. This
suggests a significant time discrepancy in terms of
women's empowerment between Japan and other
nations. I perceive Professor Ryan's accomplishment as
challenging the assumptions held by many that
managerial performance might diminish solely due to the
manager being a woman. Through today's presentation,
I gained a comprehensive understanding of how
unconscious bias is also intertwined in the mechanisms
giving rise to the glass cliff. One aspect that prompted
my reflection was the possibility of deliberate intent in
the mechanism behind the glass cliff phenomenon. I
believe there might be instances where those around us
inadvertently steer women into high-risk roles. This
highlights the crucial significance of us initially
acknowledging and being mindful of the “glass cliff”
concept.

Continuing, I would like to share my observations on
Professor Kokubo's presentation. It's often stated that
outstanding research entails subsequent investigations.
Within Professor Kokubo's report today, one of the
analytical outcomes could be viewed as a follow-up to
Professor Ryan's research. Furthermore, apart from this
connection, Professor Kokubo formulated a hypothesis
that candidates with agentic traits would be chosen as
leaders of underperforming organizations, irrespective of
their gender. She has reported that this hypothesis was
supported. This outcome contradicted the commonly
accepted notion of the glass cliff mechanism.
Additionally, she highlighted that this phenomenon is
rooted in cultural differences.

In the context of Japanese society, it appears that the
yearning for change and the aspirations of individuals
pursuing change are robust. When we observe the
posters of Japanese politicians, the term “decisiveness”
frequently catches our eye. Paradoxically, this usage of
“decisiveness” might stem from a recognized deficiency
thereof.

The causes of corporate performance decline might

Comment

exhibit slight variations from one country to another. In
Japan, it's a common narrative to encounter instances
where companies with a relatively long history since
their inception face economic downturns as their
business performance gradually wanes. The diversity of
the workforce in such companies is likely significantly
narrower compared to Europe and the United States. In
such scenarios, leadership that prioritizes agility,
including the ability to adapt and enact change, could
prove essential.

Lastly, I'd like to share my thoughts on Professor
Peterson’s report. As mentioned earlier, while a robust
movement to increase the representation of women in
executive roles at Japanese universities is underway,
Professor Peterson highlighted that Sweden encountered
the “glass cliff” phenomenon within academia ahead of
Japan, and I found this to be of significant importance.
This isn't exclusive to Sweden and Japan; within
academia, individuals often face a significant transition
from research to management upon promotion to senior
positions, leading to their selection for leadership roles.
With this consideration, it seems to me that the glass
cliff within academia might be more pronounced
compared to its presence in corporate settings.

To thwart the emergence of the “glass cliff” in the
advancement of women to higher positions, I believe the
need for internal checks arises. This requirement
extends not only to academia but also across all fields,
encompassing business and politics. Additionally, it
becomes crucial for those around these women to
accurately evaluate the balance between rewards and
risks associated with the positions being offered to them.
Without implementing such measures and approaches,
we risk discouraging women from taking on the
challenge of senior management roles. Given the
shortage of individuals willing to embrace these roles,
making concerted efforts to address this issue will
assume paramount importance.

Finally, by convening this symposium, my intention
was also to delve into strategies and measures aimed at
overcoming the glass cliff phenomenon. This week,
students from our university who are studying
leadership had a unique opportunity to present on the
topic of the glass cliff to our visiting professors from
abroad. During this session, one student posed a question

to Professor Ryan about how to navigate the challenges
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of the glass cliff. Professor Ryan’s response was thought-
provoking: instead of focusing solely on how women can
overcome it or considering it solely as a women’s issue,
it’s crucial to recognize that it's fundamentally a
structural problem. This perspective left a significant
impression, particularly given the small representation of
female executives and directors. It's possible that the
students may have previously imagined that female

business leaders often experience less-support situation

and isolated struggle.

In light of this, I once again underscore the significance
of broader societal awareness and understanding of the
glass cliff. In essence, it's important to bring to light
what has been obscured, symbolized by the “glass” in
the term “glass cliff.” My commentary concludes here.

To all the esteemed professors present, I extend
heartfelt gratitude for the insightful discussions you've

shared with us today.
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Question and Answer Session

Due to technical audio difficulties during the Q&A session, Professor Kokubo could hardly hear most of the
discussion. We regretfully acknowledge that we missed the opportunity to hear Professor Kokubo's thoughts. This is

why Professor Kokubo's comments here are limited.

Fumie OHASHI

Associate Professor, Institute for Gender Studies,
Ochanomizu University

Fumie OHASHI

First, this is a comment rather than a question and it
is intended for Professor Ryan. The comment is this: “T
am In the political world, and it seems the quality of
women legislators is becoming an issue. Certainly, there
are also good and bad male legislators. While I agree
with increasing the number of women legislators, I am
put off by the idea that any politician is acceptable so
long as she is a woman, so I sympathize with your
summary.” Professor Ryan, please respond if you feel

inclined.

Michelle RYAN

I am happy to answer. I think there is countless
evidence which shows that targets and quotas for
women in leadership positions, regardless of whether
they are implemented on a corporate level or a political
level, they work. So, they absolutely work to increase
the number of women. Nevertheless, there is strong
evidence that it does not negatively affect quality. So, it
is not the case that targets and quotas just put
unqualified women that you pick off the street into
political roles. These roles are absolutely suitable for
women with extensive experience. I think there are both
good and bad politicians, and they can be either men or
women. But targets and quotas do not just bring
unqualified people in there. And there is ample evidence

to support that.

Ohashi

Thank you very much. We are currently receiving
some other questions. Before introducing those questions,
I would like to ask another question, or more of a

comment than a question. Having heard the report from

you three professors today as well as Professor
Okamura’s comments, I am reminded of how operational
ability is very strongly emphasized here in Japan, while
cooperation may not be sought after in our leaders to
such a degree. At the same time, I am thinking of how,
in New Zealand, before Jacinda Arden became the prime
minister, John Key provided very strong leadership as a
Prime Minister. And then there was confusion for some
time until Bill English became the next prime minister
and Jacinda Arden took over relatively shortly after that.

I think that Jacinda Arden was a leader who showed
extremely strong cooperative skills. And while I
certainly do think that there are difficulties that
accompany leaders who demonstrate the power of these
cooperative skills, I have been thinking about how a
foundation for such leaders can be built while listening
to you all today. In Japan, for example, our current
prime minister, Prime Minister Kishida, advocates for
the importance of listening very strongly. However, I do
not see many people in leadership actually putting that
into action. So, I have been thinking about how to create
a situation where leaders can demonstrate a form of
leadership that includes the cooperation involved in
really listening and is also something that people can
support. If anyone has anything to add to that, I would

like to hear your response.

Ryan

Thank you very much for that observation. The
example of Jacinda Ardern is indeed a very interesting
one. In New Zealand, she is the third female Prime
Minister. And she often says that being the third Prime
Minister gives her the opportunity to be herself. We

have had only one female Prime Minister in Australia,
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Julia Gillard. She is the chair of my institute, my work
colleague, and my friend. She always says that because
she was the first, she had a lot to prove. She had to show
that she was agentic and that she was also strong. And
she was always very worried to deal with the perception
of being a woman. I am not sure if people are familiar
with her misogyny speech, but it was a very famous
speech where she discussed the misogyny she faced in
her role. But Jacinda Ardern says that because she was
the third, she was able to be much more herself. In
response to your question, I believe we should hire not
just one Prime Minister, but three, and make sure there

are many opportunities available there.

Helen PETERSON

I would like to just point out that, the mentioned
development also appears to be evident in the academic
world. I actually have a paper called “someone needs to
be first,” which is a quote from a woman Vice Chancellor,
who was the first Vice Chancellor. She was referring to
the fact that someone needs to take that first leap and
become the first woman leader or the first female leader
and that there is extra pressure on you then to start to
be accepted and be the one that is the first leader and
show that this does not mean that the institution as a
whole will collapse. But that you can be a good leader as
a woman. Afterward, it becomes more accepted. And
the first woman starts to change these stereotypes when
we associate leadership with male, masculinity, and male
leadership stereotypes. The number of women entering
these positions has increased, which has led to more

acceptance and norms being established.

Midori KOKUBO

In fact, I am currently the president of our college and
the first woman president of our college in the 60 years
or so since it was established. During this time, women
have also begun to be appointed as the heads of other
colleges within our university and I feel that society has
changed. As I am the first woman president of the
college, and it is actually quite a large college as well, I
initially wondered if it would turn out well. However, I
think that having the support of those around me,
including the administration, and using the power of the
people around me has been extremely effective. I can

delegate the things I might not be good at to the vice

president of the college, or someone else who can take
on that aspect of the job. If I had to choose one or the
other, I would say that cooperation is my strength and
I'm able to comfortably grow into my role, while
receiving support from the vice president on more
operational matters. So, I do not mean to toot my own

horn, but things seem to have been going pretty well.

Ohashi

Thank you. Questions are piling up now, so I would
like to move on to the next question. “Harvard University
has appointed Claudine Gay as its next president. This is
somewhat connected to the previous question, as she
will be the second woman to serve in the role. Do you
have any expectations regarding this news?” I would like

to hear each of your reactions if possible.

Peterson

If we see a similar phenomenon in Sweden, where it
also ties in with the previous question, where you see a
woman as a Vice Chancellor, that is the President, and
then the Deputy President or the Pro Vice Chancellor is
almost always the man. So, it is kind of balanced like
that, that it is not only a woman leadership team, but it
is a gender balanced leadership team, with men as
Deputy Vice Chancellors, Deputy Presidents. And the
same also with male Vice Chancellors or male
Presidents, they often have a woman as a Deputy
President or Vice President, so it is a gender balance
there. But it is much more common that you see all male
leadership team than an all-woman leadership team.

Subsequently, there is still some difference there.

Okamura

To add to the current question, I think we should
mention that just because a woman makes it into top
management does not always mean that we are dealing

with a “glass cliff” kind of situation.

Ryan

I would just also add that having said that there is a
glass cliff does not mean every single woman is in a
glass cliff position. And it does not mean that every
single crisis position appoints a woman. Because there
are so few women, there are a lot of men in leadership

in crisis positions as well. I think the point to remember



is that women are over-represented in those crisis
positions. Just because you have an example where a
woman is not in crisis, or a man is in crisis, does not sort
of invalidate the research but rather just shows its
proportions; women are overrepresented. It will be

interesting to see what happens at Harvard as well.

Ohashi

Thank you. Next, this is a very specific question for
Professor Peterson: “It was very interesting and
surprising to learn about how women'’s participation in
management reduces the authority of managers and
reduces the popularity of men. As the percentage of
women in management in educational institutions in
Japan is at the lowest level in the world among OECD
countries, I am engaged in practical research to increase
the number of women in management in educational
Institutions in Japan. Does the same phenomenon taking
place in higher education in Sweden also occur in Swedish
elementary, middle, and high schools? Also, I would like
to know more about effective policies or measures that
are taken to increase women in management at

educational institutions in Sweden.” Thank you.

Peterson

The question in other educational institutions rather
than higher education, in primary schools and those
institutions have been female dominated for a long time.
There is the opposite. We need more men in those

positions. But for getting more women in these academic

leadership positions, I think, in Sweden, what has been

Question and Answer Session

very important is political demand and pressure. I was
very impressed by the pressure that is being put on
institutions here in Japan, where the gender balance in
institutions is tied to funds and the grants that each
institution receives. Because I think it is true that money
talks, and you can influence organizations extensively by
executing this in combination with quotas and other
policies about gender balance in leadership teams, which
we also conducted in Sweden. You need to take that into
consideration that the gender balance and the gender
composition as part of the policy on gender
mainstreaming, and gender and gender equality always
have to be taken into account when it comes to all
decisions being made in an organization. I think you are
moving in the right direction definitely here in Japan,
and it will be very interesting to see how this will affect
the gender balance and gender compositions at different
levels and In institutions with this putting pressure on

applying it to funds. It is indeed very interesting.

Ohashi

Thank you. I have received one more very interesting
question: “As has been shown in each of your research, 1
think it is very important to look not only at the surface
numbers in terms of the employment ratios for women
but also at what kinds of contexts or circumstances
women are being employed in. However, as at this time,
numbers are in the form of data with the most impact
and are relied on all over the world, how can we make
people aware of the actual employment situation without

restricting it to numbers alone? I would be very grateful
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to hear your comments or ideas.” Well, what do we
think?

Ryan

Yes. I believe that numbers are critical. Numbers give
us our first snapshot of what it looks like. Nevertheless,
if we stopped there, we would not have enough
information. Partly, we can ask follow-up questions; how,
why, and when? The glass cliff says when, so we know
women are appointed when there is a crisis, for example.
But there are also other questions we could ask, which
are, how, why? And some of that underlying process is
vital, especially if we want sustainable, ongoing change. 1
talked before about how quotas work, and targets work
by having people in. But if what you really want to
change is not just the number of women in those
positions, but actually, people’s attitudes and beliefs
about gender equality, that’'s where you will get real,
lasting change.

Understanding where the resistance is, or why women
are not being appointed, we need to address the
following questions: is it because there are not enough
coming through the pipeline? Is it because those
decision-makers do not think that women are good
enough? Is it because women themselves are not
confident enough to take on those positions? I am not
implying that any of those are actual reasons. But those
are very different reasons, which would have very
different solutions. If you want to have a sustainable
solution that really has ongoing change and changes the
sort of hearts and minds and not just the numbers,
having all of that other information is very critically
important. So, numbers are great, but that is just step
one. And then you need steps two three, and four. I
think critical to that is understanding that your
interventions have to be based on evidence. That is why
research like all of this is really important because that
means that the interventions, we design can also be

effective.

Ohashi
Well then, Professor Kokubo, would you like to

answer?

Kokubo
I do not really have any ideas on this subject, but in

Japan, the number of women in top positions is really

very low, so I think that increasing that number is

important.

Ohashi
Certainly, numbers are also important in some cases.

Thank you. Next, Professor Peterson?

Peterson

Yes, of course, I agree that it can be problematic if
you only focus on numbers. They are important in terms
of monitoring and evaluating to understand different
trends to see if we have a long-term change in positions
and to know if it is sustainable, but it also could be too
limiting. We talk about quantitative gender equality and
qualitative gender equality to see not just the
quantitative gender equality but also see that there are
actual changes happening in people’s attitudes and in
possibilities and opportunities. The glass cliff is a great
concept to really identify if there are any problems
beyond those numbers to see what women and men are
appointed to, and which positions are they appointed to.

For example, these recruitment targets that I
mentioned for Sweden to appoint more professors, if you
have these kinds of quantitative goals, it can lead to
problems with how organizations try to reach those
goals. For example, in Sweden, higher education
institutions have tried to increase the number of women
professors by temporarily appointing them to
temporarily like guest professor positions or inviting
professors from abroad from other institutions and
temporarily making it look like they have made real
change in the organization, but it's just a superficial
change. So, you definitely have to really monitor these

numbers and what is going on.

Ohashi

Professor Okamura, care to weigh in?

Okamura

As Professor Ryan has said, I think that numbers and
increasing those numbers are certainly going to be
important with a quota system. We have already seen
some empirical results showing that simply increasing
numbers does not have to lead to a drop-in quality. For
the current situation in Japan, I think we can say that
regardless of other factors, increasing the number of

women in leadership positions should be the first step.



Then, things need to be evaluated not on a short-term
basis, but on a medium- to long-term basis, and it also
becomes very important to share the stories of women
who have been top executives for the benefit of the

younger generation.

Ohashi

Here is our final question coming from an online
participant. What is the context for using “glass cliff”
instead of “glass ceiling”? I think the meanings of cliff
and ceiling are fairly different, but I would appreciate it
if you could explain the nuances of the term “glass cliff”

one more time. Professor Ryan, could you please?

Ryan

Thank you very much for the question. I think
perhaps one of the reasons that the glass cliff is not quite
so well recognized in Japan is that women first have to
break through the glass ceiling before there can be a
glass cliff. So, perhaps talking about it now is preemptive.
It may happen in the future. But I think the metaphor of
the glass cliff as opposed to a wall or a ceiling is to try
and get capture the idea that women have broken
through the ceiling. The cliff is meant to denote a height.
There, they are in leadership positions, and there is a
seniority there, so they have the height, but the
precarity of that is that they can also fall off the edge of
the cliff as well. So, like Liz Truss, for example, in the
UK, lasted 45 days. Of course, she was very high, the
most senior political role in the United Kingdom, but she
fell off that very, very quickly. It really is trying to
capture that idea of breaking through and then the risk

and precarity as well. I hope that explains the metaphor.

Ohashi
Thank you for your clear explanation. Well then, if
there is a final question from anyone on the floor, please

raise your hand.

Questioner

Thank you for your clear explanation. I am so
interested in the concepts of the glass cliff, and the
results of the deep interview you presented show the
change of roles in terms of academic leaders in Sweden.
I would like to ask Professor Peterson about her
explanation. First of all, I didn’t know whether the

phenomenon of the glass cliff could be true in Japan. But
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I think the situation of management role is true of Japan
to some extent. I have heard that my professor
complained about much work in his management
position and too many numbers of procedures. I would
like to listen to your opinion about why management

positions became so hard in society.

Peterson

Thank you for being interested in this question. Yes,
in Sweden, it is almost more or less a global change in
education that has expanded a lot recently. Higher
education institutions, accept progressively more
students. It has grown, and become more, just a bigger
sector in society. This has happened at the same time as
higher education institutions have been forced to work
under different circumstances where the economic
situation is different, and it is more challenging for the
organizations. They have to be monitored in another
way and evaluated when it comes to their results and
what they produce. It is not the same as in companies
that produce material things, but they produce when it
comes to students. And they have to put students
through education and show these results in order to
receive the government grants that they before received
more automatically, just based on them being
universities.

Today, these grants are tied much more to the results
that they produce, which means that they have to
evaluate, monitor, and assess everything that is going on
and be able to show this to the government in a way of
increasing transparency of what they are doing. And
this leads to much more administration for the
organizations. Consequently, it increases all these kinds
of meetings regarding evaluating how are we doing in
this discipline, in this discipline. Do we have any
problems with students not reaching their goals? And so
that is probably the main question of why this is
increasing right now. Yes, I hope I have answered the
question and I think your description of having the
professor complaining about this also shows that I think

this is a global pattern in higher education.

Ohashi

Thank you. And with that, it is time, so we will
conclude the question-and-answer session here. We truly
appreciate all of the professors for taking the time to

share their responses with us.
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Closing Remarks

Masako ISHII-KUNTZ

Trustee and Vice President, Ochanomizu
University, Director, Research Organization for
the Promotion of Global Women’s Leadership

My name is Masako Ishii. I am the director of the
Ochanomizu University Research Organization for the
Promotion of Global Women's Leadership. As mentioned
in the opening remarks by Professor Totani, there are
three research institutes within this organization.
Today's symposium was co-hosted by the Institute for
Global Leadership and the Institute for Gender Studies.

This symposium— “Climbing the Glass Cliff"—served
as an opportunity for me to learn a great deal about the
concept of “glass cliffs” from the talks given by our three
esteemed professors. To be honest, I have heard of the
“glass ceiling” many times before, but never of the “glass
cliff.” Our university has been involved in education and
research pertaining to women's leadership, primarily
through the Institute for Global Leadership. One of the
most frequently discussed topics at symposiums and
seminars is whether women'’s leadership differs from
that of men, and if so, what the difference is. There are
certainly many different views, but I am grateful that
today’s symposium provided clear research findings on
this topic.

Japan has always ranked low in the World Economic
Forum's Gender Gap Index. Despite Japan's relatively
high rankings in such spheres as education and health,
women are significantly underrepresented in politics and

management roles in business. In other words, the

problem in Japan's political and economic spheres is the
lack of female participation and leadership.

We need data and analysis to address this problem. I
think the “glass cliff” is an important concept that needs
to be discussed more in order to eliminate the gender
gap In Japan.

Today’s symposium has increased my awareness of
the similarities and differences between women's and
men’s leadership, as well as the “glass cliff.” The
perspectives presented at this symposium will be the
focus of the leadership education at our university. I
would like to express my sincere appreciation to Dr.
Ryan, Dr. Kokubo, and Dr. Peterson for their enlightening
talks. I would also like to thank the Institute for Global
Leadership and the Institute for Gender Studies for
planning and organizing this symposium. In addition, I
would like to thank the audience members who took
time out of their busy schedules to attend this
symposium. Ochanomizu University Research
Organization for the Promotion of Global Women'’s
Leadership will continue to host symposiums and
seminars to provide learning opportunities. We hope you
will continue to participate in similar events in the
future. Once again, thank you very much for being here
today. Finally, I would like to request one more round of

applause for the speakers.
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