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			Introduction

			In my experience, the single most important reason why—among the equally talented—men tend to rise higher than women is that most men have mentors and most women do not. My opinion is confirmed by more than thirty years of research on women and their work conducted by Catalyst, the organization I head, which is the nation’s preeminent source of information on women in the workplace. Mentors are more important to career success than hard work, more important than talent, more important than intelligence. Why? Because you need to learn how to operate in the work world—whether in a corporation, a professional firm, a nonprofit, a university, or the public sector—and mentors can teach you how. The dictionary will tell you that a mentor is “an experienced and trusted counselor.” At work, that translates into a person who can hook you up with the experiences and people you need to move ahead—and tell you how to handle them. Mentors can show you the ropes. And pull strings.

			
				Mentoring in the work world has traditionally existed as an informal practice. An executive takes a liking to an up-and-comer and brings him under his wing. Often, he selects someone who reminds him of himself as he was when starting out. Athena, the goddess of wisdom, was the first mentor. In the Odyssey she took on the form of a man named Mentor in order to give Odysseus advice. She then guided Odysseus’s son, Telemachus. Even nowadays, men are the traditional mentors. When women train their sights upward, they often see no one in senior management who looks like them. Even in organizations that have made women’s advancement a priority, there aren’t enough women mentors to go around. The few women near the top tell us that they mentor happily and often, but they just don’t have time for everyone.

			
				If you’re a woman of color, the problem of finding a mentor is doubly difficult. Of the 2.9 million women holding managerial and administrative jobs in the private sector, only 14 percent are women of color (6.6 percent African American, 5.2 percent Hispanic, and 2.5 percent Asian/other). In Catalyst’s survey Women of Color in Corporate Management,  1 women of color stress the critical importance of mentors to a career and report that a lack of mentoring has been a serious barrier to their advancement. They also make it clear, though, that it really isn’t necessary to have a mentor who looks like you. Said one African-American manager who found a white male mentor, “I did it for selfish reasons. I know the world is white male, and so I had to think and do as the white male, so [I knew] he would help me.”

			
				These days, women need good advice from a trusted mentor more than ever. The number of women nearing senior management ranks increases yearly. In 1950, only a third of women worked outside the home. Women’s wholesale entry into the workplace started in the late 1960s, when, new degrees in our briefcases—B.A.s, M.A.s, Ph.D.s, and, yes, MBAs—we forged a shift in workforce demographics. Today women make up nearly 47 percent of the workforce, and by last year, 60 percent of women were working. 2 For more than three decades, we have been storming the citadel of the American workplace. That should have been long enough for us to see some numbers approaching parity in executive suites, but when I look around, despite the occasional well-publicized example, I just don’t see parity, and I doubt anyone else can either. The statistics speak for themselves: generally, in the American workforce, the higher the level, the fewer women are on it. In fact, women from all kinds of organizations tell me they keep hitting professional roadblocks. The thousands of women Catalyst has interviewed since its founding in 1962—ranging from the pioneers to Generation Z—have made it clear that they need more guidance. They need to know what to do to get where they want to go.

			Be Your Own Mentor is a response to that need. With it, I hope to help you be your own Athena. As your guide, I will be presumptuous enough to act as an older, wiser adviser to whom you can turn with your questions about how you can move ahead. (My own experience has been informed and enhanced by Catalyst’s body of knowledge on this subject, gained through research in the real world—with corporations, firms, nonprofits, academia, and women themselves.) I will help you map out your life and provision you with the skills and equipment to pull down the barriers you meet or circumvent them when that’s the best approach. Whether you’re a woman just starting out with fresh parchment in your pocket, one bent on a career change, or a manager doing well but wanting to do better, this book is for you.

			Why a book specifically for women? Men face many of the same career roadblocks that women do, but women come at them from a different angle and need different advice. Traditionally, too, men have had better access to career guidance. It’s still more comfortable for men in the know to offer their advice to other men, so we face some unique questions, such as: How can women develop credibility in a male environment? How can a woman land the kind of assignment or client that offers the experience she needs to move up? What kind of style will work best with the men in one’s office environment? For a woman with a business and professional degree, what’s better, working for a corporation or a firm? Other questions include these: What should you do when the men around you are advancing and you’re not? How can you best respond to bias? How can you be more effective at getting promotions or an international assignment? How can you arrange to make your work schedule dovetail with your other responsibilities? Or, do you even want to work full-time (or at all) at this stage of your life and career?

			Feel free to come sit in my virtual office whenever you need to; call on this book when you feel frustrated, puzzled, blocked, or ambitious and eager to make your next move.

			You’ll see that many leading women in today’s workforce have taken the time to share their inside information with you here. Their own personal strategies are recommendations for the ways you can act. These “pioneer women” (they broke new ground for all of us) reveal how they made it to the highest ranks. Their profiles and career paths are recounted in the Appendix, “Pioneer Profiles.” Their advice is also sprinkled liberally throughout the book.

			You’ll also find sections called “Women say,” “Men say,” and “CEOs say.” These are the real thing: verbatims from Catalyst studies, conferences, research, surveys, focus groups, and interviews. The speakers remain anonymous, but what they say speaks volumes—the words will help define issues you’ll be facing and may point to solutions that will work for you.

			
				I hope to be able to clear up your misconceptions about the workplace, help you find or change jobs, diversify your experience, and build networks. You’ll see how other women remain sane—and, yes, happy—as they work full tilt. In sum, Be Your Own Mentor teaches the basics of getting ahead in a work world still largely governed by men. Of course, a book cannot actually give you the nurturing support a live mentor might. So I also talk about finding temporary, if not full-time, flesh-and-blood advisers and supporters and where to look both inside and outside your organization for them.

			With me as your desktop mentor, you won’t be alone in navigating the waters of the work world. Like Athena with Telemachus, Catalyst and I will equip you for your voyage, help keep the wind at your back, and make your career odyssey a worthwhile adventure.

			
				ABOUT CATALYST

				Be Your Own Mentor comes from the nation’s preeminent source of information on women in the workplace. Founded in 1962, Catalyst is a nonprofit organization working to advance women in business. It has a dual mission: to enable women in business and the professions to achieve their maximum potential and to assist employers in capitalizing on the talents of women. Catalyst conducts original research, advises corporations and firms on the recruitment, retention, and advancement of women, and educates the media and the public on workplace issues related to women. Our research-driven base and our singular focus on effectiveness afford substantial credibility not only among women executives, but also with corporate and professional leaders nationally.

				The knowledge base increases daily as Catalyst experts advise organizations on women’s advancement, conduct focus groups and interviews, assist in creating women’s networks, help to place women on corporate boards, conduct conferences, speak about the issues, and hold the annual competition for the Catalyst Award. Catalyst knows what works for working women, and what works for the organizations women work for.

			

		

	
		
			CHAPTER 1
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			Wise Up

			JUST THE FACTS*1 

			12.5% of corporate officers are women.

			4.1% of top earners are women.

			6.2% of top managers are women (chairman, vice chairman, CEO, president, chief operating officer, senior executive vice president, executive vice president); 154 women versus 2,488 men.

			7.3% of “line”—revenue-generating—positions are held by women.

			I’d like to be able to tell you that the glass ceiling has cracked and fallen in shards on the floors of executive suites everywhere. Like you, I’ve noted in the national media something of a “been there, done that” attitude about women’s advancement in business, government, the professions, and academia. Every time one woman makes it, whenever there’s any good news on the gender front, there are those who rush to believe the problem’s solved.

			
				A 1999 lead editorial in The New York Times noted, “There is still institutional resistance to women at some companies. Until recently, few companies have had women in senior posts who could serve as role models and mentors for younger women.” 1 If you look even closer at Fortune 500 companies, you find that women hold slightly more than 6 percent of the most senior executive positions (chair, vice chair, CEO, president, COO, SEVP, EVP) and occupy slightly over 11 percent of Fortune 500 corporate board seats; 1.9 percent of board directors and 1.3 percent of corporate officers are women of color. Check the masthead on the stationery at most law firms, management consulting firms, or securities firms, and you’ll note few women partners.

			
				A small number of women have reached positions of real authority in their organizations. These pioneers serve as role models, as heroes for striving executive women. I’m encouraged by the giant strides some women have made, but primogeniture prevails in business. Mostly, men in the top jobs continue to choose other men to succeed them. The invisible biases that keep women out of the top jobs—first dubbed the “glass ceiling” by The Wall Street Journal in 1987—are present in all areas of the work world. Yes, increasingly, there are panes that show a crack where women have slipped through. But in all too many organizations, the broken glass is replaced pronto. We need more deferred maintenance in the glass-ceiling department.

			
				Women in our groundbreaking survey Women in Corporate Leadership *2 had reached senior management positions in several areas—human resources, public relations, finance, information management—yet the majority told Catalyst they often felt like outsiders, subject to stereotypes and excluded from the informal networks that operate in corporations. As they were coming up in the corporation, they couldn’t do business over lunch or dinner at the clubs that remained male bastions throughout the sixties and seventies. Nor could they swing a club at 8 A.M. on the golf links with the COO, who might pass along a golf buddy’s name to the CEO as candidate for managing an overseas operation (women weren’t allowed to tee off until after noon at most country clubs where senior executives played golf).*3 Things are getting better, but if we aren’t at TGIF with the guys, we miss both the grape and the grapevine about the exciting opening in marketing. And we sure miss what’s going down in the men’s room. Worse, sometimes we don’t know what we’re missing or even that we are missing anything at all.

			
				THE TRUTH ABOUT THE WORKPLACE

				As your mentor, I want to give the facts to you straight: Lots of us have been missing out. The level playing field is too often a myth. These days, women and men may start out at the same level, but a gap seems to open up between them as their careers develop. Women’s experience in the work world is inevitably different from men’s—something that is not very pleasant to hear. But take it from me, you can either delude yourself with false hopes or face reality and learn how to deal with it. It’s hard to do both. The misconceptions that follow are all variations on a theme, but if you read each one, you may finally “get it.”

				Workplace Misconception 1: It won’t matter that I’m a woman.

				Fact: The question is not what’s legal or what’s right; it’s a fact of life: gender by and large determines career experiences. Being female simply is different. How far you get, the jobs you land, the kinds of opportunities you’re offered, the salary you receive . . . all of these will probably be different for you as a woman than they are for your male colleagues.

				In 1962, when Catalyst was founded, it was widely believed that by the year 2000, gender would be inconsequential in the workplace. The 1990s showed otherwise. Catalyst’s annual accounting of women board members, corporate officers, and top earners, along with our surveys of high-level corporate women and of chief executives in the Fortune 500, documents the existence of a glass ceiling, why it continues, and how entrenched it is. Outside the private sector, in nonprofits, institutions, and academia, women often find the same situation.

				
					Among the small number of women who have made it to the highest tier of management, I occasionally hear one say that being a woman hasn’t affected her progress. I smile and think that this accomplished, title-holding pioneer woman is terribly lucky and, for sure, most unusual. For every one of these fortunate women, hundreds say the opposite. Being a woman does matter. Only two women serve as chief executives of Fortune 500 companies (still not even one percent), with six more in the Fortune 501–1000. Men make up 93.2 percent of top management in America’s leading corporations.

				Women in Corporate Leadership included interviews of Fortune 1000 chief executives and of high-ranking women in their companies. The CEOs’ responses to questions about women’s progress revealed a lack of awareness of the glass ceiling and its causes. The women, though, saw it all too clearly. The women’s ceiling is the CEO’s carpeted floor. The survey asked, “What holds women back from the highest ranks?” Chief executives answered that women “lack line management [revenue-generating] experience” and “haven’t been in the pipeline long enough.” The women in the survey agreed that a lack of line experience did hold them back. But instead of listing this first, as the CEOs did, they listed it third. The top reasons they listed reveal why they lack that essential line experience.

				The biggest barriers to women’s advancement, women said, include being stereotyped by their male managers and being excluded from informal networks. It’s the factors that are indiscernible to the chief executives—but glaringly obvious to women—that keep us from being assigned to key jobs and gaining the experience we need to advance. What gets in women’s way are the unrecognized biases about abilities, commitment, availability, flexibility, assertiveness. And it’s also about not having the right connections. Women of color especially stress that being outsiders is a key reason for their lack of progress.

				The discrepancy between the chief executives’ perspective and that of the most successful women at their companies exposes the extent of the problem. In fact, women were more than twice as likely as CEOs to consider factors in the culture of the job itself as barriers to advancement. The men at the top rarely see this; it hasn’t been part of their experience. CEOs were more than twice as likely as the women to fault “time in the pipeline,” meaning they think it’s only a matter of time before women catch up. The women know from their own years of experience that time hasn’t dislodged the barriers so far.

				Although our study included corporate women only, all the research in other fields, such as academia and the nonprofit world (and I’ve read just about everything), strongly suggests that the situation is the same everywhere.

				
					 From the Pioneers: Bias is an everyday reality. 

					Patricia “Tosh” Barron (Clinical Associate Professor, Stern School of Business, New York University), whose successful managerial career at Xerox proved that women can succeed in positions previously held by men, says, “You’re always, consciously or unconsciously, under a microscope as a woman. There’s still the feeling that to really advance, you’ve got to be better than the men. Your challenge is to communicate how you’re up to the tasks.”

				

				
					Judith Rodin (President, University of Pennsylvania, and first woman president of an Ivy League institution): “Clearly, there’s still a glass ceiling in academia, although not in department chairmen so much as there used to be. Women leaders are still unusual in medicine, an area just beginning to be broken into.”

				

				I do see more and more organizations recognizing that their policies and practices hinder or exclude women, and they are starting to make important changes. Some are doing it because of legal pressure, some because it’s right, and others because it’s good business. Even though you’ll certainly be better off working at one of these places (see Chapter 2 for how to find them), you’ll still need to know what challenges you’ll face—and what to do about them. The workplace is experiencing a slow evolution, not a revolution, toward gender blindness, and we have a long way to go.

				Why? Because men designed the workplace, and they designed it to fit their own needs. That’s only to be expected, and for a long time it worked well. It doesn’t work as well, however, for the millions of women who have flowed into the workforce since the 1960s (and, by extension, since many men are deeply connected with those women, it’s not working as well now for men either). Over and over, women of ambition, talent, and commitment have run into barriers that are apparently invisible to many men.

				Although these barriers often result from unintended and unexamined assumptions by men about women, that doesn’t make them any easier to circumvent. Maybe men didn’t aim to keep women out when they set up the ways of doing business. I think the majority don’t mean to exclude us now. But until women play a major role in revamping the business culture, we simply have to learn to contend with rules we did not make and that don’t always make sense for us.

				Workplace Misconception 2: Sure, there’s a mythology about women, but it doesn’t affect real women; it won’t affect me.

				Fact: No matter how competent, strong, talented, or smart you are, the myths about women can cloud your future when you least expect it. These myths can lurk anywhere—at law firms, accounting firms, management consulting firms, and banks, in corporations large and small, at not-for-profits in all shapes and sizes, in government agencies, and in academia. You cannot hide from others’ preconceptions, but you can debunk them with reality.

				Here are some common myths about women in the workplace:

				
						Women are less committed to their jobs than men are.

						Women can’t or won’t put in the hours that are required to get the job done.

						Women are not qualified or prepared for the job.

						Women are not aggressive enough.

						Women don’t take risks.

						Women become pregnant and then stay home.

						Women won’t relocate or can’t travel for work.

						Women aren’t rainmakers.

						Women don’t need to work, because men support them.

				

				
					On what are these myths founded? Some on fear and some on truth. Yes, it is true that women become pregnant, but not all of us and not for long. (And frankly, I never felt healthier than during my two pregnancies.) As one high-level woman put it to an appalled boss who did not want to lose her, “I’m not going to be pregnant forever.” It is true that most new mothers want to take maternity leave, but most of them resume work as fully committed as ever; in 1995, 83 percent returned within six months after childbirth. 2

				It’s true that some women don’t want to relocate for personal or family reasons. But I know great numbers of women who gladly move for their work. Male managers often don’t know this. If you sense that you’re being denied opportunities simply because you’re a woman, it’s up to you to change things. Here’s what you can do:

				
						Bring up the subject.

						Make it clear that you as an individual are open to relocation, travel, risks . . . whatever it takes to rise.

						If nothing changes after a decent interval, remind your manager again.

						If there’s still no change, consider looking for a new job.

				

				
					What I consider the most pernicious myth is that when women leave jobs, they go home to stay. Whenever I talk with the media, I try to quash this myth. How many women do you know who can afford such a luxury? The numbers from Catalyst’s studies and the U.S. Bureau of Labor Statistics make it clear that women are in the workplace to stay.*4 When women leave an organization, it’s often because they’ve hit impenetrable barriers. Many leave to start their own businesses, which women are doing at twice the rate of men. 3 Or they resurface at other organizations that have already tackled some of these issues and have implemented changes that afford an environment conducive to the retention and advancement of women.*5 If you are fortunate enough to find such an organization early in your work life, your career progress may match your expectations.

				Workplace Misconception 3: As soon as I prove myself, they’ll forget the gender thing.

				Fact: Senior managers are still mostly men, and many male managers who haven’t worked with many women tend to make generalizations about them. †6   If their wives don’t work, they may think it’s weird that you want to. If the women they know aren’t assertive, they may doubt, for instance, whether any woman can nail down a new account. If they’ve lost one woman to maternity leave, they’ll expect all other women to follow suit. If you have children, they may even suspect that you can’t be a good mother if you’re working. Obviously, these beliefs can make a manager deal differently with a woman than with a man. He might not offer a married woman an assignment that requires relocation, especially a woman with children, because he assumes she won’t want (or be able) to move her family. Or he might assign a lucrative sales territory to a man with a macho style rather than to a service-oriented woman, even though her numbers show her style works.

				At most organizations, managers deciding who gets an assignment naturally choose someone they know and trust. If they hang out at lunch or after work or on the golf course with the guys who work for them, it’s these faces they’ll think of when opportunities arise. The informal methods many organizations still use to decide who gets an assignment or a promotion leave a lot of room for ingrained bias. Some organizations do use job competencies and formal review processes, and some trend-setting professional firms review how assignments are made, but such methods are far from universal.

				
					 Women say: 

					Sales rep, transportation company: “My boss is male-oriented. He feels women belong at home. He’s discussed career advancement with every one of the men but has yet to discuss it with me or the other women. He will never promote us; he’ll never look for something for us to move to.”

				

				
					CFO, consumer products firm: “I have ups and downs all the time. The level of abuse you take on a nontraditional path doesn’t stop. In fact, it accelerates as you go up because you’re more and more threatening. It’s constant, overt, in your face, behind your back. It’s all the classical stuff: of a man they say, ‘He’s hard-charging; he takes command,’ but when a woman acts the same way, she’s ‘pushy.’ They’re always diminishing your capabilities, finding ways not to acknowledge the breadth of your competency as a senior executive. It’s the way it is. You’ve got to shut it off and go on.”

				

				
					 Men say: 

					Manager, industrial products company: “I don’t see how you can avoid the whole issue around child rearing—the problem of career interruption, the challenge of child care, the restricted travel. It has a subtle influence on women’s promotability. You can’t possibly hire a woman at the age of twenty-five who will look you in the eye and say, ‘Trust me, I’m never going to have kids.’ ”

				

				Catalyst’s research also shows that managers tend to resist putting women into risky assignments. Studies show that managers hesitate to assign tasks to women who don’t already have the precise experience needed for the job, whereas they readily assign them to men without such experience.

				
					 CEOs say: 

					CEO, Fortune 1000 company: “We use lack of specific training for a job as a reason not to open the jobs to women, when we are more ready to bring men into jobs for which they are not specifically trained. That kind of discrimination or stereotyping is difficult to get at.”

				

				
					CEO, Fortune 500 company: “There’s a certain amount of reluctance on the part of any manufacturing company to ask some young woman to move to a remote location and start working as a foreman. I think there’s a reluctance on the part of women to do that.”

				

				Another reason you might not get a promotion is that your manager thinks men don’t like reporting to women. In Catalyst studies in both the United States and Canada, women managers said they believe men have a difficult time being supervised by women. 4

				When managers withhold opportunities as a result of such generalized suppositions, it’s hard to prove yourself. You miss out on critical developmental opportunities that would get you your shot at the top. These biases affect you more as you move up the ladder and the competition increases. Note the numbers: Women make up 49 percent of managerial and professional specialty positions but only 5 percent of the highest management positions.

				It’s up to you to counteract these myths early in your career. Assert yourself from day one in your relationship with your manager, so he knows your willingness and readiness to take on new responsibilities. You don’t, however, want to come across as if you have a chip on your shoulder. Not all male managers carry these biases. If you have one who respects women’s work, trusts their capabilities, and feels comfortable with their style, you’ll know it. And you’ll be lucky indeed.

				Workplace Misconception 4: Time will solve my problems.

				Fact: Time is just as likely to work against you. The glass ceiling may not affect you in your first few years in an organization. Glass being invisible, you might not notice it until you’re in your thirties and ready to move out of middle management. Then you can crash into it and become permanently disabled by the concussion or suffer a tremendous pain in the neck figuring out what to do next.

				Bosses are in the grip of this misconception, too. The top brass also misjudge the time factor by assuming that the pipeline will pump women into senior managerial positions in due time. Few CEOs are like the one whose words follow.

				
					 CEOs say: 

					CEO, Fortune 500 company: “The reason there are not many women in the senior ranks is not that women haven’t been in the pipeline long enough to advance; it’s what they’ve done while they are in the pipeline.”

				

				Take it as gospel: Time is not enough. You need to use your time to get the kinds of experience that lead to the top.

				Workplace Misconception 5: Talent and hard work bring success.

				Fact: Those two qualities, essential as they are, are definitely not enough. Most smart, capable women enter the workplace believing that their talent and hard work will carry them as far as they want to go. But few organizations have any apparatus in place that zeroes in on talent, then taps, develops, and rewards it. Talent alone will not necessarily win out in a business environment.

				
					Most people who succeed work hard. The women interviewed for Women in Corporate Leadership said that “consistently exceeding performance expectations” was more important than anything else they had done—and more essential for women than for men. Successful women indicate that they have to “overperform” to prove their ability and to counter negative assumptions in a predominantly male environment.

				
					 Women say: 

					Senior manager, management consulting firm: “The starting position when a man becomes partner is ‘Great, he’s a partner.’ With a woman it’s ‘We’ll see what she can do.’ To even be accepted, you’ve got to be twenty to twenty-five percent better.”

				

				
					Catalyst survey participant: *7 “I don’t think it’s just a matter of if you perform all right, everything will turn out, because we haven’t progressed as rapidly as we would have liked.”

				

				
					CFO, consumer products company: “Just doing what’s required on a day-to-day basis keeps you in the middle of the pack—even if you do it better than anyone else. Women have to stretch beyond that.”

				

				If your only strategy is working like a dog, you’re likely to find the path to upper management blocked.

				
					So what’s the missing ingredient? Something elusive called style. The women who’ve reached executive levels today say that their success depended on developing a style with which men felt comfortable working. This style is as much a way of working as it is how you look or what you say. We cover style specifically in Chapter 4, but all its components are discussed throughout the book—it’s all about your very way of being at work. Many women of color, especially African Americans, reported in Women of Color in Corporate Management: Opportunities and Barriers that they felt they had to change their style to fit into the corporate environment.*8

			

			
				OUTLOOK FOR THE FUTURE

				
Despite all the problems that remain, there is a rapidly growing contingent of women in management. Change is happening, and more is on the way. Among the pioneers quoted in this book, we found some who are optimists about women’s future. Here are some encouraging words:

				
					 From the Pioneers: It’s getting better all the time. 

					Lois Juliber (COO, Colgate-Palmolive): “I had to prove myself as a woman. I found there were standards and demands I had to achieve because I was a woman. But the world was different. Today I look at some parts of our company and find things very balanced, very normal, and the relationships between men and women are more natural now than fifteen or twenty years ago. Lunch with the guys used to be a big breakthrough, but now young women and men hang out together, talking about what thirty-year-olds talk about.”

				

				
					Nancy Karch (Retired Director, McKinsey & Company): “[When I started at McKinsey] there were ten men and three women in my class. . . . Another woman up ahead of us didn’t manage for five years. At the time, there was no mechanism for noticing this. . . . We saw that there was a question: Could a woman manage a McKinsey team and be a senior person with the client? They were concerned about the client side.” But that’s changed, she says. “That’s the last time gender was an explicit concern. . . . Other women don’t deal with this now. . . . Young women build credibility quickly now.”

				

				I, too, can be counted among the optimists. At Catalyst, we hear the buzz changing in corner offices and cubicles across the country. We’ve seen organizations realize how debilitating female turnover can be, then work to implement programs and policies to arrest it. I’m hearing from more CEOs and other top executives about how they’ve made recruitment, retention, and advancement of women top priorities. Some demonstrate true commitment, backing up what they say by linking compensation for managers to advancement of women and minorities. So just maybe the myths about women are on the wane. But don’t bet your future on it. Your awareness of how things work will help you break down the barriers that continue to stand.

			

		

	
		
			CHAPTER 2
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			You Can If You Plan

			How do you, a woman, find the kind of job that you can leverage into a fulfilling career? In today’s world, you need to think of your career evolving as a series of related or even unrelated jobs. I don’t mean you should rely on serendipity. You need to control your career, and that requires planning. Think: “How can I find the job that suits me now and will also lead to the next job that will suit me and, in fact, unfold into a meaningful career?” In other words, you should set your sights on mastering a succession of jobs that will allow you to grow, change, and succeed.

			
				Twenty years ago, The Managerial Woman, a seminal work by Margaret Hennig and Ann Jardim on women in the workplace, concluded that women needed to shift their focus from how well they do their job to what job they have: Is it one with profit-and-loss responsibility? Is it one that diversifies their experience? Catalyst research confirms that women still haven’t learned to do this, and many managers reinforce their error at performance review time. When reviewing men, they focus on positioning them for their next move; when reviewing women, they tend to focus on current performance.

			Whether you’re just looking for your first job or want to change what you’re doing fast, don’t make the mistake of being cavalier about the process. You’ll spend more than half of your waking hours at your job. It’s worth making a careful decision. There’s a danger in thinking that all organizations are alike. Some companies, for example, make their employees feel uncomfortable about taking the family leave ensured by the law, while others go out of their way to provide flexibility. Some career paths have a low ceiling; eventually you’ll find yourself unable to move up. Others have the potential to move you upward as you go along. It’s worth taking the time to research various fields and choose wisely.

			Have you researched career paths in your areas of interest? Do you know what the prerequisites are for the job you’re seeking, what you’ll do at that job, what it’s worth in terms of compensation, and what could follow from it? Have you investigated your workplace of choice to find out its stance on women’s advancement? Do you know what people who work there say about the place? (Later in this chapter, I’ll give you some leads on how to get the inside scoop.)

			
				If you’re job-hunting, do your homework. The perfect job for you rarely falls into your lap. You must be prepared to work to find a new job—whether a first job or the next job or a midcareer change of direction—and particularly if you want it to lead to better jobs, with greater responsibility, autonomy, and income.

			
				CONSIDER YOUR CAREER IN THE LARGER PERSPECTIVE OF YOUR LIFE

				When I ask women between the ages of thirty and forty what they plan to be doing in five or ten years, they are often ambivalent or vague in their responses. Ask a man the same question, and he’s likely to know the level he wants to reach at his current organization or another one, as well as what income he expects to be earning by a specific age. It’s curious, because by and large these men went to the same schools we did, had the same kinds of parents, pushed away the same broccoli. Does this future-vision gene come with the Y chromosome? I don’t think so. Of course, having a Y chromosome means never having to say, “May I take a maternity leave?”

				We women, I’ve noticed, often have trouble moving from the abstract concept of what we want to the concrete reality of getting there. Those of us who have succeeded had to learn this on our own. In my generation, our mothers tended to be wives and at-home moms, fitting in with the plans of others rather than formulating long-term plans of their own. Our fathers often saw us as educable, perhaps, but not headed for the realm of work. We had few peer-mentors, such as the college buddy who takes you in hand and teaches you the ropes of succeeding on campus and later in business.

				All this is changing, but perhaps not fast enough. I still speak with women of every age every day who have not laid out any long-term plans for themselves.

				 Long-term plans in the twenty-first century? Are they even worth the effort, with mergers, economic shifts, and globalization? Absolutely. Gone are the days when “good behavior” got you a job for life. These days, a long-term career plan is more important than ever. Still, you don’t want to lose your flexibility. So how can you forge a path between rigidity and impulse shopping for a career?

				
					Well, first listen to those who know. The pioneer women in this book generally believe that some kind of planning is essential. Many of these women didn’t plan at first—because they couldn’t. They told me that when they entered the workplace in the late 1960s and early 1970s, finding any job was lucky. They took what they could get—and made a success of their careers despite it all. Eight to ten years into their careers, with their fields selected and their paths more clear, they realized how important planning was. Nevertheless, they are against rigidly structured schemes. They advise you to remain open and flexible, so you can take advantage of opportunities that come along, but to keep track of your progress, work on moving up regularly, and give major importance to your own growth and satisfaction.

				
					 From the Pioneers: Position yourself for opportunities. 

					Marie Knowles (Executive Vice President and CFO, Atlantic Richfield): “Get a variety of skills and consider how that skill base can be applied in a variety of situations. A broad base of activities means they can’t put you in a cubbyhole, which happens more with women than men. . . . [Planning is] evolutionary. I started as a chemical engineer and migrated from a career about things to one about people. There’s no way I would have known to do that at twenty-two or at thirty-two. . . . I stepped back and looked at my résumé as if it were the balance sheet of a company: if you have only one product line or one customer, you’re held hostage by that.”

				

				
					Lulu Wang (Partner and CEO, Tupelo Capital Management): “I always made five-year plans. I would write them out, put them in a drawer, and I always updated them at the end of each year. I knew when I was analyzing companies [as a securities analyst] that the best managements always had a view of where they wanted to take their company. I practiced the same disciplines I asked them to have for their companies. It was a way to make sure I was focused and stayed on track. . . . At an early stage, I learned to make choices and prioritize.”

				

				
					 From the Pioneers: To thine own self be true. 

					Tosh Barron (Clinical Associate Professor, Stern School of Business, New York University): “Know yourself. Don’t let the ‘lemming effect’ control you, going into jobs your friends go into that may not be right for you. A young person won’t have perfect knowledge of herself, but you do have to take stock of what you like and what you think you’ll be good at. . . . I didn’t get so locked into something I couldn’t try things. You need to be careful not to get stuck in a rut that won’t serve you well as the company changes over time. And there’s no need to think you’re only going to have one career. Think in terms of four or five careers, not simultaneously. Have a sense of direction, but be open to opportunities.”

				

				
					 From the Pioneers: Planning is an ongoing activity. 

					Carolee Friedlander (Founder, President, and CEO, Carolee Designs): “[A career plan] keeps you on the road. You might get off track, detours will take you off, and nothing is set in stone. You will change it, but you must change it consciously, or it will happen to you. Identify it, implement it, control it. That’s how you will achieve the goals you have set.”

				

			

			
				CONNECTING YOUR WORK AND YOUR PASSION

				
Marcia Worthing, who does outplacement counseling for Mullin & Associates, and Sheryl Spanier, of the executive counseling agency Right Management Consultants, both urge you to find harmony between your work and what you care about before you begin planning. Can you match your career aspirations with your personal values? Worthing advises clients who aren’t happy in their current job or career to figure out what their passion is. What job did you really love

				
				
				
			

			
				
				
				
				
						How much time do you want to devote to family, friends, community, leisure, anything outside your career?

						What do you want to be able to say you’ve accomplished in life?

						What kind of retirement lifestyle do you want?

				

				
				
				
				
						What are the issues, concerns, and ideas you’ve always cared about?

						Can you identify themes and patterns in your successes in work so far?

						What are your top motivations for working (money, power, fame, dedication to a cause, something else)?

						What do you do better than anyone else? List your work-related skills and compare these with what’s required in the work you’re thinking about.

						How do you see yourself functioning in the work world? (As a leader? An influencer? A team member?)

						What work have you done that you’ve enjoyed?

						What size organization do you want to work for?

						Is there a cause you’d like to promote, and is it feasible to work for an organization that supports that cause?

						How important is money to you—now and later?

						If you’re involved in a long-term relationship, how will your goals be affected by your partner’s income, career goals, and commitment?

						Would a change in marital status necessitate an alternate plan?

				

				
				
						Do you want to become a partner in a firm?

						Do you know the differing demands of firms and corporations? (See Chapter 10.)

						If you’re already working at a firm, do you find you want greater flexibility? Have you considered a move to a corporation or nonprofit?

						If you’re considering working for a firm, do you know what the seasonal demands are and how many billable hours are expected?

						How do you feel about travel on the job?

						Would you like client development as much as delivery?

				

				
				
						Is the degree you’re thinking about necessary to your goal, and have you researched the career paths of graduates of the school you’re considering?

						Will an advanced degree help you on your current career track?

						Do you need an advanced degree to change to a career track that interests you?

						Can you afford to stop working to earn the degree? Will your organization help pay for it?

						Will your organization take you back once you get your degree? If not, do you have another employer in mind?

						Will you get an appropriate return on your financial investment in your education? If not, how much does that matter?

				

				
				
						Are you growing and learning at the rate you had hoped?

						Is your job on a career path you care about? If so, what are the next levels? Do you have the skills for the next level? If not, what can you do to get them?

				

				
				
						How do you define satisfaction, and is your career satisfying?

						Do you want to put time into something you believe in?

						Does a different industry or field beckon you? Are your skills transferable?

						Are you now able to take the time to acquire the skills for a new career? Do you want to add even more work to your schedule?

						What part does money play in this desire to make a shift?

				

				
				
						Do you want to return to your current job? How soon?

						Do you want to continue to work full-time after you have a child? Can you afford not to?

						Do you want to stay on the career path or partner track you’re on? Have other women at your organization been able to do that?

						Does your spouse or partner have access to paternity or family leave?

						How flexible is your spouse’s or partner’s work schedule, and how much help can you expect at home?

						What personal resources do you have, in case you decide to extend your leave by taking time without pay? How long can your family manage with a reduced income?

						Do you know what the law requires of your employers, according to the Family and Medical Leave Act?

						What policies and programs (medical benefits, leave of absence benefits, phase-into-work arrangements) does your employer offer to support your maternity leave, and how do they work?

						At your organization, does the parental leave policy exist in theory but not reality? Do parents pay a career price for using policies that exist on the books but are not genuinely embraced by the organization?

						Are there women at your organization who have recently taken maternity leave? Is there a women’s network, or are there women working with you who’ve taken leave and can advise you? (See Chapter 7, “Making Your Life Work,” for questions to ask employers when you are thinking about taking maternity leave or about flexible work arrangements.)

				

				
			

			
				
				
				
				
					
					
				

				
					
				

				
					
				

				
				
				
					
					
				

				
				
			

			
				
				
				
				
					
					
				

				
				
				
				
				
				
						How many women are there in senior management, and at what levels?

						At a firm: How many partners are there, and how many are women?

						What is the career path for this job (what would be the next position up)?

						What are the opportunities to move from line to staff and back again?

						How are work assignments made? Do supervisors ad-lib them or is there a formal process that management uses to make decisions?

						What is the success profile here—for the job and for the company?

						What is the work culture like (client-driven, face-time-focused, etc.)?

						Is there a formal mentoring program? How does it work?

						Is there a women’s network? What does it do?

						What kind of training and development is offered?

						Is there a formal process for performance appraisal?

						What flexible work arrangements are available? Do people use them?

						How much control would someone at my level have over her own schedule?
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