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Leading Change?

• Requires clear vision and understanding of where one is and 
one wants to go!

• The ability to communicate that vision and bring the 
community on the journey

• The ability to implement, monitor, follow up and hold the 
appropriate actors to account.
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What Are Higher Education Institutions?

• Complex organisms 
• Fostering extra-ordinary variety of intellectual, 

scientific, cultural activity
• Important medium for conserving, extending, handing 

on to future generations the intellectual, scientific, 
artistic heritage of mankind.

• To enable flourishing we must not take too short-term or 
too purely local a view.

Collini (2012)



The 21st Century University?

• Universities in 21st century – never more 
numerous or more important.

• Never more lacking in confidence,  or suffering 
greater identity crisis.

• As leaders we need to consider the core values 
and activities that are encapsulated in the 
concept ‘university’ – what are our core 
function(s) – Aristotelian sense.

• If we understand and nurture core functions we 
can enable flourishing



Universities: Huge Diversity 

• Best thought of as “family resemblance”
• Characteristics: modern university, at minimum:

– Provides post- secondary-school education, 
• ‘education’  = more than professional training. 

– Furthers some form of advanced scholarship or 
research

• whose character is not wholly dictated by the need to solve 
immediate practical problems.

– These activities are pursued across disciplines.
– Some form of institutional autonomy as far as its 

intellectual activities are concerned.
Collini (2012)



What Are Universities For?

Universities:
– Extend and deepen human understanding
– Transmit knowledge  - cultural, artistic and scientific
– Curate knowledge, intellectual, scientific, artistic  heritage
– Provide general and professional education
– Contribute to socio-economic development and growth
– Should enable tolerance and acceptance of difference
– Should embrace diversity as a bedrock for community and 

scholarship?



Why universities should be worried!

Universities will not survive .. unless university leadership realises that 
the working conditions they offer dramatically reduce the size of the 
pool from which they recruit. We will not survive because we have no 
reason to believe we are attracting the best and brightest. When 
industry is the more attractive employer, our credibility as the home of 
long-term, cutting edge, high risk, profoundly creative research is 
diminished.
The answer here lies in leadership and in changing our current culture 
to build a new one for new challenges. The job is significant and it will 
require cutting edge, high risk leadership team work to succeed. 

Curt Rice 2012



Why Irish HE Needs to Change

• Gender profile – HEA Stats 2018

• The business case: ensuring a sustainable, flourishing system

• The social justice case

• The research case!
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Research Impact   
Nature 550, 32–33 (05 October 2017) doi:10.1038/550032a 



6 Steps to Gender Equality

• Know the facts
• Recognize that gender equality is not exclusively a women’s 

issue
• Get the leadership of the organisation on board – crucial that 

they embrace importance of this issue
• Set specific and concrete goals
• Identify champions
• Create contexts for accountability



Irish Higher Education and Diversity

• Contingency, vulnerability, adaptability, recognising the 
provisional nature of knowledge (and control); all of this 
implies the need for diversity of disciplines, gender, 
ethnicity and experiences among our leadership in both the 
national and the international arena.

• Where are women and academics from ethnic minorities in 
terms of our leadership teams? 

• Ireland has particular issues in this regard: historical, societal, 
cultural… 

Office of the Vice President for Equality and Diversity



Women and Universities

• Low number of women in senior academic grads – full Prof… 
• We are potentially wasting up to 50 % of our leadership 

capacity in the Irish University sector at the most senior 
levels…. 

• Beware of the starry emporium – Harvard, Oxford, U Penn …
• Following affirmative action 43% of universities in Sweden 

are led by women. 
• What is wrong in the Irish system…. Likely many things…
• “Careless” environments, and hungry institutions, women’s 

choices and role models…
Office of the Vice President for Equality and Diversity



1. It is only a matter of time before women reach the top of the 
academic ladder

2. Universities and research institutes are liberal, meritocratic 
institutions united in a commitment to academic excellence –
only the best get to the top

3. Women are not as ambitious as men and do not aspire to senior 
leadership roles in academia

Common Myths



What the Data Suggests

Taken together the data suggests a “pervasive culture of 
negative bias – whether conscious or unconscious – against 
women in academia”

Ledin et al (2007) 



Small Difference, Big Impact

• Small bias translates into big impact on career over time
• Martell et al (1996) commenced with equal numbers of 

females and males:
– Examined impact of 1% point difference in explained 

variance in work performance ratings. 
• Results: after successive promotion rounds numbers of 

women fell dramatically to 35%



HEA Benchmark Data (Institutional Staff 
Profiles 3 Year Average, Dec 2014-Dec 2016)

NUI Galway All Irish Universities

%Male %Female %Male %Female

Lecturer 46% 54% 49% 51%

Senior Lecturer 67% 33% 64% 36%

Associate Professor n/a n/a 71% 29%

Personal Professor 84% 16% n/a n/a

Established Professor 87% 13% n/a n/a

Full Professor n/a n/a 79% 21%



HEA Benchmark Data 
(Institutional Staff Profiles December 2017)

NUI Galway All Irish Universities

%Male %Female %Male %Female

Lecturer 48% 52% 49% 51%

Senior Lecturer 57% 43% 59% 41%

Associate Professor n/a n/a 66% 34%

Personal Professor 83% 17% n/a n/a

Established Professor 88% 12% n/a n/a

Full Professor n/a n/a 76% 24%

[1]NUI Galway does not have an Associate 
Professor equivalent grade.



A Particular Blind Spot

If one does not recognise a problem …
 Academics, rigorously trained to be objective are 

expected to be and expect themselves to be objective 
– in determining excellence for example.
 People who value their objectivity and fairness are 

particularly likely to fall prey to biases – off their 
guard.

Morin and Miller (2001), Uhlmann and Cohen (2007)



1. Leadership and governance (3)
2. Policies and procedures (11)
3. Capacity building and training (8)
4. Monitoring and implementation (2)

NUI Galway Tackling the Problem: 24 Recommendations 



1.1 Governance
1.2 Resources
1.3 Committees

1 Leadership and Governance



2 Policies and Procedures

2.1 Gender quotas
2.2 Guidelines for promotions
2.3 Academic grades
2.4 Workload
2.5 Bullying and harassment
2.6 Returners fund

2.7 Funding of leave
2.8 Core hours
2.9 Parent support programme
2.10 Role models
2.11 Gender Impact 

Assessment



3.1 Unconscious bias training
3.2 Management
3.3 Competency framework
3.4 Support staff promotions scheme
3.5 Mentoring
3.6 Women’s leadership programme
3.7 Research staff development centre
3.8 Postgraduate research students

3 Capacity Building and Training



4.1 Data collection

4.2 Gender Action Plan

4 Monitoring and Implementation



Colour Key
Completed

On Track

Increased risk of missing agreed timeline

Yet to be activated/high risk of not achieving agreed timeline

Gender Equality Action Plan 2016
Recommendation Lead Actions Responsible Timeline Progress

R01 Leadership and Governance

Ensure that the University has in place appropriate arrangements to guarantee clear and consistent leadership, responsibility, accountability and oversight of gender 
equality and diversity

1.1 Governance Chair of Údarás / President/ Vice 
President Equality and Diversity 
(VPED)/ Rúnaí

In consultation with the newly appointed Vice 
President for Equality and Diversity, the University 
should put in place appropriate governance 
structures, including a Committee of Údarás na
hOllscoile for Equality and Diversity and an external 
advisory Group.

Vice President for 
Equality and 
Diversity (VPED)

By end of 
December 2016

1.2 Resources VPED and Chief Operating Officer 
(COO)

Reflecting the importance of the role, the University 
should ensure that the Office of the Vice President 
for Equality and Diversity is fully resourced.

VPED, COO By end of 
December 2016

Grade 4 FT post being 
advertised March 31st

2017

1.3 Committees VPED All committees and working groups within the 
University (including the University Management 
Team, Academic Management Team, support and 
promotions committees and interview boards) 
should be comprised of a minimum of 40% women 
and 40% men by the end of 2016.  Furthermore, a 
target should be established that by the end of 
2018, 50% of the chairs of these major influential 
committees should be women.

Chairs of 
Committees, 
Working Groups 
and Selection 
Boards

By end of 
December 2016

Interview panels now 
comply. Data collection re 
school and college level 
committees in hand. 
Academic Council 
membership working 
group due to make a 
recommendation to AC in 
Feb 2017.



R02 Policies and Procedures

Ensure that all policies and procedures – and their implementation – support all staff to reach their potential and achieve an appropriate work-life balance

2.1 Gender quotas Registrar and Deputy President The University should introduce mandatory gender 
quotas for all academic promotion assessments and 
competitions. If necessary this policy can be phased 
in over a maximum of two rounds. The quotas 
should be based on the flexible cascade model i.e. 
the quota to be promoted should be based on the 
number of women eligible for promotion at the 
grade below.

Registrar and 
Deputy-President, 
Vice President 
Equality and 
Diversity, An Rúnaí

Over next two 
SL promotion 
rounds

Proposal on quotas for an 
SL promotions round in 
AY2016/17 approved by 
Údarás in December 2016 
meeting

2.2 Guidelines for 
promotion

Registrar and Deputy President, 
COO in conjunction with Human 
Resources Training and 
Development

The University should develop comprehensive 
guidelines and application support materials for all 
promotion schemes.

Human Resources 
Training and 
Development in 
conjunction with 
Registrar and 
Deputy-
President/Chief 
Operating Officer, 
Vice President 
Equality and 
Diversity (VPED)

As above Guidelines and support 
materials developed and 
ready for circulation for 
the SL promotions call AY 
2016/17

2.3 Academic grades Registrar and Deputy President, 
President

The University should review its academic grading 
structure and consider introducing, on incremental 
scales, new grades of Associate Professor and 
Personal Chair.

Registrar and 
Deputy President, 
VPED

AY 2016/17 -
2018/19.

Early consultation 
initiated by the Vice 
President for Equality and 
Diversity during July -
October 2016



Leading Change?

• Requires clear vision and understanding of where one is and 
where one wants to go!

• The ability to communicate that vision and bring the 
community on the journey

• The ability to implement, monitor, follow up and hold the 
appropriate actors to account.

Office of the Vice President for Equality and Diversity



Thank You!
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