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ABSTRACT

Attitudes of others toward women in management and
the attitudes of women managers themselves are discussed. Research
concludes: (1) Employers may be reluctant to place women in
managerial positions, but internal constraints on women such as lack
of motivation, fear of success or possession of rersonality
characteristics incompatibls with the assumption of managerial
positions may limit access. (2) Accessibility is restricted by type
of industry, type of job in industry, and attitudes of management
towvards women. (3) In elementary and secondary schools, the only
factor having any significance for hiring was sex. (4) Accessibility
to positions of leadership may be further limited by lack of
appropriate role models or lack of identification with availatle role
models. (5) Accessibility may be limited by self-defeating attitudes
of women. (MJIM)
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Any adequate assassment of women In management must eventually deal with

RN
both attltudinal and behavioral consideratlons. Attltudes of others towards

women In management and the attlitudes of women managers themselves are two sldes
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of the same question. The Influence of these attitudes and thelr Interactlion
wlll, In turn, help determine behaviors of women managers and those managed.

The need for addressing the tonlc of women in management ts readlly ap-
parent. 1In a time when women are seeklng recognltion of abilttles, facts are
needed., Women may or may not differ from men In thelr managerial skills, |If
data are not collected with regard to such possible dlfferences, placement and
utillzation of women In management may occur In the most convenient or pragmatlc
way, simply to meet governmental regulations, to appease voca! groups of women,
or on the basts of emotional convictlon. .

The Identification of several questions will asslst in considering the
tople. Fflrst, a questfon to which most attention has bren glven, to what extent
are manaéerlal positlions available to women? Limitations on availability will
not only be meanlngful In polnting out difficulties for’asplrlng women but will
A, have profound effects on answers to other questions which may be ralsed since

,\3 - dnly a very l!mlted group of successful women wil] be avallable for study. These

women may not be typlcal of all potentlal wormen. managers. A second quest!on Is.’
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how effective are women as managers? 0o they differ as a sex from men, or
are differences, to the extent that they are found, merely attributable to
lﬁdlvldual differences between people regardless of sex?

In consldering the flrst question posed, that of accesslblllty of mana-
gerlal positlons to womzn, two frameworks must be considered, the external
and the Internal. Mot only may employers be reluctant to place women In mana-
gerlal positions, but Internal constralnts on women such as lack of motiva-
tlon, fear of success, or possession of personallty characterlstics Incompatible
with the assumption of iranagerlal positlions may )Imit access.

That external discrimlnation has occurred Is overwhelmingly evident. Data
indlcate that accesslbility Is restricted by type of industry, type of job wlth-
In Industry, and attltudes of management towards women. HIring of women managers
has been almost exclusively In apparel manufacturing, retall trade, hotels,
hospltals, banking, Insurance, educatlon, transportation, and utillities. Even
within these organizations, women are generally placed In management Jobs where
expertise Is the basls of authority rather than the authority of the position
itself within the organizational structure.

Even [n occupations where management positions have been open to women,
sex discrimination Is manifest. Taylor (1973) in a study of administrative
selection In elementary and secondary schools has found that the only factor

havfng any signlf!cance for hiring was sex Age, type of pos!tlon, length of

7,  experlence. stze of school, distrlct of background had no. va!td correlatlon wIth'

= ',the hlrlng process. Th!s was true, Taylor pofnts out. desplte research on ed-‘f”“’ ' "5
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knowledge of teaching methods and techniques, and thelr abllity to galn posl=
tive reactlions from teachers and superiors. |

To further demonstrate the discrimination which has occurred tn educatlon-
al management, according to data collected In congresslonal hearings (1973) 85%
of the teachers In elementary schools are female, but only 2!% of the elementary
school princlpals and only 3% of the high school princlpals., At the college
level, only 1% of the college présidents are women, most of these belng In Cath-
olic women's colleges, Oltman (1971) found that 21% of the Institutlons of high=
er educatlon had no women trustees. The percentage was even lower for schools
greater than 10,000,

AccessIblilty to posltions of leadershlp may be further 1Imited by lack of
approprlate role models or 1:<k of ident!Iflcation with available role models.
There are obvlously many fewer successful women managers than men avallable as
models to women consldering professlonal careers. Not only {s sheer'ngmber of
women In management Important In developing expectancles of approprlgteness of
career cholces and probabllities of success In women, but to the extent that
specific skills are requlired by women to succeed, the opportunitles to observe
and learn these skllls Is very limlted.

Avallable male models may differ markedly in thelr treatment of females,
spending less time with them In !nformal sltuatlons, sharing fewer perceptlons,
and recommendlng them for Jobs or brOmotIOns less often. |

In additlon to external restrletions to obtalnlng managerial posltlons,

n5{} accessiblllty may be I!mtted by self defeattng attltudes of women. The concept

' cedfbv;Horner has been much clted., SOme recent researcheup°{"”
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are more fearful of success In al! sltuatlions than men.

A seif-1Imiting factor to women need not be as apparent or Intense as
denoted by the term ''fear' however. Rather sex-role stereotypes may operate
to Vimit such entry. A conslideration of thls possiblllity Is related to the
second question posed in thls paper, what are personal characteristics valued
In leaders and do the sexes differ In these characteristlics?

A group of Investigators (Broverman, 1972) has described the pervaslveness
of sex-role stereotypes which are shared by both sexes. Women, as well as men
percelve women as less competent, less independent, less objective, and less
loglcal than men, while both sexes view men as lacking Interpersonal sensitivity,
warmth, and expressliveness In comparison to women, Of greater signiflcance Is
that "mascullne tralts'' are Judged to be more deslrable, not only by men, but by
women as well, The magnitude of the effect of growlng up with these pervaslve
cultural sterotypes upon women's self-esteem can only be estimated. The poten-
tlal handlcap created for a woman as she acts In any adult role must be recognlz-
ed and dealt wlth, Moreover, such sterotypes are of particular Importance as
women approach and assume leadershlp roles.

Sex-linked sterotypes have also been demonstrated to relate speciflically
to personal characterlistics valued in leaders. In a questlonnaire study of women
In management posltions and thelr superiors, Douglas Basll, Management Pro-
fessor at the Unlversity of Southern Callfornla, (1972), asked both these groups
to llist personal charaoterlstlcs valued In Ieaders. Both men and women essen-

: tlalty agreed on the Important tralts for |eadershlp.v However, respondents were ,f..}{:

"'f*,Jurther as ked whlch of these attrlbutes are possessed by women.» Of the elght




5 = Uehling
the top four ranks were not Judged to be characteristic of women. A ninth
ranking characterlistic, '"attentlon to detall' was Judged valuable In leaders,
but not essential for top management. It was agreed by both sexes that women
possess this characterlstic. A group of college students were glven the same
questlons regarding personal characteristics essentlal for leadership and
further asked the extent to which men and women possessed these traits., The
results were the same as for the males and females In the princlpal study.

Scheln (1973) In a recently conducted study among mlddle managers In nine
Insurance companles found that characteristics attributed to adult men by these
managers correlated positively with attributes viewed as characteristic of
successful middle managers. However, characteristics and temperament of adult
women correlated negatlvely with those of successful managers. Still other
studles have found differences In perceptions of the sexes as thelr personal
characterlistics relate to leadership. These findings can be summarlzed as at-
tributing to men greater deliberative and risk-taking qualities than to women
while women are vlewed as having greater strength In personal attractlveness and
warmth.

implicatlions of all these findings are provocative. Men In management
positions, men managers with females reporting to them, students wlthout mana-
gerlal experlence, and even women managers all appear to concur In thelr Judge-
ments of leader charucterlstlcs and the sex linking of these characterlstlcs.

iAOne might argue that these opln!ons are so unlversally held because they reflect G

“.reaIlty.‘ However, the cr!terlon for reaitty 'n thls case must lnc!ude sltuatlon-?_“{,
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fallure are often Intrinsically tled to Judgements which are culturally deter~
mined. Even greater object!vity may be needed in designing and conducting
studles Investlgating sex as a performance varlable than other varlabies.re=
lated to performance.

The remalnling questions Initlally posed by thls paper having to do with
goals, styles of leadership, and effectliveness of women.ln management have not
been answered. Few data are avallable to provide these answers. Some have
assumed that women wlll differ I'n management skllls and styles and proposed
that training sesslons take these d!fferences Into account, Loring (1972) has
described types of managerial envl;onments which will facllltate movement of
women Into managertal roles. |If, In fact, a corretation does exlst between
managerial environment and ease of access to managerlal positions by women, It
can be hypothestzed that women emerging from these envlronments will be llkely
to adopt that managerlal style. Clearly many hypotheses are possible and need
Investigating. Are women selected for particular management positions because
thelr personal characterlistics are consistent with cultural stereotypes and
Jjudgements of attributes needed In that particular position? Will women who
are viewed as personally warm, supportive and attractive be selected rather than
woilen who are deliberative, manlpulative risk-takers? Will men also be selected
on the basls of stereotypes? WI1l those who are empathetlc and sensitlve be
passed over for managerlal positions? How effective Is aoy managertal style re-.

'fgardloss of sex? Does sex Interact wlth partlcular styles to produce better or

er_ 1w9r$e:re§ult§? we are oVerdue !n provldlng answers to some of these questlons. 93977““'
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