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Worsen: Managers Stuck in the Middle? 1
 

Virginia E. 0'Leery 


Oakland University '
 

Promoting women into higher level organizational positions la both a
 

-vital social issue and an important subject for organizational theory 


and research, A number of factors have been identified which serve
 

as barriers for the upwardly ., ";•
 mobile occupational aspirations of women
 

(cf. O'Lcary, 1974, .,1978; Terborg, 1977). Some of these factors such
 

as societal aex-role stereotype*, actitudes toward female competence t
* »•''."'.'
 
tt\
 

and the prevalence of the "male11 oangerial model are external to the
 
• - ' ' " ' •' . 


woman narnelf but"may create barriers to her job-related aspirations.
 
. .•"'.', ;* ' ; ' • 


Recently, Beaaing and Jardim (1977) have identified an Internal factor,
 

7.1? Schien (Chair), Obstacles in the Career Paths of Professional 


'. OymyosJLusi preaented'at the amual convention of the Aaerican 


association, Toronto, September, 1978. *
 \
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the absence of long-term causer commitment, that nay serve to Inhibit 


the successful transition of women from supervisory to managerial
 
. " * >
• . *
 

positions. This transition is critical to th« career pathing of those
 
• ' " '""'• '' N.x 


women who asplr4 to positions of power and prestige within organization*:
 
• *
 

positions that have been reserved for men traditionally.
 
. : ' ' ' ' '
 

In Banning*and Jardia' € view the clos'e, non-delegative style,
.•''•.' i ' 


heavily dependent on self for performance and on formal structure and
 
. %
 

rules to define that performance represents a survival strategy for 


women along the path to middle management. Unfortunately, this very
 

strategy, which is so effective in earning them accolades as outstanding
\
* . •
 
supervisors inhibits women's prospects of raving beyond that role.
 - ' • ,• ' -A * ••
 
In contrast to men, who'see the problems facing theot as they move into
 

1
higher level management as centering on the people around them (i.e. on 


their abilities); women perceive the problems faclng^iem as centered 


on themselves (i.e. on their own capacities or Idck thereof).
 

Women's inward preoccupat ^n, fostered by their socialization as 


"females", dulls their ability to assess other people objectively;.*' 


to view others in terms of the impact they have on their own adequacy., \
 
* ^-\
 

As a result, they find it difficult to move from the- role .of supervisor-


specialist 'to that of manager-general1st, and to utilize knowledge
 
— * • • ' # 

about group process In order to further their own,goals.
 

In order to illustrate this phenomenon let,me shate with you a
 
* - *
 

mixed-sex group interaction^ In which I was recently invovled. .1 was. 


one of two women faculty members of a nine-person university-wide _ -^ 


Faculty Retention an^Promotion Committee. We were considering a case
.."" -• '.v'•-..-'• •-"• * ••"• *••'••" "'••'"
 
involving » colleague WBO had presented some research,, as part of a ... .
 

dosalar, which included d|ita incorrectly analyzed and Interpreted,
•' .*•'• . . .• ' • .... -. • -•«—- '. '••-'. .
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Hesitant, to confront the issue directly, the members'of the committee 


who had experience with empirical research spent considerable time 


"talking around" the real question. My female colleague, who was
 
* / 	 •

elected as the Humanities representative to the committee, finally 


tlced of the evasions and asked .whether, in our view }th> ^Individual in 


question was naive or diahonest. A 45 second silence ensued, during 


which time there was a great deal of squirming. Someone then changed , *
 
• * • 	 *
 

• 	 the subject. .That evening she called me, upset because she had 


"displayed her ignorance of science" to her peers. She was flabergasteti 


when I explained that the response to her question was not an embarrassed 


response to her "dumb" question, but an unwillingness to face the. issue 


directly. She had focused inward, and misread the situation*! cues.
 
e»
 

Using environmental cues strategically in order to influence others 


maybe a learned response more characterstic of males than.females..
 

The socialization experiences'of boys emphases the importance of •
 
• " / 	 • » . .
 

team effort, fhey learn early 
' 	

on the football 
* 

field 
• 

that 
* 

accurate
 
*
 

• 	 aim mean* little unless th«y can accurately access the probability that 


the receiver' will be there to catqh the ball*/ Girls do not often share
 
• *
 

such experiences. They are not trained to monitor environmental cues
**• >.'••' " 

strategically in such a* away as to enhance their ability to influence others.
 

In"his original formulation of the 
•*•"'-	

self-monitoring construct, Synder

' •
 

1 	 ' 4
 

• 	 (1974) defined it as "self' observation and self-control guided by situation*! 


cue* to ^social appropriateness" (Snyder, 1974, p. 526). Since that tine, 


to ha* ntfiaexi tie deflntion tHe construct to reflect the "use of
 

•kill*
"•* 	" ; '• 

for 
"- ' -, * 

tto 
. '' -.' 

puinpoaW 
.-. ;' , •-."•'. ' 

of Ibn^reasion management" 
'.'"-.'.•''
 

(Synder,


fe^j^^V/-'^r^.v''.v : -:.';.- ! ? - ""• : . • '- '"'•• '• •- ; :
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In order ij<) |pxplore the hypothesis that these particular skills 


are disportion*t^ft.? represented in samples of males as compared to females,

• ' iVil!'"
 

, Snyder's-(1974)ijfjiXf Monitoring Scale wes administered, to several-"
 

of aale:itibd female undergraduate students, MBA students, and
 -•»-.'- r • ' 


i persons employe^!fin supervisory and managerial" positions.
 

In order to>'fseertain whether or not consistent sex differences 


In self-monitoring" scores, favoring males did exist, Snyder's (1974) 


SM scale was a&9falstered to a sample 'of 263 students (174 female; 


89 male) intro fu£ttory level social science courses at- a moderate-sized 


mldwestern unllpeqsltyv The mean sccre for females was 10,71, for males 


12.59. This difference was significant at the .01 level. Slmiliar ' 


analysis of thii$MS scores of 36 men and 244 women, enrolled In a full-

U\l ' •:
 

tiofc MBA programs ,faile^ to reveal significant differences between groups,
 
Vi '1 "• t • ' • •'
 

although In a smfri.ler sample (N"29) of men and women' enrolled In an 


evening MBA program (all of vhom were slmutaaepualy employed full-time)
 

significant differences were obtained In the predicted direction. Males
%'. • • • -»•..••.
 

scored significantly 
'A 

higher 
' 

than females 
- « 

on self-monitoring 
• 

U. 
y—t
 

* 14.3 vs.
 
\ \ 
 * • " "
 

11.*2 p<.01). -."' ' ."
 

Interestingly, the mean SM score of a group*of 89 women-attending

1 * • *, • " ^
 
v *' * ' •
 

a women la middle management; seminar was 11.07. tJnfortunately,, data
 
..... \'* A ' .« - '. . t \ 


for a comparable grlup of m<kn is not yet available, although based on the
 

other analyses reported it Uf'.npt unreasonable to anticipate that the . '
 
.'.'.-' . ' -V ,'"%'v '--:%v ' ' • "' ' 


mem scores of male middle 'mongers will be higher than those of their
 

My own experience leading wor
 for women in middle management
 

credence to this 
_

hypo
" 01 - v.' ./';.. iv.:'.' .•».'»• •."...••.• ' "
 

titreiif Sfttith 'gjroups of 

AfteradminlseerttM the SMS
'\\ . ' . ' •.. ' .. ~
 
e hypotttesU with the* and
 

, :'• .'V. •' -V- •
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was struck by their ready understanding that*: this Inpresslon management
 . >„'"". 


skill we* the yery one that they believitd they lacked, and the one in
 
• . ' '. 


which their male pears excelled. Tbait interest was a pragmatic one,
 
> 


as they wanted to x knov if it was possible to learr to be better aelf

monitors. I believe that self-monitoring- is a,skill that can be taught,
 
9 t
' 


although further research is necessity to specify the key variables
 
•
 

involved in ita aqulaltiion. Needless to- say, such training would be 


of value to both women and nan (not all of whom possess it).
 

Interestingly, in a ve,ry small sample of people employed in
 
.-v.
 

supervisory positions (11 men add 11 women) matched by job classification,
 
•
 

age, and number of years experience which Kay Coleman and I analyzed 


•this week, no slgnifcant .differences in self-monitoring scores were 


obtained. First t the sample .was comprised of persons defined by
 
•
* . ' 


H*m^nff and Jardlm (197?) as specialists. They were not even represetitatives 


of middle ̂ management. Women are not the'only ones who "get stuck in the
 

middle", unable to make the transition. Men do too,and.the sen in this 


'sample may have been those who d,id not have the skills to' move beyond. 


Interestingly the mean SMS scores im this data set were lower for both ._ . 


•ales and females than any I have sampled to date (X * 7.96 vs. 8.46). ' 


Only three of the men and four of the women obtained scores over 12 


(the msrimnm possible score is 2$). If SMS scores are of potential 


predictive validity longitudinal data must be collected, tc* determine 


whether Hiigh scorers" are mote successful in moving up in/the organizational 


hierarchy than their /ow acoring counterpart*,. . . /
 
'
 '• •'•''•. " • . • : / / > ' 


'' \ In closing/ X would'*just like to mention that I have begun to explore
 

the poaaibllity that iaq>reaslon it tactics are differentially
 

and men to reflect the differential goala they are
 

(Balcan, 1966). For exaaple,

-' "•-•''••— "-i.*' - -.•"'... ' -. •••"'. , '. m
 



':4P^.s?>j^>^'y^)^tWJ?^
 

the results of separate Chi square analyses of the 25 items comprising 


the SMS indicate that woman .are significantly more likely than men to
 
• '. "V •*.•••
 

report they are ngood at making other people like them". #en, on the %. 


other fcand, are significantly more likely than women to report, that they 


can 'readily argue for ideas in which they do not believe". Ickea (197b) 


has recently^ made a slmillar suggestion.
 
«••'•• ' ' -••!, »


The results I have reported today, are preliminary,'the interpretations
 
1 ' ' * r
 

speculativet However, 1^ am- hopeful that my exploratory^ efforte have 4
 

stimulated your thinking about these Issues and may-.even lead to future
 
- , • *''•-. 


Investigations aimed at providing a theorectically based explanation
 
* * • '
 

.for the well documented sex differences in occupational achievement with 


•which we have become all too familiar. ,
 

, --•
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