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M erial Woma Male-dominated O

PEEPTI BHATNAGAR

Abs tract

Though Indian women have been joining mahagerial ranks in
gfowing mumbers, little research has been conducted to investi-
gate their problems in the male-dominated world of work. Basad
on a review of literature, this paper suggests workplace integra-
tion, non-availability of mentors, problems of token status, con-
flict betueen sex=-roles steraotypes and work roles, sexuality and
the workplace, evaluation and attribution of women's performances
problers of playing the leader and differential treatment in per-
sonnel mattars as.'some of the issues which meed immediate attem—

tion of resesarchers.



Hoy Fairly is the Fair-sex Treated’ Ap Anenda foOr Researeh

on Managerial Women in a Mala-doninated Uzganization®

DEERPTI BUATNAIAR
Indian Instituis cf Management
Ahmad ebad

The managerial woman often evnokes mixed reaction. There are
people who hail the entry Of women intd management =8 a triumph of
the equal rights movement; and there are those who see in this trend
a seriows threat to the irstitution of the family a8 well e to the
organizatiors which choose to hire women as managers. The issue of
women in management, aven before taking off the ground, has got en-

tangled in a web of emotioms, myths, half-truths and some truths!

Noew that the Indian managerial woman has alrsady arfived'on the
scene, and her tribe is increasing, it is time to disentangle facts
from fancy, and study objectively what it means for a woman to fune-
tion a8 a manager in a malE-ﬁCminated wdrld. The Indiah résearch on
managerial styles and aeffectiveness has so far assumed male occupancy
of managerial positjons, and has limited wefulmess for women managers.
There fore, it is necessary, from the perspective of the academician,
the practitiOner, as well as the policy maker, to undertake research
in this vital area in order to understand the =zspiratioms and apprehen-
sions of the woman manager; her ccnbkripution to organizational func-
tioning as well e5 the rewards she rccsives from her organizations the

individual and Organizatitnal problems created by the presence of a

o O

# This article is bhased on « naper prasentac by the author in the
National Conference cof Wemen Entreprencurs&Exacutivess Their Roles,
Probless & Opportunities, "'3w Delhi, rebruary 19-20, 4965,



woman manageT, and strate?ies for coping with those problens 3 and

the future that awaits the managerial woman in Indian organizations.

The objective of this article is tO suggest, on the basis of
a comprshansive revisw of literature, sOme directions for research
on the Indian woman manager. Singe our major concern is the work-
world of the woman manager and what it means further to work in a
male~dominated organization, we have restricted our review of litera=-
ture to these issues only. Other issues like the impact of working
woman on the irstitution of the family and problems of work and
family interdependence, though important, are outs ide the s cope of

this pap®8r.

In our effort to develop an agenda for ressarch On the Indian
managerial uoman,lue have relied heavily on the studies conducted in
the West. Work dome in India in this area is woefully inadeguate and
in fact the objective of this paper is to stimulate greater research

in this arfa.

Though reny maople, non oz 221l of% wemen, hold a unisex view of
the woman menager ("A manager is a manager i8 a manager, and sex does
not matter“), commons ense denotes and rasearch confirms that a woman
manager faces a number of gender-related problems over and above the
problems faced by a male manager. This paper highlights some such

problers s



1. Problems of Integration:

(ﬁorkplace integration is the first problem facing
any new entrant to an organizatiOHS) Tt is important for
a newcomer to belong to a peelr group, yvet in a male-domi-
nated workplace, the arrival of a female newcomer creates
disturbances in the male-network. Her very preseﬁce, ir-
respective of her behaviour, creates difficulty because
the previous male network stands threatened (Wolman and
Frank, 1975). Male colleagues cope with this unfamiliar
situation in subtle ways. As Kanter (1977) has reported,
the entry of a new type of a member in the male-group
results in polarisation. She found that in the presence
of women, men tended to emphasize what they could do "as
men", in contrast to women (1ike sharing off-colour jokes
and power-oriented war stories, and prefacing them with
apologiés to women present) . Bernard (1964) has reported
the exclusion of women from the social network. (Women
managers in such situations are involved in purely wWoOrk~
related matters and systematically excluded from all other

- informal interactio€E>

Hagen.and Kahn (1975) on the basis of their study
of competent women suggest that a competent woman would be
given the status commensurate with her perfofmance, but
her male colleagues will not 1like her. They conclude that
“The fact that she will not be liked when competent, how-

ever implies that the atmosphere - the reinforcement con-
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tingencies -~ will work against her performing well. There-
fore, high ability women may not perform upto their poten-
tials" (Hagen & Kahn, 1975, p. 372). This lends support to
Horner's theory (1969) of fear of success which postulates
that women have a fear of success becausz of the incompati-
bility between achievement and femininity. Horner (1972)
emphasises the cultural constraints that are mediated through

sex=-role expectations.

Often women isolate themselves by withdrawing from
social situations so that their male colleagues do not feel
constrained. As Epstein (1970) has reported, "Some of the
women lawyers I interviewed, for example, avoided joining
colleagues at lunch. One commented "Sometimes when the
natural thing to do would be to join an associate and a
client at lunch if you were a man, you feecl, well, maybe
I'd better not. It might be awkward for them" (p, 176).
This exclusion, whether other-, or sSelf~imposed results in
loss of valuable soft information about the functioning of
an organizétion, and the loss gets aggravated in organisa-
tions where new knowledge and ideas flow heavily through the

informmal network (Nieva and Gutek, 1981).

The Non-availability of Mentor:

A mentor is an organizztional godfather who helps a
newcomer break-in easily into the organization and get assi—

milated into the system. He/she gives a newcomer special



inside information as well as valusble advice (Wells, 1973},
and takes personal interes in grooming a bright youngster
for a challenging profecsional éareer. Yet, as Epstein‘
(1970) bas cbserved, women rarely get sponsored in this man-
ner because the mentors, malnly males, assume a lack of

career commitment in females and are unwilling to stake their

professional reputation in inducting a female ‘apprentice’.

Problems of Token Status:

Ranter (1977) has proposed that if women as a cate-
gory comprise(?ess than 15%>of the total workgroup in an
organization, ﬁhey are viewed as htokens“ representing their
category, rather than as individuals. JSuch female 'tokens’,
if in managerial positions, are included into the male net-
work and bestowed power and accesSs as a representative of
the female manager. However, this influence and access is
not available to all deserving females, and it separates the

representative further from the populatién she representsi

The effect of token position or solo status has been
studied by Taylor et al (1978). Using college students as
subjects, Taylor and her colleagues found that in slides
showing mixed sex groups, the tokens whether male or female,

were found to be more prominent on a number of dimensions

" than a person in a more sex—balanced group. They also re-

.ported that solo status evokes more extreme evaluations in

positive as well as negative direction.



@he visibility due to token status creates perfor-
mance pressures for women, They are under gonstant Lime-
light: though they have the advantage of weing noticed, it
is oﬁgen offset by the stress of being observed all the
time:) Cooper and Davidson (1982} report tnat professional
and managerial women in token status experience specilal
stresses not felt by men in simllar organizational posi-
tions which include overload, visibility, being a test case
for future women, lack of female role models, etc. Out of
60 women managers studied by Davidson and Cooper, some did
complain of the disadvantages associated with high visibi-
lity; many viewed their lone female status as a challenge
and enjoyed the visibility. Howéver, guoting the work of
Harnett and Novarra (1979), Cooper and Davidson conclude
that the responsibility of representing the entire social

category is often a major stressor for women in a solo

status.

Stereotypes
Conflict between Sex queéand Work Bole:

Women managers often face role-related conflicts due
to the prevalence, even in work situations, of strong sex-

role stercotypes and prescriptions for "desirable feminine

. behaviour", which clash with "desirable managerial behavi-

‘our", In order to compete successfully in a male-dominated

. enviromment, women have to be sufficiently aggressive. Yet,

in order to retain their "femininity", women should not



appear to be too assertive. Fogarty et al.(1971) have
found that women managers have better chances of being
accepted by their male colleagues if they do not under-
play their femininity. Yet the attributes associated
with femininity like dependency, warmth, emotionality, etc.
are considered unsuitable for upward climb on the manage-

rial ladder.

C“A very revealing study of sex-role stereotypes
by RBroverman et ale (1972) shows the existence of strong
stereotypes about dirfferent characteristics of men and
women. They report that the attributes ascribed to men
are positively valued more often than those ascribed to
womeé) The positively-valued traits form a cluster of
related behaviours which entail competence, rationality
and assertion: and the positively-valued feminine traits
form a cluster which reflect warmth and expressiveness.
Since more feminine traits are negatively valued than the
masculine traits, women tend to have more negative self-
concepts than men and show a tendency for self-denigration.
Kanter (1977) has alsc found that behaviours that charac-
terise the dominant male-culture are not acceptable behavi-
ours for women. Yet the typicél male behaviour (the‘com—
petency cluster) is often seen as desirable managerial be-

describes

haviour. McGregor (1967), for example,/a successful

manager in following words: "The model of the successful



manager 1in our'cultuFe is a masculine cne. The good manager
is aggressive, competitive, firm and just. He is not femiw-
nine; he is not séft or yielding or dependent or intuitive
in the womanly sense. The very expression of emotion is
widely viewed as a feminine weakness that would interfere

with effective business proéess (p. 23)",

These conflicting expectations place women managers
in an irresoluble dilemma: if women managers want to retain
the approval of people, they must be warm and expressive;
yet if they want to succeed managerially, they must give
evidence of possessing the competency cluster. The female
sex role and the managerial work role thus become mutually
exclusive. As Nieva and Gutek (1931, p. 59) observe: 'If a
_woman is successful at work, she becomes, almost by defini-
tion, less successful at being a woman.,., A woman typical=-
ly rursthe risk of alienating her male enviromment if she
gomes on too strong and of being totally ignored and sup-

pressed 1f she comes on too weak'.

Many a time, gender-related roles tend to be carried
over into the work place, Even professionally competent
women are side—tracked.into service roles where they are
supposed to play the traditional 'helping female' by render-
ing assistance to another, more visible role generally occu-

pied by a male, Thus, women are absorbed in dead~end posi-



tions where they cannot demonstrate their skills and poten-
tial for higher positions, ?nd therefore, are bypassed by
more deserving males, with a 'proven' record of competence.
Women axecutives afe often expected to perform the "strok-
ing" function and to stay away from the fight for power and
position. Cooper and Davidson (1982) report the underutill-

zation, and undervaluation of women managers.

Sexuality and the Workplace:

Research on women managers also take into account
the sexuality that women bfing with them to the workplace.
Quinn (1977) has reported more negative than positive conse-
quences of women's presence. Thé negative consequences in-
clude distraction of men; their tendency to take long lunch
breaks: excessive delegation to women; execessive sharing of

sensitive information, etc.

As against Quinn's study which represents a concern
about women exploiting their sexuality to gain undue organi-
zatlonal advantages, a number cf studies have explored the
problem of sexual harassment of working women, including
managers. Gutek et al (1980) report that 10 to 15 percent

of women have to leave thelr jobs because of sexual harass-

" ment. Benson and Thomson (1980) have analvsed the sexual

harassment in temms of its short-term impact -- {(women
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using avoldance strategy and in the process losing valuable
work opportunities) and the long-term impact (lowered career
comnitment of women)., Both these effects have lmportant

“implications for the integration of women in the workplace.

To sum up, research indicates that workplace integro-
tion poses a number of dilemmas for the woman manager. SsShe
must retain her femininity to enjoy the approval of her
" peers, yet the possession of these-attributes disqualifies
her for the next promotion because a successful executive
to the common mind is essentlially a male model. She must
represent her category as =z token, yet must maintain her
distance from other females in subordinate positions. Pre-
sence of women disrupts the all-éale scaial networks so
organizations should hire few wonen, yet it 1s precisely
their small mumber which sttracts so much visibility and
creates dilstraction. Whenever it suits an organization,
women managers should stand out as a procf of crganization's

likeral outlook, yvet they should blend with the male~domle

nated organizational ethos rest of the time.

All these areas including the sexuvality-related pro-
‘blems offer fertile field for research in the Indian don-
text, particularly in the light of strong-cultural patterns
which Imply relative 'male superiority! and 'female inferio=~

‘rity'; marital role patterns in which the power rests with



husband and the wife plays a dependent, submissive role; and
the traditional work patterns in which till recent part men
have been in the dominant position of leadership and women
have played the subservient service roles. Having women in
managerial positions upsets these cultural patterns signifi-
cantly. How the Indian woman managers cove with the issues

of workplace integration is a significant question for research.

e

A second interesting research area is evaluation of
women's performance and perceived causes thereof. This section
briefly presents major findings in this field. Once again, the
studies reported below have bhHeen conducted in the West and

there is a need to carry out similar\research in the Indian

work setting.

A landmark study coﬁducted by Goldberg in 1968 showed
that evaluation of performance tends to be prejudiced against
women. In this study, 40 college women were asked to evaluate
six professional articles attributed to male and female authors
in temms of writing styles, professional competence, profes-
5ional status, and the ability to influence readers, On all
dimensions articles attributed to John T, McKay were evaluated
45 being better than the same articles attributed to Joan T.
MeKay., Interestingly, John was evaluated more favourably than
Joan in all the fields including the more "masculine" ones like
law and city planning and the more "feminine" ones like elemen-

tary school teaching and dietetics.



G&rnmber of other studies have confirmed the existence
of ﬁhis bias which leads to downgrading of women purely because
of their sex. A striking feature of this bias is that it ope-
rates subtly and contaminates objective thinking without the

evaluator's awareness about i§;>

%Ed in the organizational setting it starts operating -
right from the point of selectlon.) Studies by Rosen and Jerdee,
(1974) and Haefner (1977) testify to this discrimination and

show that male job applicants tend to be selected more freguent--
1y than the‘equally-qualified female applicants for managerial
and scientific positions. Other studies (Dipboye, Arvey, and
Torpstra, 1977) show that given identical characteristics of
hypothetical male and female applicaﬁts, males are more likely
to be hired than females and to be offered higher initial sala-
;ries. Deaux and Tayer (1973) found that in general male appli-
cants for a study-abroad programme received more favourable

evaluation than female applicants with identical background.

However, there are some studies which roint to the con-
'trary direction. A study by Jacobson and Effertz (1974) has
found that for the same performance women receive dispropor-
%ionately more praise compared to men. The authors say that
}this could be because women's leadership performance was seen
las unexpected, out of role behaviour and therefore it received

480 much recognition.
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Atteibution of Women's Performance:

An interesting stream of research has proked whether
women are evaluated in the same way as men. Researchers report
gender differences in the perceived cause of performance. &
pecrson's pérformance can be attributed to four major factors
{Welner et al., 1971): ability, effort, task difficulty and
luck. These can be either internal (like ability aﬁd effort)
or external (like task difficulty and luck) and stable (like
ability) or unstable (like effort). A number of studies indji-
cate that.even when womeﬁ are seen as performing well, they are
denied the credit for their performance which is attributed to
external factors like luck; whereas in the case of men the per-
formance is attributed to internal factors like their skill
{Deaux and Emswilter, 1974; Cash etlal., 1977). Coming to the
stabiliﬁy dimension (ability versus effort), again males are
favored over females. For females, good performance is attribu-
ted to effort (which is temporary, unstable) whereas in the
case of males, it is attributed to their ability (which is en-
during, stable). Also, female success in examinations tends to
be attributed to easy courses, or easy question paper (an ex~
ternal factor) whereas male success is seen as.resulting from
thelr ability (Feather and Simon, 1975). The reverse 1s ‘#rue
tor unsatisfactory performance., Female failure is explained
‘more in terms of a lack of ability, than the male failure which
ks often attributed to task difficulty. This relationship bet-

ween expectancy and attribution is explained in the figure

below (Deaux, 1984).



Expectancy Model of Attributions: Actors

Females

Low expectations for
performance

—

™~

v/

Males

High expectatlons for
performance

A

o e e e Failure
" Huccess Failure Success {inconsis-
{inconsistent) (consistent) (consistent) tent)
Attribution to Attribution Attribution Attribu~
unstable causes to stable and te stable and tion to
e.g. luck, internal cau- internal cau- unstable
effort ses, €.J.lack ses, e.g. abi- causes,
of ability Clity e.g. bad
h luck Af
effort

This model indicates that attribution to stahle/unstable fac--
tors basically depends upon whether the performance is consis-
tent with expectations. And these expectations vary depending
upon the nature of the task. ¥For example, 1if £he task is
defined as masculine in nature, females have low expectation
of success and attribute their success to unstable cause like
ammk whereas males with high performance expectations attribute
their success to stable causes like ability. Deaux and Farris
(1977) report no difference in expectations when the task is
labelled as feminine. The generalisability of these results

,£0 the Indian context needs to be established.
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;gaézgng the Leader:

| Though there is little evidenée to sinow that women are
less/more effective than men 1in managerial positions, playing
" the boss entails some differences when the boss happens to be
a female rather than male. Literature contains mixed results
on Sex differences in leadership traits. Although research by
Kahn, Hoktes and Davis (1971) shows males to be more competi-
tive, and work done by Hollander and Haaland {(1965) shows males
to—be less compliant than females, majority of studies includ-
ing Roussell's (1974) have found no sex differences in traits
- usually associated with leadership like aggressiveness, sugges=

tibility, professional knowledge and sense of power.

Studies of leadership styles and gender differences have
thrown up some interesting findings. Certain leadership styles
have generally been associated with different sexes. For exam-
ple, following sex-role stereotypes, female leadership has been
associated more with consideration than initiating structure.
Research by Day and Stogdill (1972), Bartal (1973), Bartal and
Wortman (1975), etc., shows that the stercotypes about the ex~
pressive female and instrumental male leadership behaviour are

unfounded.

- However, the evaluation of the efficacy of certain lea-
dership styles appears to be influenced by the sex of the
leader and the subordinate. For example, Rosen and Jerdee

(1973) reported that a reward style was rated as more effective
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for male supervisors than for female supervisors, while a
friendly-dependent style was rated as more effective for
supervisors of either sex when used with subcordinates of the
opposite sex. Similar results were reported vy Petty and

Lee (1975). Petty and Lee also observed that the sex of the
superior and the subordinate influences the subordinate
satisfaction with the leadership style of the superlor. Male
subordinates reporting to female bosses appear less satis—
fied with their bosses than male/female subordinates under
male supervisor, or female subordinates under female super=-
vigsors. The dissatisfied male subordinates perceived their
female bosses as being lower in consideration (traditionally
associated with typical female beﬁﬁyiour) and higher in ini-
tiating structure (which is incongrgent with sex~role expecta-
tions) than subordinates in the other thrée categories. This
indicates an interesting carryover cf deeply entrenched sex-
rolé patterns, and needs to be particularly probed in the
Indian setting where culture strongly reinforces male~-dominarge

and female-subservience.

Tor a woman manager this trend poses speﬁial preplems.
Being a manager by definition implies . . the ability to get
the work done through other pecple (including subordinates).
But for womem managers the exercise of this ability gets re-
stricted due to non-acceptance of some of her leadershin beha-

viour by male subordinates. Due to cultural factors, the sex



of the woman manager, rather than her managerial competence,
becomes salient, particularly with male subordinates and her
acdeptance as a leader gets obstructed to that extent. Leader-
ship styles and behaviours of women managsrs vis-a-~vis male,
female, and mixed-group subordinates, is once again a fertile

field for inquiry.

Differential Treatment in Personnel Decisions:

A number of studies have reported differential treatment
of women in organizational settings. Shaw (1972) has found
that the gender of the appllcant has a differenﬁial impact on
applicant perCeption and selection decision to the disadvantage
of women. Terborg and Ilgen (1975) ré50rt sex discrimination
in monetary remuneration which has been supported by other
researchers also. On the basis of their in-baslet simulation
Terborg and Ilgen report that although participants hired a
female as Erequently as an identically qualified male, the
female was offered a significantly lower salary, was &assigned
to routine tasks more frequently'than to challenging ones, and
the second year salary offer further increased the initial
salary discrepancy between sexes. This and similar studies
indicate that other factors remaining constant, women tend to
be underpaid compared to their male counterbarts. Some studies
suggest that both males and females expect women to earn much

less than their male colleagues. Indian data need to be col=-

lected on this issue.
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Also, womén's upward mobility in the organization tends
to be restricted. Rousell's study (1374) of educational insti-
tutions shows that women remained for longer periods at the
lower administrative positions than men. The female department
heads had remained in their present position for a longer
period than the males. Similarly, the femal; assistant princi-
pals had remained in their present positionsdsiﬁost twice as
many years as the male assistant principals. Rosen and Jerdee
{1974) report differential treatment of women in promotion and
amployee development decisions. These slow promotions and
discriminatory practices are often justified on the ground
that women care less about their cafeers and professional
growth than men do, that women do not want promotions, - and
therefore do not put in enough effort. Yet, as Nieva and
Gutek (1981) abserve, these responses could be a reaction to
the organizational reality which shows very few women in the
upper echelons, and in order tc adjust psychclogically to this
reality, women themselves scale down their career aspirations.
Likewise many times intrinsic motivators like challenging
assignments are withheld from women on the assumption that
they would not be interested. However rigorous research needs

£0 be conducted to establish the validity of these assumptions.

Coming to hvgiene factors, a survey conducted by Crowley
at al (1973) indicates that women value convenient work hours,

ease of travel and pleasant work surroundings more than men do



and the work of Quinn and Shepard (1974) as quoted by Nieva
and gutek (19881) shows that women do have more comfortable

jobs than men.

The foregoing discussion suggests a number of interest-
ing research questions for the Indian managerial woman. These
revolve round the organizational treatment meted out to her as
compared to her male counterpart. Dces she enjoy the same
salary and perks as her male colleagué? How does her career
profession compare with that of men with comparable background
and in similar positions? Is there any difference in her
training and develomnment, and utilisation vis-a-vis her male
colleagues? Do organizations use\Fhe same mix of motivators
and hygiene factoxrs for the women ménagers as they do for the

male managers?

Summarz:

To sum up, extensive research has been conducted in the
Nest to study the problems faced by women managers. These stu-
dies have explored women's problems of workplace integration,
gonflict between sex-role and work-role, problems of playing
the leader, evaluation and attribution of women's performance,
differential treatment in personnel matters, etc. while each
of these is a significant issue for study in the Indian context,
unfnrtunately little systematic research has been carried out

in our country.
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Though working women have started arowsing the interest of
Indian researchers (Gupta, 19733 Reddy, 1979 lsha, 19833 Hemlatha
aﬁd Suryasnarayanas 1983}, such studias are very few and most of
them deal with women at the non-managerial level, The few articles
dealing with women managers and attitude touwards women managers.
.(Singh, Iyér and Gupta, 1684) serve more t0 arouse geneTal interest
{n women managers, rather than toO report specific rasaarch findings

on issues related tO women managers in the Indian contoxt.

1

There is thus an urgent need tO take up research in this area
and explare the work world of the Indian managerial woman. In the
context of increasing natifnal priority being attached to women as
a social catégory, and the women joining managerial ranks in ;ncreas-
ing numbers, research in this area is indeed overdue, Besides its

academic value, it is of tremendous relevance to the present and
prospective emplOysTS of women as well as tO managers belonging to
both the sexes a8 research would help indicate the extent of utili-
sation/underutilisation of this valuable human résOUrce, highlight
the ;pecific gender-related problems faced by women and also suggest

organizational strategies for overcoming them.
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