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Abstract

This paper examines the entry of women i1n management and their
career paths in the organization. Three phases can be distinctly
identified. The Tirst phase appears in the fifties. In this
phase Women, men and organization related to women in management
with social structures and modes of relationship. It was a
phase of societal transition where women s entry was related to

job, economic autonomy or finding engagement in activities to do

justice to the education received. The second phase emerged
around mid sixties till early seventies. The women created
opportunities for career paths. Career paths implies a task

orientation and management of competition, collaboration being
evaluated and formal work roles. I£ also meant management of
home /and work interface and workiacqqiring significance in the
life space. The third phase is thé deEade of the eighties. The
concept of professionalization meaﬁt ciavity between social and
formal work roles and the systems. It also meant emergence of
new choices and actions. This paper then examines organizational
context and issues of women in management. These issues revolve
around task allocation, authority, evaluation and promotion,
relationship with superiors, colleagues and subordinates and the
concept of membership the women hold. It then reflects upon thel

current and future scenario of women in management in the

cultural, organizational and role context.



CAREER PATHS OF
WOMEN IN MANAGEMENT IN INDIA

Introduction

India 18 a country where simultaneous juxtaposition of
the ancient and the new, the traditional and the modern, the
agrarian and the technologicel, the rural and the urban and
the east and the west cecexist. The living reality of thece
justapositions 1e experienced in all spherese of life. From
butloch and  ©anced Lai Ll o : mesane 0t conveyance  and
transportation to two-wheelers, cars and planes. and to
farming being cerried out with ploughse pulled by men and

gnimale to mechanired tractore and farm equipment and to

voamen livine an purdah covering their faces from Lhe eyvese of
men o WOmET; working in corporate ottices talkirnig
international business decisione. This trancsition both

social and technological confront women acrosse the country to
take new roles and to walk new paths. Thiz has also led to a
large number of women entering the world of management.

Thie century has witnessed Indian women enter new
spheres of life. From being daughters. wives, and mothers
they entered educational and heslth institutions. They became

teachers and nurses. Came the freedom movement and women in

large numbers joined the freedom stiruggle. Came time for
building the nation - women Joined the educational
institutions and entered the fields of medicine, law,

science, industry and finally made inroads into the tield of

management in formal work and industrial organizations.



According to & UNIDO report the entry of women in
industry in Asia between 1960-1980 rose to 104%. The Indian
experience of women in management suggeste that large number
of educated and professionally trained women enter
prganizations ranging from family., private, public,
government, and multi-naticnale. Women in management are an
integral part of banking., financial institutions and other
service organizations. Farikh [1985], Va- [19 J. HKResearch
studies [198523, Mitra [1980], Mazumdar and Sharma [197%9].
Penaris and Sen 7190171 hrve largely focussed on overall entry
of women 1n  industrial sector. The exact figure and
distribution of percentage of women 1in management are not
available. What is available is that women employed in
public sector between March 1980-1981 rose from 15.08 million
to 15.46 million. This registers a growth‘rate of 2.&67%7 an
that year. The trend from these figures suggeststhat the
women entering management positions is graduallyincreasing.

Entry of women in management confronts women with a
role which is different than the one existed before. Women
like men leave their home equipped with capabilities,
competance and skille for a job in organizations. Once in the
management the women talke decisions. They relate to
superiore, subordinates and colleagues and are holders of
significant responsibilities. Organizations employing women
have to deal with issues of promotion, competition, task
allocatiorn and stereotypes about women collesgues. Research
on wamen in management has focussed on role conflicts the
women experience between home and family or problems arising

out of dual career. Fesearch has focussed on issues of



working motheres and its impact on children and the family.
Another set of research related women in management focusses
on discrimination. Discrimination based on gender,wages,
task allocation, responsibility, statuse, position and or
promotions [Farikh (1987), Maithreyi (1982), Mitra (19 Y,

Farikh (1980), Sinha (1985)].

Scope of the Faper

Thie paper tates a look at the career paths of women
in management. Women's career path 1e closely linked to the
growth of orgerdcotions in Indie. Az cragenicetions in Indie
have grown from small to large, to medium to mammoth [Parikh
and Garg (1984&)1 and to global need for management positions
have opened up. Many organizations have entry tests for
recruitment focussing on job and management =kills. In these
entry tests women succeed in  large numbers, As such
organizations based on the policy of merit recruit women in
management positions. Once in the management positions what
are the career paths of women? What is the organization’s
contribution to their career paths and what are the career
aspirations of women? My experience -of working with women in
management in in-company training programmes and  training
programmed offered at the Indian Institute of Management,
Ahmedabad, 1980-1989, suggests that four decades of women’'s
entry into organizations and management positions reflect
three distinct phases incareer paths. Each phase covers
aboutl fifteen years. Thie reflects changes both in the women

and organizations.



The First Fhase : The Decade of the Fifties
There wetre few women who entered in management
positions in the fifties. These women belonged to families

who had business and either through emancipation or family

crisis entered oraganizations. Some of these women were
educated while others educated themselves given the
responsibilities they had acquired. The number of women

entering in management by choice as a career and as an
economic activity was few. Ace the process of educating women
acguired esignificance and acceptability, there became
available a larger number of women were ready to enter
management. Women's entry confronted men and organizations,
their social beliefs about women and their entry into

management.

In the initial phases ot industirial and
technological growth and settirng uwp of large complesx
organizations the roles women took in management were

marginal and infrastructural service roles. The beliefs that

existed were:

1. Women entered the organirations= were educated and were
waiting for marriage.

2. Those married and not in need of money entered work to
keep themselves occupied to make good use of their

education, and time till the time they had children.

n

Those in need of money once married will give up their
jobs in the organization or at best when the children
came.

4, Those in need of money after marriage will continue to



work and be grateful for having a Job and a steady

income.

The 1initial phases of women’'s entry in  to formal
organirations and manager;al roles created anxiety. doubts
and apprehensions both in the women, men and organizations.
Both men and women had littlie or no experience to relate and
work with each other in formal settings. Often the
relationships at work got translated into social
codificetions of relationships. Depending upon the age the
relationship got translated intoc +the rele behaviour of
daughter, sister or mother. It created problems for women,
athers and the organizations. The expectations and
evaluations of performance and behaviour became a source of
=treze. Demands could not be made, s=ystems could not be
implemented, and the tash reguarement: got vatisted {hrouvagh
spcial responsibilities and expectations. Organizations
themselves anchored in the social context of role
relationships respnded with understanding ef social roles but
did not know how to make task demands in formal
organizations.

Men superiors experienced streéa as well as conflicts.
Neither the women nor the organizations receognized the need
of redefinitions and clarity between the two distinct social
and work roles and systems. They got caught with the pushes
and pulls of two systems and either or choices of which none
was completely satisfying.

At this stage of entry most women had male superiore.
For both it was easier to relate with the framework of the

social system. Social authority was exercised and responded



to.Traditional social hierarchy was maintained and the social
boundaries were perpetuated. There was reluctant acceptance
that women needed occupation so that education which was a
privilege could be put to éond use.

Feresonal history and date of many of these women suggest
that initisally women did not rise very high in the hierarchy
of the organizations. However, many women carried far greater
responsibilities than their designation or <status in the
organization. The women in management had become reliable and
dependable and as surh indispensible in  Lhe organicaliorn.
Like the sccial system in the organization women were taken
for granted but to the women it was good encugh to be
indispensible in their responsibility. They had a job which
yeove Lhos measning, @ sleedy dncome and were meling  good urse
of the education they had received [Parikh and Garg (1982)1].

These women managed the home, children and fulfilled all
the social role obligations. It was unthinkable for them to
state that they were often extending themselves. They hoped
for an understanding of their aspirations and support in
their other roles. Children continued to be brought up in the
traditional way. Children created guilt and anxiety 1in the
women as they were no more like other traditional mothers.
The husband and the extended family espected all social roles
to be fulfilled in the traditional manner. Her work was a
lusury and a privilege given by the busband and could be
taken away if other roles were not fulfilled to the
satisfaction of either himself or other members of the home.
The women had discovered that besides the social roles, work

provided a meaning to them. This created anxiety in the



social systa=m. The women themselves esuperienced work as  a
privitlege for themselves and an opportunity which many others
did not have. Evan 1f it wmeant that their acopomic
contribution added to a different status and quality of life
- the belief was that a man’'s wages were good eaenough and
sufficient for the family. As such, the women 1in the first
phaze of antry held on tenaciously to whatever was available,
whatever was given and contributed their best to both the
system. They fulfillad social role responsibilities as their
duty and sought a sense of fulfiimment in their
accomplishments. However, they remained caught between the -
pulls and pushes of both syztems. Their attitudes as well as
that of the organizations remained rooted in the traditional
modality. This aspsct was most visible in the =phers  of
aubharibty. Women found b Rxbtreomely difficult  to exerciszse
legitimate functional authority either downward with their
male subordinates, rarely upward with superiors for task
puirpases  or  laterally with colleagues for gffective
perfarmance. Th=y could only plead, cajonle, persuade And ar
use social skills to get tasks done. Organizaticonally, it
was difficult for women to a similar career path and growth
as that of their male counterparts. Euxisting cultural and
societal patterns of discrimination and deprivation continued
to maka inroads into evaluation and promotion policies of the

organizations.

The Second Phase : The Mid Sixties and Seventies
These were the sscond generation women who opened new

frontiers. They grew up with education as a reality and



dreams of a different life. They had done well in academic

performance and fared well in competitive exams. Their entry

increased the numbers of women and provided momentum for

career and growth in the organization. This was guite wunlike

their motherse who had -stayed home or the women in

organizations before them who were satisfied with the

responsibilities but did not actively seelk career paths.

These were the second generation of working women who had

aspirations te perform and be rewarded., could walk alongside

men and do as well or better, could deliver results without

seeling privileges of social roles and were not complaining.

They were willing teo stay longer hours, perform and prove
their capabilities. They also demanded from the organization

to review their policies and take stoch of women's;
contribuotion rether than jurt give responsxibs:lziies or  keep
them in infrastructural or marginal roles.

In this phase both the women and the organizatione had
to confront a changed reality. The concept of women in
management was & reality. Over time women‘s aspiratione to
job and career had undergone change. Their role taking in
the social and work systems started to acquire new
dimensions. Some of the new reslities of women in
management in India in phase two of their career path reflect

the foilowing patterns:

1. Women regarded work as an integral aspect of their 1life
space.
2. Income generation and a career choice both were egually

significant.

=, Educated and gualified they aspired for a different role



and life vis-a-vis their mothers and grandmothers.

4. They wanted homes, marriage and children as well as a
career. ¢
a. The women accepted the social traditional role behaviour

from the colder generation but from their husbande,

colleagueg and children they expected understanding and

support in their career paths.

b, In managerial roles the women were willing ts carry
their ehares 0of the work responecshilities but s2lec wanted
pariicipaticn in policy formulation and decision making.
They wanted their voices to be heard as employees and
managers of the tasks and not through social role
relationships.

In essence, the generation of women who entered
management sought jobs and careers which gave significant
meaning to their lives. Work was not just a jJob to manage
their boredom or putting education and investment to
good use. It was signficant in itself. However, it had ite
significance in the social system. In the social setting a
career was an insurance against maltreatment or mistreatment
by the in-laws. It had become a means of respect and
potentials of autonomy and self reliance. The income added to
the social status and a quality of 1life otherwise not
possible.

The women in thie phase were beginning to forge & career
for themselves and create a path in the organizations. EBut
they had no women role models. They made successful men as
their role models. Many women became assertive and sometimes

aggressive. They became ambitious and somelimes competitive.
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To 5Dm@,'wark acquired & larger meaning giving dimension in
their lives. In this role modelling many women were willing
to give up marriage and devote large part of their time,
effort and energy to succeés in work. Work and organization
acquired the role of a husband., Some women married and had
children. They experienced problems in their spouses
accepting the new kind of a wife, mother and the person she
was emerging as. Like the society and culture these women
were part of a transition. They were pioneers who were
defining & role for themselves with new coordinates and new
dimensions. However, one thing was c¢clear, -with no female
organization réle models and emulatiﬁg men  role models 'for
their role taking many women paid a huge price [FParikh and
Garg (1989)71,

The men were anxious and apprehensive about women’'s
emerging ambition and aspirations. They were unable to relate
to their feminity. Women also experienced their feminity as a
liability and pushed it aside. Many searched for meaningful
and satisfying relationships but ended up lonely and
desparate. This further pushed them into work, achievements
and career success. These were the women who unlike their
earlier generation confronted men and organizations with a
women who was capable, successful and as devoted to work as
any men in the arganization. The women were equally qualified
and proved their abilities and capabilities to perform. They
were willing to take responsibilities without seeking
privileges. They were willing to perform and be evaluated for
their performance. They were willing to take challenges and

achieve resultse. the realities of organirzationse acquired &



significance. The social s£ructures and processes did not
keep pace with the emerging trealities of women and their
career aspirations. However, in this phase also the pressure
on women from the families continued to be eaenchaored in
social roles.

The simultaneous beliefs about the traditional roles of
men and women and the new complex realities of new roles
created pushes and pulls in women. My experience suggests
that women in management across countries and cultures
trainec in managerrisl orientation capably perform their jobs,
and continue to carry the stress of managing théif multiple
roles in multiple system=. They go for 1legal rights, for
equal opportunitieé and equal career paths. They hold
idealiz=m of equality and justice and fair treatment, and
value their entry and freedom to work. But they emotively
strugale to legitimise their role, their space in the
organization and their own career aspirations. For example,
organisation structure, tasks and policies of promotion
implied mobility. Mobility implied organisational movement
upward and or geographically. Sometimes. both went together.
Initially, women caught with the domiant modality of social
structures and role taking processes found it difficult to
emotionally accept this organizational process. Home and
children were a significant determinant in making choices for
career paths. In effect, in this phase with all the growth
and understanding., women rarely made choices. They made
compromises.

In the second phase there were some women in management

in India who moved from a Jjob orientation to a career



orientatipn. Thisimplied new choices, setting priorities,
proving their competance, performance in managerial roles,
participating in policy formulation and making decisions. A
significantly large number of women in management created for
themszelves new space, pushed the organization to design new
structures and enhanced their effectiveness by defining tasks
and systems to carve a new role in management for themselves.
They also paved a way for the third phase of career pathefor

women in management.

VIERAM SARABNN LIBRARY
« WOIAN INSTRUMNE OF MANAGEMENG
The Third FPhase : The Eighties vASTRAPUR, AHMEDABAD-330088
This was the decade of the eighties. The women who
entered the organisation in management positions had

witnessed two generations of women who bhad preceeded them.
Many of them had their mothere or a relative as & wage earner
or a career woman. The women in the third phase were also
part of the organization growth and diversification. It was
inevitable that women would strive to acguire a pfofessinnal
orientation. Women invested in their conceptual understanding
acquiring skills and techniques. They acquired & corporate
perspective with its policies and strategies for growth.

A woman in this phase who coped and survived the
dilemmas of jobs and career paths realised that the role
models from men were insufficient to help them manage their
specific realities. It was still possible to have a male
model for the role in the organization for a career but it
definitely we not a model to be enacted from at home. Even

the organization model o©of successful men or leadership

gualities were insufficient in the fulfilment of women



(3

experiencing well-being within themselves. They had teo disown
a whole lot of themselves which left them feeling drained and
stressed. ‘

The model of men in successful career paths meant women
had to Eurrunaer their faminity, sacrifice personal livese and
relationshipz, experience being & mother as a chore and a
responsibility and create dilemmas of choices between one or
the other roles or systems. Women ended up in becoming more
like men managere. For women, work and working in
organization were necessary but for a large sector of. women
in management marriage was equally important and so was
motherhood and social relations.

Essentially, Indian women in management who began with
rob orientation and  workeo  toward to & ceareer end é
professional orientation began to invest in themselves +to
integrate their intellectual qualities and capabilities and
their feminity as a positive strength. They accepted the
simultaneity of strength and vulnerabjlity. Frofessional
orientaton meant the simultaneity of the multiple systems and
role and the courage to define priorities, make choices,
invest in systems and people and continuosly to define and
‘redefine their role in the system.

Women confronted in society as well as in organizations
coexisting barriers and opportunities. Women with a
professional orientation and a careetr path transformed
barriers into opportunities. Women chose key areas to create
their space and differentiated between the essentials and the

non—essentials. They identified a network of support systems

to deal with stress. Essentially, women who =truggled to
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create abprofessinnal orientation accepted their contribution
in the oroanization and created & context so that many other
could enter.

These are the feﬁ women in  management who have
grappled with the meaning of & job and a career and arrived
at a professional identity. They have integrated their social
identify with ites multiplicity of roles, syetems and work
and professional identity. They have learnt to recpond with @
philosopihy of living, core values and action choices.

Many women in management in Indis often do notl have  Lhe
opportunity to move from one orientation to ancother that is
frﬁm & job to a career to a professional orientation. ﬂ?ny
remain reoted in the social traditional modality and as such
job orientetion with foocuse on economic avthonmin s, There are
some others who acquire a career path and the ability to
differentiate between social and work systems. However, the
stress of the pull and pushes of multiple interfaces, people
and systems leave much of their creative potentiale untapped
and not utilized.

One of the difficultiesz for women hacs beern the dilemma
of either or choices. When women have moved from the location
of a job orientation to a career orientation they have
believed that their social roles and systeme and existing
relationships have to be sacrificed. They postulate and very
often rightly so that the social systems, role and
relationsipe anchored in traditional culture become the
barriers and conetraints to their g%owth in career and
choices in the organization. Confronted with this either aor

choice many women opt for limited job orientation and remain



I5

rooted jﬁ social systems, roles and relationships.

Women who choose the career paths believe that cheice
of a career means sacrifice. They either have troubled
marriages and experience upheavals in their personal lives of
being wife and mother. They anchor themselves in  their
organizations and work. This choice also leaves the women
feeling denied and deprived of their multiplicity. They
overload the organizations tor their search for meaning and
fulfilment. Organizations by their very mnature cannot be the
totality of an irndividual ' s meaning and fulfilment. In my
view, the personal sacrifice Aas the only alternative for
ctareer choice neede to be exxamined by women in managemeﬁt.
There has evolved over centuries the universal <slogan that
cwelture and society in the third world countries  become  the
barriers and constrainte of women in their organization roles
and career paths. This belief may bave some reality base in
the experience as well as the culture but it is not the total
reality. Women need to examine the strengths and the positive
processes which many of the cultures of the third woarld
countries provide women. The universal glogans, processes and
,framework need to be examined in the context of Indian
cultural realities for a more realistic appraisal so that

meaningful choices and actions can be made by the women.

Organizational Context and Women in Management

Indian organizations have grown from small, medium,
large and mammoth to global. With the increase in size
complex structures and systems have been‘introduced. These

new structures and systems alse lead to a shift from



traditional modes of management anchored in Jjoint family
structural prototypes to concept ot professional management
[Garg and Farikh, 1986].

In the initial phases of growth of the organizations in
India there is little or ne differentiation between social
structures eof the Indian family system and formal work
structures of the organization. Emphasis 1 on loyalty,
obedience and conformity. Management has inbuilt telerance
for invisible waste. Management is by control, anxiety, fear
or criwmiv. Leaderglhip ie  henign  petronego. avtocratic or
heirarchical. In thie bhase of growth women’'s entry and
acceptance in management was limited to routinized Jjobs.
They remain in marginal or socially visible roles and or
cater to infraztructural service rm}esl Women were relegated
te Jjunior management positions and 1like +the roles in  the
social system were expected te provide stability and
dependability. Climbing the corporate ladder was an
impossibility or an upward effort.

As organizations grew and acquitred more formal task
based structures and systems their attitudes, expectations,
modes of performance, evaluation and appraisal also changed.
Environmental and market competition 1led to demands for
excellence in performance and a shift away from social modes
of relating and working. Women too equipped with education,

competance and capabilities entered organizations in large

numbers, They performed, brought results and proved
themselves task worthy. Work acquired significance in
women's life. Task became paramount. Goal objectives and

targets acquired importance, Organizations, women and men



witnessed the emergence of a career woman in formal work
organization.

Women in management then confronted organizations with
issues of task allocation, - evaluation and promotion,
authority, relationchip with superiors, subordinates and
colleaguee and the gquality of membership available in  the

organization.

Teacl AJlocetiw, Tor Wone o 310 Mencgenorid .

Faor & long time women in  management were given decskh
jobs. The issues were raised whether women could bée
allocated frequency of tours, autonomy of decision making,
and tacle related to dealing with bhlne collar  worbere  and

b ngiamt 1 aligdrmda Lionses A'iv?tuﬁl‘dfﬂi kh  Tor b ey Jikdv o Pt
W & ke ANOMEDEMIND & QRS SEH NNt 5K 0L crsikRNIRRINE. e T it
Tl978] reflects the 4@l lowingiissues of tashs WSS 1 WEIHEN

in management.

1. Women 1in senior management pmsitidngi have conceptual
clarity about jaob, link and corporate responeibility.
Womern also have an understanding of pelicies and dits
linkage with the market conditions. However, both women
and organizations find it difficult to include and qgive
corporate responsibility to women. Women themselves want
te be dancluded in matters ot Pl acy . stralegy ,
etructures and taske. The findings also suvagest  that
crganization heirarchy tende to over-supervise and

control women in management as to that of men.



_-Women in middle and senior positions of

management

reflect taking up exclusive responsibility to prove

themselves capable and competant. Men

with similar

scores reflect roles of being Atlas and Hercules while

women reflect patternse of victimhood and martyrdom.

Women in management with focus on job orientation find

it difficult to accept linkk and corporate responsibility

as legitimate part of their role. They altribute tLhis

ST

4
(SR v

Ponlder st e dee e b bhe enperior o Women

focussed on Jjob responsibility attripule to the

organization centralized structure, decision making and

demands for loyalty, obedience and
firganizationally, women believe that they
to do the aseigned Jobs with ruleg,

..procedures and by following the laid down

conformity.

are recuired

regulatione,

normes. The

women believe they cannot use their discretions, or

exercise legitimate teask authority but thelir security

liee in doing the routine tasks.

The study reflects women’'s managerial role

profile and

the interface between women-ocrganization, structuree, task

allocation and performance and attitudes tc job, link and

L£orporate responsibility.
Authority and Women in Management

The concept of authority as held by women
implications to women’'s role in management.

. 8ingh, Iyer and Gupta (1984), Das (1983)

has direct

In etudiex

and Ferikh
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(torthcoming) suggest that women in  management find it
difficult to exercise authority over male subordinates.’
0ften they are uncomfortable, coy. touchy, rigid,. persuasive,
or nurturant, pleading or cajoling [Farikh and Garg (19 )Yl.
Women with job orientation cften exercise authority through
the referred authority of the bhose or turn aggressive. They
often grumble but conform to the demandes from the people in
authority positions or who are senior in age and experience.

Very oftern the women identify with a significamt and wvieible

atthice iy &l uhe o retseatiaing ¢ gooo te e , patron ol &
male support. Women often experience authority as
contrelling, demanding surrender and conformity. This

process is poften a direct trancesfer of social authority in
rele:  of managenent. Esgenlzelly, the womorn Lith Jo
orientation carry dekply embedded structure, roles and
processes of social auvtheority to their roles in management.
Women with career orientation and to some e:xtent women
with professional orientatioen are caught with dilemmas of
relating with authority. In the Indian cultural context
there are processes whereby men can defy,' rebel or become
exiles from systems [Garg and Farikh (19746)] but for women it
becomes the i1ssue of legitimacy. Women who &re struggling
with the issue of legitimacy as distinct from the right of
being in organizations and of equality continue to have
dilemmas in relating with authority. At some level  women
seek recognition and affirmation from the significant
authority for the contribution they make to the organization
and similarly affirmation from the family setting for their

achievements. It is very few women who have emotively



experienced the legitimecy of thear being in organization and
in managerial positions. These are the women who have
contributed to the creation of new cultures and traditions
and it is in those systems thepe is realistic appraisal of
what women can and cannot do. Lot of myths about women get
shattered in organizations and new images of women in

management appear.



Evaluation and Promotion in Women in Management

Indian organizetions largely reflect policies of
promotion based on seniority. It generates a belief that
merit and hard work do not necessarily result in congruent
rewards., Often managers feel that social skills rather than
performance is the criteria for promotion. In thie
organization context issues of promotion regarding women in
management Qery often gets related to the nature of tasks
for which women are seen fit. In India promotions imply
troameferr, Fromoting womers throvnah tranefere meant  either
women leaving their jobs, . letting go their promation or
breaking up their homes or establishing two households. In
terms of evaluation women in management are under severe
scrutiny. Women experience being bypassed even if they
display equal talents.  performance and potentials similar to
tha male colleagues. For women themselves any step forward
implies a critical choice in terms of distribution of time
and priorities..

Women who are job oriented tend to seek affirmation and
approval before they act. Thié is & carryover from social
system where women do not wieh to be accused of doang wrong
and alse do what is right. Women in management with Jjob
orientation tend to reflect low self worth and adequacy.
Their worth and value come from approval and affirmation of
their behaviour or performance. The women in this stance
attempt to always be right, appropriate and perfect. They
take lesg risks. They tend to be certain and then act on
behalf of their superiors.

Women who are career oriented can take charge of task
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responsibilities. Although the processes of evaluation and
promotion generates feelings of subjectivity and often
organization reflect processes of discrimination and
comparison, women with career orientation can reasonably
assess themselves through performance and merit. The women
with career orientation have acquired a logical rational
approach to deal with task and organization situations. They
have acquired a framework of policy and systemic norms. Ac
such, on the issue of promotion or rewards their own self
Woor bt dee el ogeel dlmsnadshicd i, e Teun CGLELE Shoeiie Ldiel.
The women in this category tend to seek affirmation from the
system for their contribution.

Women with professional orientation tend to have high
self respect and velue their own competance, capabilities and
intelligence. They, by their excellent in performance,
command merit based evaluation and .promotions. OQOrganizations
reluctantly or through concreate evidence and occasionally
through appreciation accept their performance.

Essentially, all three patterns of evaluations, policies
of promotion and the patterns of orientations in women exist
in the Indian scene. There are more and more women who come
through as performers and as such influence in changing some
beliefs and myths about women in management and as such

influence processes of evaluation.

Relationehip with Superiors, Colleagues and Subordinates in

Women in Management
One of the most critical and central issues confronting
women in management is their relationships in the

organization. It revolves around relating with superiore,



colleagues and subordinates at task levels. When it comes to
making demands for tasks or exercising authority it is most
difficult for women ¢to do so with male'?superiors or
colleagues. With subordinates it is only those women with
career or professional orientation who can eithef make
demands or exercise authority for tasks. The response of
male subordinates with women superiors also tends to be
varied. Men who are larqgely anchored in social processes
find it difficult to accept women authority. When this
attitude is combined with women alse anchored in  =ociAl
processes of relationship it adds to the difficulty.
Essentially, for women in management the issue of

relationship revolves azround redefining and redesigning

relationships around task and functions. In the Indian
context age, belonging and competance combined together
creates a mixed context for relating in formal work

organizations.

Like the authqrity in the area of relationships women
with job career or professional orientation reflect different
patterns. The social structures play a significant role and
it is with much effort that women can design new ways of
relating with male superiore, colleagues and subordinates.
Interdependence of task with colleagues generates in women
fear of control and anxiety of exploitation or comparison.
Organisationally women expect new ways of relating but find
it difficult to make & new response. 1t is in these areas

that women acquite skills and clarity.

Women and Membership



Large number of women in
employee status. To

representative role is

legitimacy of their role in the organization.

to Jjob focus remain

organirational and systemic membership.

[Farikh (forthcoming)]
organization as

organization space belongs to

pecple and the women

can neither demand nor command.

worth by constant performance.
appraisal of their membership.
the

their membaey enip or

deployment of their resources and they ténd +to  egearch

~fail safe systems or
relationships.

Eesentially,

it difficult te accept that organization

belongs to them as well.

fail to take link and corporate responsibility.
difficult to initiate action for the
capable to do the assigned tasks.

legitimacy from the system they become performers.

can accept their representative membership status can

support,

experience

closely

employees

suggest

belonging to

are there

space it

non—-exploitative

women in junior and middle management

seek infrastructures for

EY

management live by their
their membership and
linked to women accepting

Women oriented

and withhold their
Research findings

that women attribute the
others. As such the
some postulated' significant
as & privilege. As such they
They can only prove their.
This inhibits a realistic

When women do not experience

inhibites their crestivity,
for

supportive

find

space legitimately

-

They take the job responsibility but

They find it

system but are quite

Once they experience

Women who

equality and partnerehip in the crganization.

To summarise,

structures to formal work structures,

just as there is

demand

themselves and accept
transition from seocial
there is a change and



transition in women’'s role in management. Organizations have
recognized that performance between men and women is not
based on gender [Parikth (forthcoming)l FProfessionally
oriented women and men managers are defining and designing
new roles for themselves relevant for today’'s organizations
and management. These women and men managers integrate their
professional management roles in complex tasks of the
organization and their traditional roles brought from the
family systems.. They integrate both the work and social
structure and their roclee in the context of & larger 1life
space

‘Another significant dimension which the women (Any
management encounter is the organization culture influenced
by its leadership. The organization culture reflects the
philosaphy, values, life stylez, concept of management and
dttitudes to relationships -as held by leadership. - If the
organization culture through its leadership has promoted the
social cultural values then attitudes to women entering the
maﬁagement positions are influenced by social structures and
culture. Organization then getse founded on processes of

diecrimination and belicfe about what women can and cannot

do. I1f the organization structure promotes new values and
realistic appraisal of women’'s capabilities then the
organization values women’'s role in management. It creates

for fair and just induction, promotion, performance appraisal
and reward systems.

A series of discussions and interviews with managers
reflected that the organization is anchored in professional

management then process of recruitment is people be they
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wamen or men, their aptitude and skill for the job and their

capability in management. The organizations over time have

N

also discovered that there are some sectors which women

perform better than men which are traditionally

unconventional jobs for women. Organizations which are
caught in the stereotype images cof women and men then
reinforce fragmentation, distantiation, and differentiafion
between women and men which lead:s to decline in partnevehipe
in taskes.

Organization culture and context reflect the societal
culture and context. Women in management experience thesé:
And depending upon where women anchor themselves jobk, career
or profescionaliem facilitate their graowth, integration and
ggleiin management, ‘It i& the convergence of women and the
organization context which releases the enerqy for both to

give new directions, make new choices and create new

cultures.

Current Scenario

Like the country the current scenaric of women in
management reflects a tremendous flux and transition. Women
are entering management in increasingly large numbers. They
come from all walks of 1life, diverse sectors of society,

differential educational qualificetiones and for immensely
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varied reasons. From wanting to while away boredom, to make
good use of education, to provide security and protection
from the oppression to commitment to achieve, aspire for a
career, create new meanings in life, define and design new
roles, and to create a new path for themselves and the women
of tomorrow’s India. Every organization in India who hires
women will have a mix of all these women in management. The
ettituginel scenreaic of women 1 management alto redlol 1oty
stereotypes as held by both women and men in management.
There are negative stereotypes that women and men hold of
each other. These when carried to organizeations reflect
finding: of studies conducted on attituder towards women in
management. Examples Bhatnagar, Nair [19 -1, Agneaw [1979],
Altekar [1942], Daftary [1974&]), Jain [197Z], Mazumdar [1979], .
Mohiuddin [197B], Raikar et. &l. [1978] and SNDT [19831.
Given the overwhelming focus reflecting discrimination,
deprivation, denials, specifically for women in management,
there is also a trend reflecting women Breaking through the
middle and senior level management barriere and entering
corporate world. Eight programmes for women executives held
at the IIMA reflect the increasing trend in senior level of
management and power positions acquired by women through
theirachievement and performance. Similarly, there are a

very large number of women whe continue to work within social



structures, remain job-oriented and their focus is salary and
independence.

Working with women in management in many in-company
training programme suggestes that formal education and entry
into management makes women cognitively aware of managerial
roles. However, effective organization behaviour may not
occur  [Farikh 1990]. Though women are equipped with
Lnowledge, altitudez and ekille, their encountersz of pulls
andh punhier Decoovieen el end wor b e L uani S cirrze
The process of socialization both at home and wort reinforces
the dilemma. Their own aspiration {for ecconomic  auvtonomy
pushes them to create new space, meaninge and action choices.

Crvbyl b twern the traditional and the meodern, olce end  the

he eexperienmuthe;a:*spi.red « they haold on ta, £h

-economic security and are often immabile and frozem to . make.
nEew recsponses,
There are other women in management who make decisiong

for tasks, relate to male superiors, subordinates and

colleagues, they hald Fesponsible jobs, status and positions.
They experience stress. They discover that their way of
being eftective in  home settings does not vk, in
organization and what works 1in organizations does not
necessarily work in home settings. Their own expectations of

people and situations often create ansiety and ravagement and



sometimes violation and exploitation. They discover wiaye of
relating to themselves and pecople which add respect and
dignity to themsél;es and when they go beyond their
stereotypes of themselves and men they discover support
systems and of being valued in organizatione.

Women in management experience their diverse spectrumof
relationshipe with peoplé in formal work settings and ways of
teing & manager and women in manggement in India. Te say
thas iz "JThe’ pailern of women in managernent in lrios WLl
only reflect a partial reality from a segment of population
and & limited perspective. In the current scenaric of women
in management with every change and new step taken by women
woe mare tace of the old and the new ;nd thie e at o the
present is available and like & kaleidoscope the scernaric
changes. The largeness of the country and ite diversity and
the process of flux and transition at one level make the
organization context and issues of women 1in management &
dynamic setting in which changes are occuring. The larger
the number of women and better their pérformance, the more
the acceptability of women inn management. Earbarg  tor
example, Va:z [19 1], reflecte the changing role ot wonco  in
management and alseo the changing perceptions of the

organization, men and society.



The Future Scenario

As industrialization takes firm roots and formal work
organizatiéns establish themselves with a professional
orientation women’'s role in management will become & reality.
Women's role in policy, strategy. partnership in corporate
structure and processes and leadership roles have not only
begun but will acquire & momentum. This wiil contribute to
some of the existing myths about women in management being
cshattered and the reality appraisal D} women's role in

manaosment emeroe.
Shattered Myths
1. MWomen are not mobile.

2. Women cannot travel in all places and do real field level

operations or work.
Z. Women can only do rouvtine jobs.
4. Vomen need to constantly check and rechect with

st\pervisors, They do not accept accountability or

responsibility.
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5. Women cannct leave home and children. Women are caught

in the home—work interface.

6. Exclusivity of traditiconel socaal roles attributed to

womer .

7. What women can and cannot do at work.

8. Women entering managpement to provide the jam for the

bread and butter provided by the man.

9. That women cannct take policy decicicone and make

ctrategit choices oo oroedsitations:.
10.Complex technology and women deo not go together.
The new scenario which will then emerge about women in
management based on reality appraisal will reflect the

following cheracterietices:

1. Women who are in key pozitions respond to the Job, task

and organization requirements.

2. They accepl challenging tashke.



Z. If the task requires mobility and travel, they travel.

4, Their professionalism lies in managing their time, space,

roles and systems.

9. FProfessionalism has made women managere accept weekend and

long distance managers as well as bringing up ot children.

In the Indian context women’'s role in management will .

influence three areas.

Culturnal Bondext: Wit the increase in  number of women
professionally educated and entering management the
rigidified social role prescriptions for women will change.
This will modify the social fabric and accept new role

definitions for women and men.

Onganigatien Cenlext: The proportion of women in management
at different levels of the organization would increase. A
women in management perform and achieve the barriere to
corporate ladder would decrease and new opportunitiez be
created. Women would occupy peositions of leadership and

power, responsibilities and decision mating, designing
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etrategies and implementing and designing organizations which
generates a work ethos and a work culture. Organizationally,
women would specifically contribute to include home and
family as an integtral part of working life. The twentieth
century with dominantly the male model of work structures,
organizations have fragmented the life space to that of work
and home. Both compete for the individual and the individual
by paelled andc poshed and gele Loy s e . NFT) T
contribution would be to confront organizations for designing
integrative processes which will give significanmce to both
and other aspects of life.

Tacdey, Indiecn orgenirations reflert covere! oencrations
of women and men working under one structure. Womeri and
their new membership in organizations would lead to a
community concept of organizations. The concept of community
implies processes of shared space, distribution of tasks,
shared belonging and relatedness at multiple levele. Thie
does not’' mean that focus on excellencé, taskes, structures and
efficiency would be eroded. What would be created will be
institutions where women and men working together will create
a community with membership and belonging rather than
individuale as employees and roles in  an organization

etructure.



Rele Context: In the past and present women in management
have expetrienced stress, anxiety, apprehensions and guilt
about their social roles as they have entered to work in
organizationes. There are already women in orgaenizations who
have redefined and redesigned their roles to accept the
concept of multiple roles and membership of many systems. In
India women in management carry a rich cultural heritage to
ircover prrocrezces to Croes new thresholds:  and create new
paths. Theee women will represent new direction for othere
to follow. It i= important that the experiences of these
women in management be shared so that many other women can
experience  the transition from Job  and career to a
professiona] orienteation. Cimilarly & more and  morc WOMEnD
and men worlk together it will become apparent that both women
and men have feminine and masculine gualities. Bott, are
important to experience a sense of intearation. Integration
generates courage to take charge of their destiny and bring
their best to the systems. Women and men- in mansgment will
discover , identify and accept thet it iz legitimste far beth
to be workinag together and contribute to the growth and well
being of the s=ystems they are a part of. The traditional
social role categorization and their boundaries will be
replaced by the requirement of the situation and tasks rather

than the role teaking by the women or the men.
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The future scenario of the next century for women in
management in India i to walk an uphill path, te transcend
the monolithic social structures, to create new processes in
the culture, the organizations and their families. It is
also to accept their psychological legitimacy of being in
formal work organizations and owning up their representative
roles of the system. Organizations would be settings where
women and men will occupy positions and roles congruent with
their competance and capabilities and not based on gender
differentiation. It is the women in  management who will
influence the social structures and culture by prezenting &
new role for being a professional, a new kind of a daughter,
mother and wife, The vision for tomorrow’ s women is to take
charge and give shape to an organization where they as women
and men hold each other in respect and dignity to create a

culture of work.
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