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A Study of Attitudes Towards Yomen Managers in Banks

ABSTRACT

An increasing number of Indian women are joining managerial ranks,
yet vary few studies have besn carrisd out to-empirically assess peopla‘s
attitudes towards women managars. This paper reports results of a study
of attitudes towards women managers in banks. Oata were collectasd from 65
famale and 136 male employess working at clerical, junior, middle and
senior middle management levels in banka. Resulis raveal i widespread luke-
Warm attitude towards womsn managers. Though women hald a much more favou—
rable attitude than men, yst sven female responses are not unequivocally
positive. Implications of such attitudes for work performance and caresr

progression of women managers are discussed.



A 5t of Attitudes towards Yomen agers in Ba

Although an increasing number of women are antering work organiza-
tions in India and many of tham are acquitting themselves well in chal-
lenging managerial rolas, Women continue to face subtls forms of resis-
tance at the workplace. Outwardly, most organizations do not present
instances of blatant discrimination. Organizations often have the same
personnel poliecies, selaction procedures and promotion eriteria for men
as for women, and some organizations in fact offer extra concessions to
their famale smployees like convenient working hours, and sasy postings
(giving their male employsas a chance to complain about discrimination in
reversel). Yst underneath this venesr of sexual equality, one often finds

deeprootad biases and negative attitudes towards women.

These attitudes and assumptions regarding the proper rols of woman
in management affaoct the organizational and individual treatment of women
in significant ways. They “craep into a varisty of dsqisions ip which a
person's sex is not an obvious issue., Most often thess are not straight-
faorward decisioms to give favored treatment to a man over a woman, but
rather decisions that result in apecific ways of traating women, without
any thought as to how men would be treated in identical eircumstancas”
(Rosen and Jerdee, 1974, p. 45)., For axample,lemen are often not given
prestigious and difficult assignments because decision-makers assume that
Women would prafer easy jobs. If somaone naeds to be sent out of the city

for some important work, oftan women are not avan comsidared for such work,



because it is believad that thay do not like to leave their houses and
families, Whils bright young male personnel officers are ancouraged to
attend negotiations with unions so that they can be groomed for senior
personnel positions, bright young female personnel officers are given

desk jobs such as maintaining leave rocords so that they can be protactad
from the rough and tumble of union activities. Not unexpectedly, aftor
some time the male perseonnel officer who has gained valuable insights into
intricacies of nagotiation process ard has acquired many other skills,

gats promotad while his Bqually bright female counterpart who was denied
opportunities for growth because she needed to be protectsd {an unchacked
assumption!) continues to maintain lsave records, 0ften deeply-ingrained
belisfs and attitudes towards women get reflacted in subtle forms of diffo-
rential trsatment and cumulatively these tend to produce a depressing affact

on the perfeormance and ecaresr pregression of women.

Sevaral studies carried out in the west have established the sffact of
these comscious and non-conscious attitudes on the organizational treatment
of womer.. Studies by Rosen and Jerdee (1974) and Haefner (1977) testify to
subtle discrimination against women and show that male job applicants tend to
ba selected more frequently than the equally-qualified femala applicants for
managarial and scisntific positions. Other studiss (Terborg and Ilgen, 1979;
Dipboye, Arvay and Terpstra, 1977) show that given identical characteristics
of hypothetical male and femals applicants, males are more likely to be hired
than females, to be offered higher initfal salaries, and to be assigned to

challenging tasks as opposed to routine tasks. A number of studies



(Goldberg, 1968; Nieva and Gutsk, 1980; Lott, 1985) show that evaluation

of parformance tends to be prejudiced against women.

Research also indicatss that even when women are sean as performing
well, they are denied the credit for their successful performance which is
attributed to external factors like luck; the succass of men, on the other
hand, is attributed to internal factors like their skill and capability
(Deaux and Emowiller, 1974; Deaux, 1984). Thus even proving their worth on
the job is not considersd a good enough indicator of women's capabilities;
women's success is often vioued as a freak phenomenon which may not recur in
future. ALl thess studies suggest the pervasivaness of negative attitudes
towards women. Such biases contaminats various managaerial decisioms and
practices againet women and as a result, while organizations continue ta pro~-
tlaim sexual equality as a corporate policy, in roality woman continua to be

diacriminated against, and suffer in numarous vays.

In India, working women have only recently started attracting ressarch
effort. Such studiss, meagre as they are, either axplore and confimm the
phenomenon of labour market d’.scrimination against female workers (Papola,
1983; Usha, 1982-83; Verma, Thekore and Subbayamma, 1955), or they focus on
work-rallated characteristics of working women such as thaig Job motivation
(Kala, 1975), job satisfaction (Rao, 1971), performance of job role (Kala,
1976), stresses sxperianced by women sntrepreneurs (Surti, 1983), stc. The
organizational contaxt in which women function, more specifically the atti-
tudes of people towards women which can determine to a considerable extent
not only the work climate surrounding women, but also the psrformance and
caresr progression of women, have not been studisd at length. A study of

attitudes towards women's participation (Verwa and Srivastava, 1983) was re-



stricted to the participation of women in social activities. Another
study (Singh, Iyer and Gupta, 1984) roported besides experisnces and
opinions, the perceptions and impression about male attitudes towarde

working women as described by several successful women professionals.

However, attitudes of people towards women in management need to
be researched much more extensively, and in different organizational
settings. Such a study of attitudes is particularly important in a
country llke ours. As in many other respects, with respect to women too,
India is a land of contradictions. Women are sometimes elevated to the
status of goddesses and treated reverentially. Much more often, howsever,
women are looked down upon as secondary citizens and inferior members of
the family. Oespite the country having gained independence four decades
ago and having been governed by a woman prime minister for a long time,
many economic and social evils against women still persist, Against this
socio-cultural backdrop, it would be ussful to examine the kinds of atti~

tudes people hold towards women occupying managerial positione.

In this report ve present results of a study conducted in banks to
explore respondents' attitudes towards women in manageﬁent. Ue selected
banks for this study because in the banking sector women have bean working
in different capacities for over two decades and are no longer a novelty.
Respondents' attitudes, it was hoped, would at least partly be moderated
by their personal knowledge of women as coworkers rather than being founded
purely on impressions, myths and hearsay. Also, with an increasingly largae
number of women entering banks every yoar, the percentage of womsn ta the

total employee strength is steadily increasing. Yet bank managenents have



little information about the kind of attitudinal milieu in which their
female employees are functioning. Ths proposed study seeks to throw light
on this important aspsct so as to haelp policy makers decide appropriate
organizational interventions which can help in better assimilation of woman,

particularly at the managerial lavel.

METHOD

Rasgondants:

Data were collected from bank employees who attended training programmes
in the apex training college of a bank and at a management Institute. Since
only officers attended these programmes and since we uvare interested in ex-
ploring attitudes towards women prevalent at the clerical level also, data
Were also collected from clerks working at twos Jocal bank branches. Total num-
ber of usable reeponses was 201 (65 females and 136 males). The mean age for
female and male respondents was 36 years six months, and 38 years savan months
respectively. Mean work experience for women was 13 years four months and for

men it was 15 years sight montis.

The profile of femala and mala raspondents is prasentad in Table I. The

profile of respondentas reflects some interesting featurns. Our average famala

Tabls I around hare

respondents were about two years youngar than the men and about two years ba—
hind men in the length of work axperisnce. Howaver, only 43% womsn had vwork
oxperianca of 15 years or mors, compared to 55% men falling into this catagory.

Women ware more educated than men {with 37% women having studiad upto post -
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TABLE 1,

Profile of Respondents

Age
Less than 30 years
30—40 years

More than 40 years

Educational lavel

High schoal

Colleqe

Graduation

Post graduation and above

Leval in the bank

Cleriecal

Junior Management
Middle Management-I
Middle Management-I1

dorlk sxperienca

Less than 5 yrams
5-9 years

10-14 years

15 years and more

Barital status

Sinole

Married

Divorced Alidow/
any other

Female respondents

(n = 65)
Percentaqe

female

Female

Female

Female

16.9
52,3
30.8

respondents

D

4.6
58.5
36.9

respondants

rospondents
4.6
32.3

20,0
43.1

respendents

16.9
78.5

4.6

Male respondents

(n =

136)

Percantage

Male

Male

Male

Male

respondents

3.7
2.9
68.4
25.0

respondents

12,4
48.6
28,7
10,3

réspondents
3.7
21.3

19.9
55.1

respondents
5,1
94,9

g



graduation lavel or beyond, compared to 25% man). Curiously, compared to
95% men, 76% women vere married. This meant that 21.5% of our female res-
pondents were sither singls or divorced, stc. and had to support themselves

financially.

Questionnaire:

A questionnairs was devaloped to tap respondents' attitudes towards a
varisty of issues concerning tha phanomenon of women in management. The
questionnaire was devalopad around five major arsas namely parcaptinn of
managaerial attributes in women; physialogical and role-relatad issuas for
Yomen managers; organizational treatment of women managers; the acceptahi-
lity of vomen in management ; and the ovarall attitude towards women in manage-
ment. Admittedly, it is not possible to delink the cognitive, affactive and
conative aspects of attitudes from each other, Nonethelsss, some of our cate-
goriss uere addrassed more to the cognitive, and some others more to the af-
factive and conative aspects. Thus, tha first thras categoriss wera more cop-
cerned with the cognitive dimension of raspondents' attitudes and the facus
Was on their thoughts apd beliefs about tha rrevalencs of managerial attributes
in women, about physiolaogical and rols-relatsd issuees and about the way the
raspondents perceived women to be traated by the bank. The fourth catsgory,
namely acceptance of women as managers, could be said to ba having a prepondae-
ranca of the affactive component. Finally, in the last category namely ovarall
attitude towards women in management, items were relatad to the individyal preo-
ferred action tendancy of respandants and te that extont they related mors o

the conative aspect of attitudes.

Items for the questionnairs were cullsd from published sources (Bowman,

dorthy and Greyssr, 1965; Terborg, Petars, Ilgen & Smith, 1977). Some mors



items pertaining to the Indian work organizations were added. Aftor pre-
testing, some statcments were reworded to elimipats ambiguity or difficulty
of comprehension. In its final form each item consistad of a daclarative
statement (ropresenting either a favourabls or an unfavourable belisf to-
wards women) with five rosponse alternatives ranging from strongly agree®
to "strongly disagrese™. Respondonts had ta select an appropriats number on
a five-point scale to indicats the extant of their agreement/disagresment
with sach item. One third of the iftems were negatively-worded and wers
revarsa-ecored to indicata a positive attitude, Ampls spacs was provided
in the questionnaire for writs-in comments by respondents and respondents

were ancouragad to exprsss their thoughts froely.

Results am Di3cmsioﬂ FIRRANY E\\!-’!‘\!ﬂ’?.ﬂ{ -l‘ftl'!iﬂ!ﬂw
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Results shoved a marked diffarence in male and female attitudes toward
women in managerial positions. Predictably anough, women had 2 much more
positive attitude than men, but they did not give a blanket support to all
the issuess concerning woﬁen in mapagement. Thus, for some iters wa found an
ovarvhelming support from our femals respondants; for some other items it
Was moderate; and for some othars it was meagro. Likewisa, the male respon-
sea, though consistently less positive than femalae responsas, varisd accord-
ing to issues under comsideration. There werse some areas in which men rogi-
stered an overly positive attitude; thers wers many mora areas, however,
Whare the rosponse Was guardad and cautious; and with refsrence to soms other
issues the male res,onse towards womsn in managerial positions was downright

negative and critical.

Flguros have been rounded off to the pext number to oliminate decimel points
in the taxt,



I.

Results are grouped in five categories, namely, the perception of
managerial attributes in women, physiological and rola-ralatsd considera-
tions and women managers; urganizational treatment of women managers;
acceptability of women in management, and the overall attitude towards

Women managers.

Managerial attributes and women managers s

In this section are presented responsss pertaining to certain manage—

rial attributes such as capacity to acquire managerial skills, objectivity,

need for challsnging work, salf-confidence, etec.

The first statement concornad the capahility of women to acquire neces-
sary managerial skills. Both womsn and men hold a positive attitude in this
respect. However, as expected, thars is a discrepancy betwaen the famale and
male rosponses. As Figure 1 shows, an overshelmingly largas number of women

(92%) balisve that women have tha capability to acquire nscessary skills to

Figurs 1 around here

ba succassful managers. The agreement of male raspondants with the statement
i3 also large (73%). An interesting featurs is that 23% men disagrea with tha
statement, implying thereby a belief that womsn do not_have the capability to

acquire skills which can help them succeed as managars.

Our next statement concarnad objectivity raquired to evaluata busineas

situations. As Figure 2 shows, thare was a markad differonces betwasen the

Figurs 2 around here
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famale and mals responses. An impressive majority of women (82%) and only

a slight majority of men (53%) indicatad an overall agreement with the
statemant that women have the oojectivity requirsd to svalyate business
situations properly. Only 12% women but 39% men showed disagresment with
the statoment. Soma woman respondents reacted sharply to this item. One of
them remarked "If women are not objactive, how is it that socisty finds them
suitable for careers in aducation right from primary to highar levals? Eva-
luation of students is an important component of a tsacher's role and if

Women can be trusted to bs objective in teaching, why not in businesa®?

Our next statement was: "Challenging work is more important to wman
than it is to women™., It was negatively worded and disagreement with the
statement indicated a positive attitude towards women. As Figure 3 shous,

about 71% women and 52% men expressed disagresment with the statement, mean-

Figure 3 around hare

ing thereby that they do not belisve that men value challengss in work more
than do women. Curiously snough, one fourth of women and 44% men agroed that

indesed challoanging work is more important to men than to women.

Regarding sslf-confidence among women, Figure 4 presents responses to

the statement that ™women possass ths self-confidence required of a good

Figure 4 around here

lsader™. A confident 85% women respondents agreed with the statement uharcas
male agreement was 54%., This indicates a substantial gap betwesen the extsnt

of women's self-confidence to succesd as a leader, and men's perception of it.
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This suggests that even though a large number of woman feel competent and
have confidence in their capabilities as leaders, the male psrception is
not so unequivacal; a sizablse parcentage of man sne women as lacking in

confidence,

The next statement concerned the common stereotypes of emctional beha-

viour among women managers. As Figure S depicts, the responses of men as

Figure 5 around hers

well as wvomen wers much less positive than for other statements. A slight
majority of female respondents (about 55%) and one third of mpale rospondents
expressed agreemsnt with the statement that "women no more allow their smo-
tions to influence their managorial bshaviour than do men®. Indeed 3%

women and 57% men disagreed with the statement. These results indieate the
pervasiveness of a belief that women do not control their emotions in manage-
rial situations to the extent that men do. Whether controlling ona's emo-
tions in all situations is desirable for tha individual and the organization,

is a related, probably debatable, issue.

Given the above beliefs and perceptions about women's managerial attri-
butes, how do respondents view the relative contribution of uomen to the

corporate goals? The final statement in this section was addressed to this

issue. A negatively warded statement, it read as: "Jomen are less capable of

contributing to an organization's overall goals than are men". As Fiogure 6

Figure 6 arcund here
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shows, there were marked differences in the female and male responses. About
755 ucmen and only 33% men expreased disagreemsnt with the statement indicat-
ing thereby a positive attitude. Negative attitude waé down by 22% women and
605 men vho agreed that women cannct contribute as much to the overall corpo-
rate goals as do men. Combining these with sarlier responses, it seems that
While a large majority of males and almost 211 female respondents belisve in
women's capability to become successful managers in absolute terms, uhen it
comas to a comparison of ths female with male managers' capability to contri-
bute to organizational goals, more than half the mals and one f1fth of female

respondents believe in the superiority of the mals.

11.Physiological and role-related considerations:

e wanted to see how far the basic physiological differences between
Women and men, and the consequent rola of women as mothers are viewsad as de-

tracting from their role as managers.

The first statement in this category concerned pregnancy. As shown in

Figure 7, about 70% uomen and 53% men agreed that the possibility of pregnancy

Figure 7 around hers

does not make women less desirable emplaoyees than men, However, surprisingly,
the disagresment expressad by one fourth of our female respondents with this

statement indicated a belief on the part of women themselves that pregnancy

does indeed make women less desirable employses than men.

The next statement which was about physiological problems in general

evoksd a more positive resporse. Fiqure 8 presents responsaes in this respect.
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Figure 8 around hers

85% woman and 63% men agreed with the viewpoint that physiological problems
associated with being women should not make women less desirable than men

as employees. U4hen the difference between this rasponse and the earlier
response about pregnancy was highlighted, many respondents commented that
pregnancy was associated with subsequent confipement and other maternal res-
ponsibilities which often result in long leave and high absenteeism of women.
This acecording to many respondents comes in the way of women's dischargae of
their managerial duties, Hence, the guarded response to the iten about preg-

nancy.

Our next statement was addressed to the issue of executive succass and
fanininity. This is an important issue for caresr women in banks vho place a
high value on both, their success in managerial roles and their femininity.
There were markad differences in the male and female respanses to the state-
ment that "To be a successful executive, a woman does not have to sacrifice
sma of her feminlnity” (Figure 9). About 75% famale respondents agreed with

this statement. Curiously enough, the male agreement was much less (39%). In

Figure 9 around here

fact, a majority of malss (54%) expressed disagreement. Uomen thus appear to
be saying that managerial career and femininity are not mutually exclusive;
for attaining one, they do not havs to sacrifice the other. Man, hovevsr,
have reservations and a majority of them appear to belisve that success in the
corporate world can be obtained by women at the cost of their essential femi-
nina quality. This highlights a significant difference bstween the femals and

male perspactives.
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An important issue that evoked considerably negative attituds both
among men and womsn was the effact of working mothers on their children.
The item for this issue was negatively worded and read as "A woman who
stays at home all the time with her children makes a bettiar mother than a
woman who works outside the home at least half the time". 67% mals rsspon-
dents exprossed agroement with this statement out of whom 23% agread
strongly. 34% famale respandents also agreed with the statement (Figure

10). This pattern of responses raises a significant issue. It i{ndicatas

Figure 10 around here

the parvasivaness of a belief that working women cannot be as successful as
mothaers as women who stay at home all the tima. Culturally, we lay a great
dzal of emphasis on wamen's rols as mothers, and if woman's work rols is

seen as conflicting with their maternal responsibilities, then carser commit-
ment of professional women is likely to be viswad disparagingly by signifi-
cant others whose support is necessary for working woman to acquit their dual
family and caresr roles successfully. The fact that 34% women respondents
also agrea with the above statoment suggasts the pervasivaness of what Stead
(1985) calls tha “baby trap* in which women are led to belisve that producing
and nurtuzing children is their primary rols, their raison d'etra, and other
rolas, particularly their work role strongly interfares with tha affactive

discharga of this rols.

These responsas emphatically bring out the need to study sciantifically
the relationship betwesn growth and well~baing of children of Yatking mothers
comparad to non-Jorking mothers so that misqivings in this important area can

be removed.
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111, Organizaticnal traatment of woman:

In the next part of the study we wanted to find out how Woman
are seen as being treated by the employing organizations (i.e. banks)
and whather there are any diffarences in perceptions between femalse

and male respondents.

Qur first item concerned the parceived carser progressisn of
women who are attractive. Our statement which was negatively-vordad
read as MAttractive women move up faster in an organization than men

OT Women who are less attractive®. Houwsver, as Figure 11 shows, 60%

Figure 11 around here

uomen and 36% men disagreed with the statement. These respondents
appear to discount any relationshin betuesn woman's physical appearance
and upward career mobility. Interestingly, 36% women and 673 men indeed
believed that women who are good-looking have an 2dge over men and less
good-looking women in the organization. This response pattsrn is in
contrast to findings of a research study which showed that attractive
women were not considared to be as suitabls for managerial positions as
less attractive women (Heilman and Sarwatari, 1979). Further research
in India needs to be undertaken to explors the factual basis for this
perceived relationship between tha attraective 2ppsarance of women and
their upward cazreer mobility, and to determine whether, if true in the

case of women, this phencmenon also holds good for men.

Because they are in small minority at present, women tend to
attract high visibility in the organization. This visibility can often

ba advantagaous for women: they enjoy attention and their cood Jork gets
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noticed in the upper echelons of the organization. Visibility can also
have ite price because under the glare of the limelight mistakes can get
axaggerated and discussed extensively which creates its own performance
pressures, ue asked the respondents to indicate whether the visibility
enjoyed by women works to the advantage or disadvantage of women managers.

Results are shown in Figure 12. For this item the male and female responses

Figure 12 around hers

vere almost identical., About 18% of our female and male respondents be-
lieved that visibility worked to the advantage of women. Intorestingly,
one third of our female and male respondents believed that visibility works
neither to advantage nor to disadvantage of women managers. However, 48%
women and 46% man felt that visibility has its disadvontages for women in
organizations. Thus slightly less than half of our female respondents felt
that their visibility constrained thsir organizational performance in any
way, and 8% felt strongly about it. It appears that either women's visibi—
lity has no impact, or it unrks marginally to the disadvantage of women in

banks.

Tha last statement in this section concerned the promotional opportuni-

ties for women. Responses uere revealing., 60§ female respondents belioved

Figure 13 around here

that regarding promoticnal avenues, women in managerial positiopns have about
the s:me oppartunity as men. 35S4% male respondents also thought so. However,

one third of our famale respondents and one fourth of our male respondents
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folt that women have less opportunity than men for promotion. This sug-
gests that even if a majority of respondents feel that women enjoy as much
opportunity for upward climb as do men, a significant minority faels that

women are disadvantaged in this respsct.

Acceptability of women in managements

Besides respondents' perception of managsrial attributes, and physio~
logical and role-rslated constraints of women managers, we uers alss inte-
rested in finding out the extent to which women managers can be acceptable
on an affective plame. Three statements including one negatively-worded

itom were included in this category.

Predictably snough, there were marked differences in feamale and male
responses. Tho first statement in this category read as: "Time has come for
the business community to accept women in key managerial positions™. 92%

women agreed with the statement and 34% agreed strongly. The male response

Figure 14 around hare

was much more hesitant. About 4% men expressed strong agreement; 49% men
agreed mildly that women can be accepted in key managerial positions, and

37% men disagreed with the statement.

Our next statement was negatively-worded. It ran as: Even if there
are competent female executives around, the bast assignments at higher
levels should go to men. Oisagreement with the statement implied a posi-

tive attitide touards women managers. Responsas are presented in Figure 15.

Figure 15 around here
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75% women and $6% men expressed disagreement with the statement. Interest-
ingly, one fourth of our respondents (both men and women) felt that irres-
pective of competent female exacutives being available, good assignments at
senior management levels should be given to men only. The agreement of
females is particularly startling; it shows that many times women themselves

give up their claim for equitable treatment in the organizatien.

Responses to the itsm that "It is acceptable for women to compete with
men for top executive positions® are pressnted in Fiqure 16. 89% women and

663 men agreed with the statement. Significantly, 29% men disagreed, imply-

Figure 16 around here

ing thereby that according to them women should not compete with men for top
exacutive positions. This suggests a hesitation to accept women in top posts

which according to 29% men should be occupied exclusively by men.,

Overall attitude towards women mananers :

Given the attitudes of respondents on a number of issues concerning
women in management, we finally wantad to know respondents' action tendencies
with respect to women in superior and subardinate positions and respendents®
averall attitude towards the promotion of women to senior management posi-

tions.

The first statement in this section concerned respondents! attitude to=-

Wards working for a female boss. Responsss are presented in Figure 17. The

Fioure 17 around here

stztenent was unfavourably worded so that agreement with tha statement meant

a negative attitude and disagreement showed a positive attitude towards wWomen.
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There waro wide diffsrences in male and famale responses. 80% women and
56% men disagreed with the statement that ™I personally would find it
difficult to work for a foemale boss®. Yhereas 9% famals respondents agreed
with the statement, the male agrooment was much more pronounced {293)}. This

rgluctancs among men to work for fomale superiars indicatas the earry-over

of the traditional sex~rols staraotype that men are meant to command and
woman to pbay, and this relationship should not be reversad.
The next statament concerned respondants' attitude towards women as

in
subardinatss. Resuylts are prasented /Figure 18. A very large majority of

Figure 18 around here

women (84%) and a large majority of men (73%) showed disagresment with the

unfavaurably-warded statsment, which meams a widely-hald positive attitude

towards women subordinatas. A comparisan of Figures 17 and “8 shous negli-

gible diffarence between women respondents’ attituds towards fanale bossas

and famale subordinatas. But man, significantly anough, hold a much mors
favourabla attitude §owards fomals subordinatas than towards faralas bossas,
Jhat men apgpear to ba saying then, is that so lang 2s women play the tradi-
tisnal subservient rola, men would have no difficulty in playing the comple-
nentary role of the buss; but men would find it difficult to accept an intar-

hanga of this rols in which woman assume superior positions,

The final statament in our study concernad ths aveiall attitudse towards

Uoamun managers. It ranm as:
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On the whola I can say that I am

a. strongly in favour of d. slightly against
b. slightly in favour aof 8, strongly against

C. indifferent about

the promotion of women to seninr management positions.

Responsas are presantad in Figurs 19. As axpected, women wars much

mora favourabla to tha ideas of pramotion of women to sendor managerial

Figure 19 around here

pasitions than men. Diffarences between the mala and fomale responsas wera
strikingly large, whereas 7563 women rospondents wers enthusiastic and ra-
actad positively about ths pmmotion of women to saenior management positions,
only 40% men held a positive attitude. 10% mals respondants held a strongly
negative attitude, and 29% had a mildly negative attituds towards promoting

woman to senior management positions.

Implications of such an overall attituds could ba far roaching for
woman. In organizatioms like banks whers men far outnumber women and accupy
alnost all the key decision-making positions at senisr and top lsvels, if
only 43 men hold a favourabls attitude towards promotion of woman to senior
manigenent positions and the reast are sither indiffarsnt or hold unfavourable
attitude, the pervasiveness of indiffarance or negjative attitudes would affact

advsrsoly the placement, utilization and pramotian decisiins concerning women.
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Conclusiom® and rocommendations:

Our study prosents a somewhat mixed picturs with dark patchas out-
nunbering the bright ones. Men and woman diffor significantly in their
attitudes toward women managers. UWomen, naturally, have much more favou-
rable attitudes than men. Yet their rosponses also ars not unequivocally
positive. for some issues such as women's capacity to acquire managerial
skills, wongn depict an overshelmingly positive attitude; for some others
like women's work role intorfaring with their roles as mothers, their suyp-
port is muech lass. What is intriguing is that wonen, though a small pro-
portion, should hold negative attitudes towards a numbsr of issues concern—
ing womon managers. Tha most striking of these is the response to the
final statement concarning overall attitude towards promatinan of wonen ta
sanior management positions wharoin one faurth of our famals raspondents
axprossed an unfavourabls attitude. Although causal factors contributing
to such an attitude in which members of one social category do not want
some of their own people to reach highar schelons of the organization need
to be sciantifically researched, our oun hunch i{s that ‘he current absencs
of female rols models at the top in banks could be a strong factor which
curbs vomen's desira to see sone of their own kind there. Unlike men, in
the casa of women, this reservation does not seem to iscue from Women's re-
luctznce to work undsr femala bosses because an averwhalming majority (835)

of our femals respondents did not express such a reservition.

Coming to nale attitudes, the picture becomss glaomisr. Thers are
itom-wise differences in the intonsity of men's rasponsaes but the undar—

curront of resistance to women managers is ummistakabla. At a Jenaral
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plane men tend to concede that woman possess managerial capabilitiss, yst
when it conmes to specific attributes like oojectivity, confidence, need

for challenging work, women's contribution to organizational goals, ste.,
the male reservation about female managers possessing thess attributes be~
comes pronouncad. Men hold much more consarvative attitudes about uwomen's
traditional rales than do womsn respondents. A bare majority of men (533)
agrzed that time has coms for the community to accept women in key manage-
rial positions; a similar proportion disagraed with the unfavourablas
statament that even if competant women are around, the bast assigrments at
hinher manmagerial lsvels should go to men. The nature of mala resistance
became dramatically clsar in respomses to the last three items. Cnly a slim
majocity of men (56%) disagroad with the negative statement that they would

persanally find it difficulty to work for a femala boss; as many as 79% dis-

agread uith the statament that they would personally find it difficult to

supervise women as their subordinatess and only 40% men indicated an overall

favourable attitude tovards promotion of women to senior management positions.
len thus appaar to be comfortable with women subordinatas, but not so comfor-
table with women bosses. Inspite of women's ovarall managerial competznce
that they acknowlsdge, men depict a deep-rootod rosistance to latting women
reach senior management positinms in banks. This ungasiness with the vary
idea of women occupying top positions can constitute a major abstacle to

women's elavation to higher positions,

To the extent that findings from this study could be gensralized, atti-
tudinal reasons for women's slow rise in managerial positions in banks saem

to ba throefold. First, the presence of so fau woman it higher pasitions in
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banks despite their being around at lower lavels in panks for a nunbsr of
y2ars can be traced, albeit partly, to women's own attitudes. As aur

study confirms, for some issues, particularly conflict betwssn maternal

and vork roles, many women feel that managerial responsibilities obstruct
thair offective discharge of family respomsibilities. Such confiicts oftan
come in the way of women accepting transfers and promotions in banks. How-
8var, the responsibility for looking for alternative solutions doss not rost
with women alone., Women at the individual level, and banks at tha collse-
tive orqanizational level need to develop measures and stratsoies to help
women circumvent this problem which is particularly acute inthe early years

of uUcmen's career.

A second deterrent to women's upward mobility in banks appears to be
the attitudinal clinatn permeating women's work environment. Our study
shovs a widespread male reservation about treating women at par with men on
important organizational issues and a resistance to accept women as worth-
While pears and bosses., Placed amidst male colleaguass uho often hold un-
favouraple agssumptions and attitudes abe ut them, woman carry the burden of
disproving these assumptions at every step. Reservations such as the onas
brought out in this study have a dampening effect on the performance of

women, particularly in lsadership positions.

Third and probably the most important factor is the dirocct and subtle
influcnce of these unfavourable male attitudes on organizatiznal decisions
concerning women's earmer zdvancement. Since they are oftan covert, such
influences are hard to detect, and yet thay have the potential of adversaly

affecting women's advincement dpportunities in significant ways. Because
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men far outnumber wvomen in banks, they are also decision makers in impor-
tant areas like placement, transfer, training, and promotion. The widely
and often nonconsciously-held assumptions, reservations and unfavourable
attitudes among men towards women get reflected in decisions concerning

utilisation and upvard mobility of women.

The study amply highlights the pervasiveness of lukewarm attitudes
towards women managers in banks. Attitudes could be much more unfavourable
in other industrics and organizations where uomen are new entrants. 3Joth
Women employees and employing organization need to undertaoke measures to
improve the situstion. UWomen need to deavelop greater confidence in their
o¥n capzbilities, prove themselves on thes job, demand equitable treztment
and build upon the pockets of support avzilable in the organizaticnal
envirenment (Parikh and Kumar, 1987, Organizations, on the othsr hand,
need to recognize the parvasiveness of this phsnomenon in the first nlacs,
As a second step, sfforts can be nade to improve interviewer training, and
raise awareness about the possibility of traditional assumptions and atti-
tudes about women cle iding objective performance appraisal and other impor—
tant decisions concerning women. Rising above age-olc attitudes to offer
challenging opportunities to competent women, and to encourage, train and
promote deserving women at par with men is a major challenge faecing Indian

oroanfzations.,

Finally, the present study underscorss a need for oxtemsive surveys
of attitudes toward “omen managers in different industriss. Future research

can study those attitudes across industries and explore similaritiea and



25

differences in attitudes, their reasons and consequences for women. Also,
these attitudes can be seen as in a flux and repeated measures can throw
licht on the direction in which attitudes toward ¥omen managers are charg-

ino aover time,
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Figure 1'

Women have ths capability to acquirs necessary
skills to be successful nanagerse

A .4
40 ——Strongly agree
68.4
5.3 ——Mildly agrse
fleutral 4.4
Mildly disagre@—7m— | 19.8
4.4 /Str:mgly disagree
3.0 T~==

famale lala
Tasponse Tasponce

* Sumbers in Figurs 1 to 19 denote percent response. Due to the
rounding off of nunbers to one decimel point, their totals need
not always aqual 100.



Figure 2

domen have the objectivity required to svaluate
businass situations properly,
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ileutral 81
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Figure 3

Challsnging work is mors important to men than
it is to women®

Strongly disagrese 16.3
/ y
27.7
/////Disagrea‘_ 355
431
Neutral — = 4.4
4.6
/ﬁildly agree— 1 35.6
15 .4
9.2 -——Strongly agre@e———) 2.2
Female Male
respanse rasponsa

* An asterisk mark denotas that the statamsnt is unTavaurably-worded
50 that disagreement with the skatements implies a positive attitude
touards woman and agrzemont denotas a nejative attitude.



Figure 4

domen passess the self-confidence required of a
good laader.
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Figure 5

Yomen no more allow their emotions to influence
their managarial behaviour than do mene.
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Figure 6

domen are lass capable of contributing to an
organization's overall goals than are men . ®
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Figure 7

The postibility of pregraney coes not make Yomen
less desirabls employzes than nen,
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Figure 8

Physiological problams associated with being
vomen should not make woman less desirable

than men as employees.
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Figure 9

To be a successful executive, a Woman does not
have ta saerifis sore of her famipinity.
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Figure 10

A woman uho stays at homs all the time with her
children makes a hatter mother than 2 woman who
Yorks outside the home at least half the tima,®
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Figure 11

Attractive Jomen move up faster in an organiza-
tion than m2n or women who are less attractive,®
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Figure 12

Because they are few in numbers, the visibility
anjoyed by women managers works
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Figure 13

Renarding promotional avenues, women in manage-
rial positions have

3.1 —— Much more opportu- __
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Figure 14

Time has come for the business community to
accept women in key managarial positionse.
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Figure 15

Even if there are competent fomale exscutives
around, the best assignments at hicher levels

should go to men.*
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Figure 16

It is acceptable Tor uomen
for top executive
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Figure 17

I personally would find it difficult to work for
a femalo bosse™®
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Figure 18

I personally would find it difficult to supervise
women as my subordinates,®
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Figure 19

Overall sttitude towards promotion of yomen to
senior management positions
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