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Recent Research on Women in Management

by David D. Van Fleet and Julie G. Saurage

With more women entering the work force and with
more government and social pressure on businesses fo
hire women, more women are being hired. Iif these women
are not being used to their full capacities, however, a great
deal of inefficiency exists as well as an expensive
problem in both human and monetary terms. This article
will review recent research done in areas relating to the
stalus of women as managers, derive conclusions based
on that review, and develop implications from those for
management

Since Terborg [77]) and Brown [8] have reviewed much
of the earlier research, this article primarily reviews only
pertinent research in the period 1977 to the present (see
also Denmark [20], Stead [73], and Biles and Pryatel [7]).
Three areas relating to the topic are explored. First, the
effect of an applicant's sex and attractiveness on hiring
decisions is covered because this has been a “hol” topic
since the passage of the 1964 Civil Rights Act As will be
seen, some writers assert that equal opportunity programs
have been effective in decreasing discriminatory em-
ployment practices while others claim the resultis reverse
discrimination victimizing those unprotected by such
programs. The research reviewed here has utilized
various methodologies in assessing if women may still be
victims of discrimination in hiring. If sex and/or
attractiveness effects are present, management must take
action to ensure that the best person, regardless of sex, is
hired.

The second lopic covered is attitudes toward female
managers. Sex role stereotypes that have developed in
our society are fell by many to be both oppressive and
incorrect These stereotypes are frequently identified as

being the cause of discrimination against women in male
dominated occupations. Research done on this topic
examines these stereotypes that women face as man-
agers. While some references to research on commitment,
tenure, and furnover may be made, this paper does not
deal with job commitment and turnover issues. Readers
specifically interested in those aspects of the "women in
management” issue should see the work of Graddick and
Farr [35] and Chusmir [15] as well as that of Smith [72],
Mathews, Collins, and Cobbs [52], and Barnes and Jones
[2].

The third part of this article looks at perceptions of
female leadership ability. There has been an increasing
interest regarding the impact of sex on leadership be-
cause of the increasing number of women in leadership
roles. Perceptions about female leadership ability play an
important part in the formation of attitudes concerning
women as managers. Such attitudes affect whether a
woman is hired for a job and her treatment on the job once
hired, just as any stereotypes about any group can allecta
group member's employment (see also Golembiewski
1977 [32] and Gordon and Hall [34]). Note that this review
deals with aftitudes about women and not with women's
attitudes about work and/or jobs. This latter area has
been covered by Gomez-Mejia [33], Varca, Shafler, and
McCauley [79], Forgionne and Peeters [25]. Barlol,
Anderson, and Schneier [6], Andrisani and Shapirc [1], as
well as earlier by Fuchs [27].

Table 1 represents a composite of the research that is
covered in following sections of this article. Readers not
interested in research detail could omit this section and
turn directly to the conclusions.
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EFFECTS OF SEX AND
ATTRACTIVENESS ON HIRING

Research in the 1960's and early 1970's found that
women were raled less desirable for management jobs
and were extended fewer job offers than merr [12]. One
explanation for these findings is stereotypes about women
managers. Since men have traditionally held management
jobs, stereotypes of managers have arisen that describe
management positions as having masculine characteris-
tics. This may in turn result in preconceived ideas that
women are not good managers. The elfect of atiractive-
ness is important since it has been proposed that physical
attractiveness exaggerates perceived “gender-related
attributes.” Some research supported this notion and
demonstrated that attractive women are regarded as
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more feminine than unattractive women, and, because of
this, their attractiveness was a liability in achieving
management positions [41].
Sex Eflects

Heilman [38] used the assumption that stereotypes do
exist in employment settings to examine how the pro-
portion of women in an applicant pool could affect
personnel selection. Subjects reviewed packets on eight
diterent applicants, only the last of whom was to be
evaluated for the job. The percentage of women in each
sel was 12, 25, 37, 50, and 100% respectively. There
was a tendency lor women to be evaluated more
unfavorably when their representation in the applicant
pool was minimal. The “focal woman applicant” was ina
far worse position when the percentage of women in the

TABLE 1

COMPOSITE OF RESEARCH REVIEWED

Effects of Sex and Attractiveness on Hiring

AUTHOR SUBJECTS METHODOLOGY RESULTS
male female lype
Heilman & 23 21  undergraduate | evaluate job applicants attractiveness was advantageous for
Saruwateri students for managerial and non- males and females in non-man. positions
{1979) managerial positions but disadv. for women app. for man.
position; no general bias against female
hiring.
Cann, 96 148 undergraduate | evaluate applicants for no diff. in overall or indiv. ratings but
Siegfried, & sludents department man. position hiring had bias toward hiring males and
Pearce (1981) attractive males and females, excepl bias
against attractive females in managerial
positions.
Cash, Gillen, 36 36  personnel eveluate applicants for attractiveness adv. to males and females,
& Burns (1977) consultants masculine, feminine, and except disadv. to females in man. jobs;
neuter type jobs males recom, for masculine and neuter jobs,
women for feminine jobs.
Dipboye, 134 125 undergraduate | evaluate resumes with asttractiveness adv. to both men and women;
Arvey, E students photos of applicants males selected more freq. than females;
Terpstra disadv. for highly sttractive or unattractive
[1977) males.
Giles & Feild 385 52 students one questionnaire for influence of stereotype grest on
{1982) 172 recruiters each group absence of information,
Heilman 50 50 MBA eval, applic. for a women eval. more unfav. when
[1580) students specific man. position , representation in applicant pool was minimal.
varied § of females in
applicant pool
McKenna & L1 48  educ. admin. subject act as schools males rated higher than females, regardiess
Johnson grad. students | admin. & eval. applic. of of selection risk.
{1981) high school Eng. teacher
Mclntyre H58 potential mailed fictious resumes males were preferred over females,
Moberg, & employers actual employers
Posner [1979)
Rosen £ 57 1 municipal assume role of dept. mgr, selection decisions nearly identi.
Mericle administrators | in munic, gov't. snd eval, for males & females. E.E.O. had an
(19783) applic. for supervisor, had effect on salary, lowest pay Yor women
wvarying E.E.D. policies under strong statement.
Taylor & 63 52 undergraduate both males and females saw females as
ligen{isga1) students in-basket exercise better placed in less challenging positions,
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Attitudes Toward Female Managers
Mal-Dalten 117 90  undergraduate | assume role of branch chal. task-men assigned men, women assigned
Sulliven students mgr. of Irg. bank. asked women dull task-both preferred to assign
11981) to sssign tasks to male £ opposite sex.
female workers
Cromie 78 9% varisty of postal questionnaire, women had more fav. attit. toward women
{1981) workers used 11-pt. WAMS in mgmi. than men.
Terborg, 180 100  employees of 21-pt. WAMS higher educ. women had most fav, attitudes.
Peters, distr. co.
ligen E
Smith (1977)
Garland & 123 undergraduate | WAMS & attributions of success attrib. to hardwork, etc.
Price students ! success/failure of assoc. with pos. attit. on WAMS,
{1917} female success attrib.to luck, etc. sssoc. with
negative attit. on WAMS
Stevens & 183 83 upperisvel same a3 Garland EPrice women had more pos. attit.., both men
DeMisi (1980) undergraduates § women attrib. success to hardwork, stc.,
within male scores had findings like Garland
& Price.
Exall, 202 158  mgrs. of st. 17 item instrum. with 3 respondents who had been supervised by
Odewahn, welfare agen. Likert-type scales to women had more pos. attitudes.
& Sherman measure perception
(1980, 1981)
Perception About Female Leadership Abilities
Lee £ Alvares [ 13 undergraduate | partic. in grp. task no sex diff. in description and eval.
(177 students with a superv., answer of behavior, females rate consideration
questionnaire to eval. behavior higher than males.
supervisor
Perry ot al. 127 mental hospital | 2 leadership and 1 job no avidence of different styles by sex.
[(1977) employses questionnaire
Wolters £ 100 100 mgrs and 1 questionnaires only difference found in values
Bell (1977) students of male and female students.
Petty & 438 1948 [ ] questionnaires to meas. both male ¢ female leaders consid. pos.
Bruning of st. soc, job satis., leaders correl. with employee satis., no rel. betw.
{1980) agency behav. role stress, & initiating struc. & satis., to support for
subject's demographics sex~-role congruency hypothesis.
Butterfield 371 1WA undergraduate | rated initiating str. & mgrs. with same style rated diff. according
i Powell bus. studnels | consid. styles, read stories to whether grp perf. was high or low, no
(1981) about mgrs, using one of sax difference.
the styles, eval. behavior
Rice, Benders |216 1st yr. assigned to grps. & eval. strong & neg. bias about causes of perf,
£ Vittars cadets leader £ causes of leader- in female led grps. smong subjects with
{ 1980]) grp. performance trad, view of womens' roles.
Jago & Vroom | 182 79  managers experiments using Vroom- female more likely to choose
{1982) B4 42 undergraduates | Yetton model and ratings approximate process butl negatively
124 61 MBA students evaluated if autocratic.
Ritchie E 1087 managers related assassment center only one of 18 dimensions different
Moses {1983) evolutions with middie level from previous studies of males
positions 7-years later

pool was 25% or less than when the percentage was
above that level. In such near token positions, she was
judged as being of lower potential, being less qualified,
and was less likely to be recommended for a management
position (see also Kanter [45]. Further, if the female
manager perceived hersellas a "token,” she was likely to
be dissatisfied and have less commitment to the organi-
zation [14].

Heilman and Saruwatri [41), however, found no bias

againstwomen in hiring decisions in their research. They
cautioned, however, against drawing conclusions based
on their findings. They judged that since the researchers
were women and the subjects were asked to rate male
and female applicants jointly, the subjeets may have been
alerted to the true intent of the research given the great
amount of interest in equal opportunity at the time of the
experiment.

McKenna and Johnson [54] looked at the effects of
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selection risk on sex discrimination, This is the risk thata

manager feels when he or she selects an individual for a
job. This risk increases as the job under consideration
increases in importance or as the noticeability of failure
increases. With more risk, the people selecting the
employees become more sensitive to the risk. Under-
graduate college students were asked to evaluate an
applicant's suitability for a position as a high-school
English teacher. This is a lemale sex-typed position as
defined by the proportion of women in the occupalion, so
one might expect to find that women would be preferred
over men, The results indicated that males were rated
higher than females regardiess of the level of selection
risk. Ratings of both males and females were lower under
conditions of high selection risk, showing that the raters
increased their cautiousness under such conditions. The
selection risk effect on sex discrimination in employment
decisions was more important than the sex typing of the
job. With a high selection risk, women may be dis-
criminated against even in female-oriented occupations,

Meintyre, Moberg, and Posner [53) sent resumes of
fictiious applicants to 458 potential employers. The
responses to the applicants were analyzed to determine it
discrimination appeared to occur. Male write-in ap-
plicants were preferred over females. There was even a
difference in the amount of time it took the companies to
respond to the applicants, an average of 2.6 days longer
for the female applicants.

Rosen and Mericle [67] examined previous research on
discrimination and concluded that discrimination still
existed. They, therefore, directed their research to ways of
reducing bias. They explored the influence of organi-
zational fair employment policies on both selection and
salary decisions to see how the strong and weak
statements affect these decisions. Municipal adminis-
trators from a southeastern city were used in the exercise.
One set of employment statements was strongly stated to
create pressure to hire more women. The other statement
merely said that the city was an egual opportunity
employer. The administrators reviewed either a male or
female applicant and made a recommendation. The
employment statements did not influence the selection
decision; however, a difference in pay recommendations
was found. The lowest starting pay recommendations
were for females under the strong affirmative action
policy. The highest were for women under the weak
affirmative action statement. This may reflect a stronger
commitment to retention of women by managers under
minimal pressure and a negative reaction to the high
pressure,

Dipboye, Arvey, and Terpsira [22] found that the person
generally perceived o be the most qualitied for a man-
agement position was a man. They also found that women
were as biased against women as were men. Mcintyre,
Moberg, and Posner [53] and Taylor and ligen [7E] also
tound both women and men to be biased.

Cash, Gillen, and Burns [13] also found sex bias.

Respondents perceived males to be more qualified than
females, expecied them to achieve greater success, and
gave them sronger recommendations than women with
identical credentials for a masculine job (auto sales-
person, receiving clerk). Men were also considered more
appropriately placed in neutered jobs than were women,
However, unlike McKenna and Johnson [54), they did find
that women were favored lor feminine jobs. Here sexism
constrains both sexes, but there wera stronger constraints
on women, Cann, Siegiried, and Pearce [12] also found a
bias toward hiring males and against hiring females in
hiring decisions.

Research on ways to reduce these hiring effects has
generally suggested that experience and information may
be effective, especially if they increase the awareness of
stereotyping [47]. Muchinsky and Harris [S58] found that
high academic qualifications tended to reduce discrim-
inatory decisions, Taylor and ligen [76] found that working
with competent females lowers biases. Hall and Hall [36]
and Giles and Feild [28] indicated that the influence of
stereotypes is greater in the absence of objective in-
formation. So more data and more objective information
appear to reduce discrimination in hiring,

Atiractiveness Eflects

Cash, Gillen, and Burns [13] did research with practicing
personnel consultants. Six male and six female con-
sultants evaluated male or female applicants of low, high,
or unknown attractiveness (no photograph). Neutral,
masculine, and feminine jobs were used, and the applicant
was evaluated for each of six potential jobs. An “Oc-
cupational Assessment Questionnaire” was used for the
consultants to indicate their decisions on a 9-point scale.
Although the consultants did not get to meet the
applicants, they felt quite confident in their ratings (mean
of 7.47 on a 9-point scale). There was a physical
aftractiveness effect on the consultants’ decisions. The
employment potential of both sexes was perceived to be
greater for attractive than for unaftractive applicants.
Attractive applicants were also judged more qualified for
neutral jobs than persons who were unattractive.
However, in masculine jobs, attractive females got slightly
lower ratings and were less likely to be hired than
unattractive females.

Heilman and Saruwatri [41] used college students to
analyze four applicants for a job with a large insurance
company. All four applicants were equivalently qualified
for the job. Two were male and two were female, with one
atiractive and one unattractive for each sex. Hiring
preferences were as follows: male, attiractive 43.5%, un-
attractive 13%; female, atiractive 13%, unattractive 30.5%.
When a non-managerial job was used. attractive ap-
plicants ol both sexes were preferred. For men, attractive-
ness proved to be advantageous for all positions, but for
women it was a hindrance in managerial positions.

Cann, Siegfried, and Pearce [12] had college students
evaluate applicants for a department store manager
position. They found no difference in individual or overall



1984 Recen! Research on Women in Leadership and Managemen! 19

ratings of the applicants, but hiring decisions did seem to
be atlected by attractiveness. However, they found a bias
toward both attractive males and females. A possible
reason for this may be that atiractiveness is a hindrance
for individuals applying for jobs considered inappropriate
for their sex [13].

Dipboye, Arvey, and Terpsira [22] found that college
students perceived the most qualified person for man-
agement positions to be physically attractive and male,
When females were either very attractive or unattractive,
there was a bias against hiring them. In general, they
found that attractiveness was an advantage to applicants,
both male and female, as long as the female was not
highly attractive. Dipboye and Wiley [21] also found that
moderately aggressive males and females were preferred
over passive intervieweas,

ATTITUDES TOWARD
FEMALE MANAGERS

Research has generally found that, once hired, women
find turther discrimination. Performance evaluations,
promotions, development, and supervision are all areas in
which women were found to be discriminated against 50,
59, 65). Such discrimination can definitely hinder a
woman's career development as well as resultin a firm's
under-utilizing its female employees' abilities. Bartol [3]
developed a career stage explanation for fewer womnen at
higher managerial levels and Stewart and Gudykunst [75]
have suggested that the career development of males and
females is quite different. Further, Heilman [38], Fottler
and Bain [26], and Moracco, Wilson, and Floyd [57] have
found occupational aspiration differences betwean men
and women.

One consistent finding has been that male and female
performance is judged by different criteria [4, 43, 60].
Wiley and Eskilson [B2] report that, when similar power
strategies are used, what was more positive for males was
less positive for females. Calder and Ross [11] reported
that male and female supervisors were even expected to
perform differentiy. Further, Schmitt and Hill [69] argue
that, even when consensus occurs, it may reflect nothing
more than shared stereotypes.

In much of this attitude research, a frequently used
analytical instrument has been the “Women as Managers
Scale” or WAMS. Developed in 1974 to identity and
measure stereotypic attitudes toward women as man-
agers, the goal was to develop a scale that could
incorporate many managerial situations and still be
psychologically meaningful [78]. The scale usually con-
sists of twenty-one items, ten of which are worded
unfavorably toward females. A Likert-type scale ol one
(strongly disagree) to seven (strongly agree) is used lor
responses to the ilems [74].

Mai-Dalton and Sullivan [50] looked at the effect ol
managers’ sex on assignment to a challenging adult task
and reasons for the choice. They judged that if women
were not assigned challenging jobs to the same extent as

men with equivalent qualifications, women would be ata
disadvantage from the time they entered a new job. Their
subjects were 117 male and 90 female college students
and B8 male and 14 female banking executives. The
subjects acted as a branch manager of a large commercial
bank and were asked o assign tasks to male and female
workers with equivalent qualifications. In the challenging
task, it was found that men preferred to assign men and
women preferred to assign women. The subjects said that
they chose members of their own sex for the challenging
jobs because they experienced a more rewarding re-
lationship and less conflict with those individuals. Also,
the men justified their prejudice on the basis of role
stereotyping. claiming that women were competent for
the dull task and would be more interested in getting the
job done. Participants were aware that they could avoida
sex biased decision by responding with a no preference
choice; however, most did not do so. Thus, sex bias did
nol disappear even though subjects were made aware of
it

Cromie [18], in WAMS research in Northern Ireland,
found that men did not as readily accept women managers
as women did. Women in secretarial, professional, and
managerial positions had more favorable attitudes toward
women managers than men in professional and man-
agerial positions. Terborg, et al. [78] used a WAMS in an
experiment with 180 male and 100 female full-time
employees and found that the women with more formal
education (higher salaried) tended to have the most
favorable attitudes toward women managers. Age and
marital status appeared to have no effect, and salaried
employees had more favorable attitudes than wage
employees.

Garland and Price [28] also used WAMS. The subjects
were asked to consider four causes for the success/
fallure of women. The success causes were ability, hard
work, good luck, and an easy job. Failure causes were
lack of ability, lack of hard work, bad luck, and a difficult
job. A Likert-type scale was used to indicate the extent to
which the above reasons were the cause of success or
failure. Internal attributions (ability and hard work) for
success were associated with positive attitudes toward
women managers. External attributions (good luck and an
easy job) were associated with negative attitudes toward
women managers. They did not find any association
between an individual's attitudes toward women man-
agers and causes given for a female manager's failure,
This suggests that people will resist changing their
attitudes by integrating any new information in a way that
is consistent with their existing attitudes.

Stevens and DeNisi [74] repeated the Garland and
Price [28] procedure with both male and female subjects.
Women had more positive attitudes toward women in
management than did men, bul in attributing success or
failure, both sexes atiributed success to ability, eflort, and
the nature of the job. Women subjects were, however,
more consistent in their responses while the male resuits
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ware similar 1o those of Garland [28]. Heilman and Guzzo
[40] also found that success for males was atiributed more
to ability while that for females more to luch.

Ezell, Odewahn, and Sherman [23, 24] used men and
women managers in a state public welfare agency to
determine if there were differences in the perception of
competlence of women as managers, depending on
whether a person had been supervised by a woman. They
chose a public human service organization because
there were more women in management positions in that
organization. Respondents who have had women supet-
visors were significantly more positive than were those
with no prior female supervision. Among male respon-
dents, those holding the highest entry level managerial
positions had the most positive attitudes toward women
managers. Women in middle and lower management
positions had the most favorable attitudes among women
respondents. Managers in the fifty or older age group had
more favorable attitudes than those in the thirty-six to fitty
group. Individuals whose professional training was in
business or public administration had a substantially
lower perception of female managerial ability than those
with other training.

PERCEPTIONS ABOUT FEMALE
LEADERSHIP ABILITIES

Research concerning the sex ol leaders is a fairly
recent development As recently as the early 1970's, there
was nol a substantial amount of research on the subject
Since then, numerous researchers have found that both
men and women tend to believe that females are less
suited for leadership positions [70], are less effective in
such positions than men [8), or are disposed lo assume or
not assume leadership positions as a function of sex-role
expectations [31). Males and females are frequently
evaluated ditferently for similar performance [77, 80), and
there is also considerable research showing that per-
formance by females is frequently subjectively evaluated
less favorably than identical performance by males [44]
and that both male and female evaluators show this bias.
While mentors are more common for male managers [42],
most early research found no general pattern of benavior
characterizing male and female leaders [63). On the other
hand, Bartol and Wortman [5] reported that there were
fewer differences in leader behavior than stereotypes
would suggest. Assessment center predictions have also
been essentially the same for males and females [64).
Further, Brown [8] reports that practicing managers
frequently judged that there was no difference in the
leadership styles of men and women, whereas students
often thought that there was. Also, students were found 1o
suppori female stereotypes more than those who had
more work experience [8).

Lee and Alvares [49] used the Leader Behavior
Description Questionnaire (LBDQ) and found no dif-
ferences in the descriptions and evaluations of super-
visory style. They judged that these results may have
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occurred because of the possibility that college students
were sensitized to sex discrimination issues or that the
fact that real supervisory cases were used may have
resulted in a truer reproduction of real world situations.
Research with results ditferent from these often use
stories rather than real experiences [49].

Petty and Bruning [61] hypothesized that considerate
supervisory behavior by female managers would be more
positively correlated with the worker's satisfaction than
would considerate behavior by male managers with the
opposite relationship for initiating structure behavior.
This was to test the “sex role congruency hypothesis.”
The data they gathered did not support this hypothesis.
Consideration was sirongly correlated with subordinate
satisfaction for both male and female leaders for all the
subgroups of job classifications used in the study.
Although not as strongly, initiating structure was also
correlated with satisfaction for both males and females.
One reason lor these results may have been the fact that
there are more women managers in the public weifare
agencies sampled than in most business firms. Thus, the
workers have had more experience with women man-
agers than most individuals. Also, the agency was in a
turbulent state at the time of the study with insufficient
funding and public eriticism of it. Subordinates’ needs for
supervisory initialing structuring and consideration may
have had more importance than any stereotypes they
might have had.

Butterfield and Powell [10] also found that male and
female leaders using the same style are rated the sama.
They found that managers who used the same style were
rated ditferently depending on whether their group's
performance was high or low. Perlormance, but not
leader sex, influenced how a person viewed a leader's
behavior. Petty, et al. [62] also found similar results. Rice,
Bender, and Vitlers [63] found that groups with female
leaders al West Point performed less effectively than
groups with male leaders. However, leader sex accounted
for only three percent of the variance in group per-
formance. They also found that there was a strong and
negative bias in attributions about the causes ol per-
formance in lemale led groups amoung those followers
who had traditional views about the role of women. Those
with more liberal views often showed a sex bias favoring
female leaders with regard to the attribution of
performance.

CONCLUSIONS
Eflect of Sex and Attracliveness

A hypothesis thal women are discriminated against in
hiring decisions has been supported by recen! research.
The ellects of selection risk, percentage of females in the
applicant pool, and equal employment. statements have
been examined. Women were evaluated more unfavorably
when their representation in the applicant pool was small.
Males were consistently ranked higher than lemales
regardless of selection risk in a female-oriented job; the
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inclusion of a selection risk in experiments appears fo
resultin a reversal of the traditional discriminatory view of
women and a disregard for sex roles. Differences in equal
opporunity statements did not appear to influence hiring
but did influence salary recommendations. This body ol
research on the effects of sex on hiring decisions points
out that situational factors in the hiring environment may
affect results. Certain variables in hiring situations may
lead to & use of stereotypic views instead of the use of
more objective rationales,

Research on physical attractiveness suggests that the
attractiveness of applicants is a factor in hiring decisions.
Although results differ, there appears to be a tendency
toward hiring attractive females for jobs considered
female oriented. Attractive females, however, are at a
disadvaniage when being considered for management
positions. This supporis the idea that the effects of
appearance are mediated by perceived differences in the
fit between an applicant's attributes and the requirements
ol the job with negative reactions resulting from perceived
incongruencies. Also, other research has found that
attractiveness accentuates femininity in women and
masculinity in males. This may be why attractive females
are not considered suitable for management jobs. Their
attractiveness adds to their femininity and thus detracts
from their perceived fit in management positions that are
usually described in masculine terms.

Attitudes Toward Female Managers

When WAMS was used to measure attitudes toward
female managers, the results were fairly consistent:
women had more favorable attitudes loward women than
did men, and higher educated men and women had more
favorable attitudes than did those with less education. But
when challenging tasks were involved, both sexes
assigned challenging tasks to those of their same sex
because of the favorable relationships they judged de-
veloped in such situations. Thus, more than just attiludes
about women's abilities are involved. Feelings about the
relationships that develop on the job were also important
in the treatment of women in their jobs. In attributions of
success or failure moderated by WAMS scores, those
with lower scores atiributed success on the job to women
having good luck or an easy job while those with higher
scores attributed success to hard work and ability. This
reinforces the findings of the WAMS score. WAMS
appears to be a fairly good test of attitudes toward women
in managerial positions,

Perceptions Aboul Female Leadership Abilities

The research reviewed here seems to support the
finding that women were generally found to be as
elective as men in actual work situations. Descriptions of
the behavior of managers using consideration styles and
initiating structure styles were somelimes not affected by
the sex of managers, although at other times they were.
A Caveat

Many of the research studies reviewed here depend a
great deal on “self-report attitude scales” and question-

naires, such as WAMS. These tools need to be refined to
ensure that they are measuring the atfitudes that they are
intended to measure. WAMS is not a fully validated
measure, 50 there is some question about the resulls
obtained with it (16, 17]. Also. the reliability ol students
may differ from that of managers. The instrument is also
treated as though it were unidimensional, while there
appears 10 be more than one dimension involved in most
of this research. In most studies there appears to be one
dominant dimension and a varying number of minor
dimensions, Also, attitudes are easy to lake on WAMS
since it is a self-report scale [B81]. All this leads to the
conclusion that more research is needed to establish the
validity and consistency of WAMS, although it looks good
at present.

Another problem involves the focus of the designs [B1].
Frequently, when differences between the sexes are
studied, the results display more variance within each sex
than between the sexes. The population used also causes
difficulty. Subjects range from college undergraduates to
managers to workers. Thus, rival hypotheses often
emerge. Also, college students with no work experience
have little basis for their views, so they may more readily
resort to stereotypes. There needs to be more concern for
the characteristics of the samples used in the research
[81].In general, there is a need lo increase the validity and
consistency of the measuring tools used and o more
carefully analyze the situational and subject characteris-
fics in this research.

IMPLICATIONS FOR MANAGEMENT

The research reviewed here confirms that sex dis-
crimination still exists in organizations. With the present
emphasis on equal employment, many organizations
have had to establish affirmative action programs.
However, many such programs have very little successin
ending discrimination against women [55, 56, 68, 72].
Glucklich and Povall [30] found that anti-discrimination
and equal opportunity were low priority items in many of
the organizations that they surveyed. More women have
been hired under these programs, but they cannotalways
perform to their full capacity because of stereotypic views
that exist within organizations, especially with regard to
their managerial ability. It is uneconomical and inefficient
lor organizations to hire women (or any subgroup of the
labor force) and not to use them to their full capacity,
Therefore, programs need to be developed to end the
discrimination and allow all employees to work to their full
capacities. These programs must be two-fold. First,
personnel involved in hiring must be made awara of
tendencies to discriminate that those personnel may
display. Secondly, programs that reduce discriminatory
practices after hiring must be developed.

Hiring Improvements Programs

Sex discrimination could be influenced by situational
lactors such as the percentage of women in the applicant
pool, selection risk, and the employment opportunity
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statement. Employment opporiunity statements do not
appear fo have much effect on hiring practices, although
they do seem to affect salary recommendations. Managers
should discuss the meaning of such statements with
those doing the hiring to try o reduce the reactions of
those personnel in order to bring about more equitable
salary recommendations. Management must also train
their personnel staffs to be aware of discriminatory
tendencies in hiring and how such tendencies can be
overcome. Praclice hiring scenarios and exercises can
be used to increase the awareness of sex discrimination
[66). When possible, a firm should increase the applicant
pool size so that more women will be considered for a
position. A larger applicant pool will increase the chances
of finding qualified women [37].

In short, a firm's hiring procedures and objectives must
be carelully analyzed and developed, personnel must be
thoroughly trained, and the applicant pool size must be
adequate to meet a firm’s objectives. Periodic review of
hiring programs and practices will aid in ensuring that
these recommendations are implemented, supported,
and sustained.

Organizational Programs

Once hired, women often find their career paths blocked
by discriminatory praclices within the organization, or
they experience strong sex-role conflict [15]. Even with
the present emphasis on equal opporlunity employment,
many programs do not have the support of the total
organization, let alone top management. To reduce and
prevent turnover and/or career stagnation for women
and under-utilization of their ability, the first step is 1o
obtain top management acceptance and active support of
the objectives of the equal opportunity program. Without
the backing of upper management, programs will falter
and be allowed to fail. Therefore, the objective of equal
opportunity must be a corporate objective.

The second major step is increasing managerial
awareness of discrimination. Women managers are often
excluded from informal work relationships that arise on
the job. This exclusion can result in their not being
involved in decision making, which ollen occurs in
informal settings. This exclusion perpetuates indiv.dual
and role level problems that women managers face [51].
Condescending treatment, the withholding of supervisory
support, and absence of encouragement have also been
found [68]. This failure to be fully accepted into the work
environment can easily detract from a woman manager's
effectiveness. The possible consequences are lowered
skill use, lowered sell image, dysfunctional behaviors,
and quitting [23]. A promising approach to ending sex
bias is experimental learning workshops, where the
individuals learn first-hand how sex biases can influence
managerial actions. This approach involves cases and
role playing to define problems and suggests ways to
eliminate sex bias. In-basket exercises have also been
useful in making managers aware of any sex biases that
they may have in day-to-day activities. Such workshops

involve the participants in solving organizational problems
as well as overcoming their own biases [66). Organi-
zational development and support of mentoring for female
managers would also appear useful if not absolutely
necessary [42].

Corporate employee evaluation and promotion pro-
cedures musi also be reviewed. These should be made as
objective as possible, so that subjective judgments, which
can be influenced by stereotypes, are minimized [9]. The
use of behavioral observation scales [4B] and assessmant
centers has been found useful in increasing the objectivity
of evaluations [37]. Kay [46] lists the following procedures
for integrating women managers into a firm's workforce.
These have been found to be productive methods of
meeting affirmative action standards and increasing the
utilization of women managers' abilities.

a Use open promotion and transler policies to make
promotional opportunities known to all employees.

b. Make job requirements realistic with no “male bias" or
exclusion ol women,

€. Use written evaluations of candidate qualifications.

d. Make career counseling available for women empioyees,
particularly those with advanced training, education, and
expearienca.

&, Ensure that the pay of women and men with similar
backgrounds is similar, with any differences being at-
tributable to performance only.

1. Ensura that lop management supports equal opporiunity.

Research comparing the attitudes of individuals who
have had experience working with women managers
compared with those who have not lends support to the
notion that women can be effective managers and leaders.
Efforts to end biases may be aided by the fact that more
qualified women are entering positions of responsibility
and are proving their abilities. Though attitude measuring
tools may be weak and the results derived from their use
partly questionable, there seems to be enough evidence
to demonstrate that some biases do exist. That information
alone is enough for management to realize that under-
utilization of its workforce may exist. A true commitmentto
equal opportunity and a managerial awareness of biases
will help to create a more equitable work environment for
all workers and a more elfective organization for
managers.
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Opecalors, fabncators, and lsborers 18,550| 16,081] 12,084 11,808| 10,895 10,762| 44556 4282 4237 4072
Machine operators, assemblers, and INEPOCIONS ......oocenacnn| T.B74| 7,744) 4603) 4484| 4304| 4287 3271 3,258 3.152) 3,157
Marudacturing industries 6,64T7| B517) 3781| 36085 3640 3558 2867 2822) 2770 2,748
Durable goods | 3,736 3478| 2476| 2355 2387 2272 1,260 1,123 'I-.szl 1,099
Nondurable goods 2912 3,038 12305 12340 1,253 1. 286( 1,607 1,688| 1.543] 1,650
Nonma industrias 1,226 1,226 az22 TH0 754 729 404 437 382 408
Transportation and material Moving OCCUPATONS ... 4908 4201| 3874| 3875 AT20| I VA2l J24| 326] J2 N3]
Motod vahicia 2955 2878| 2680| 2,705 2,565 2810 274 273 263| 261
Other transporiation and materisl moving OCCUPEEONS ...cu-... | 12440 1,223 1,184]| 1,169] 1,964 1,142 50/ 53 49 52
Handiers, squipment cleaners, halpers, and 1BbOMMS oo 4478} 4147| 3817 3450 2872 2722 861 a7 T4 [Tuk]
561 585 543 583 466 514 18 13 16 11
Othar handlers, equipment cleaners, helpers, and laborers .| 3,816 3,551| 3,074| 2868 2407 2208) B42| 685 758) Sa2
Farming, forestry, and fishing 3751 a700| 3167| 3108 2734| 2720| 84| 82| 519 524
Farm oporators and managers 1482 1450 1308| 1275 1280 12600 77| 178| 175 173
Other {arming, forestry, and fishing OCCUPABONS ... ———]  2,268] 2250| 1,882) 1833 ‘l,l-lﬁl 'I,-Ivﬂﬂl 407 a7 244 351

' Dats lor 1882 mre nol shown becauss they do nol meel reliabiliy slandards for publication.

EMPLOYMENT AND EARNINGS, v.31 n.l, January 1984, pp.176-177.
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HOUSEHOLD DATA

ANNUAL AVERAGES
21. Employed clvillans by occupation, race, and sex
{Parcont distribution) &
Total Man Women
Occupation and race ¥
1882 1883 1882 1883 1882 1883
TOTAL
Total, 16 years and over (thousands) 9,528 100,834 58,271 58,787 43,256 44,047
Percent ........ 100.0 100.0 100.0 100.0 100.0 100.0
Managerial and professional spacialty 213 234 245 245 ns 219
‘Exacutive, administrative, and managernal 10.7 10.7 128 128 7.8 78
Professional spacialty 128 127 18 1.7 138 14.0
Technical, sales, and administrative support 30.8 o 18.5 18.5 457 458
Technicians and related supporn 30 a0 29 28 a2 33
Sales occupations 1.3 "7 10.8 10.8 1.8 128
Administrative suppori, including clerical 168 183 58 58 30.7 27
Service occupations 138 137 04 ey 18.0 18.8
Private housshold 1.0 1.0 1 1 23 21
Protective sanice 18 1.7 25 28 A 5
Sarvica, axcapt private household and protective 108 111 aa 71 18.2 183
Pracision production, craft, and repair 118 122 184 10.9 1.8 23
Oparalors, fabricators, and laborers 18.8 18.0 215 20.8 10.3 oy
Machine oporators, assemblers, and inspecions 78 .7 8.2 78 T8 T4
Transportation and matedal moving occupations 4.2 42 1) L¥:] T .
Handlars, equipmant cleaners, helpers, and laborers 4.5 4.1 a4 8.1 20 18
Farming, forestry, and fishing a8 a7 58 55 14 13
‘White
Total, 16 years and over (thousands) 87,803 88,893 50,287 50,621 ar.eis 38272
Parcen .... : 100.0 100.0 100.0 100.0 100.0 10000
Managerial and professional specialty 243 24.3 258 258 225 228
Exacutive, administrative, and managéarial 13 11.3 138 135 a3 B3
Prulu.ﬁoni e R R TS SRR B AR St e 12.0 13.0 120 121 142 14.2
Technical, sales, snd administrative support s Mz 188 199 AT aT.2
Taechnicians and related suppor 30 3.0 29 28 32 aa
Sales occupations ........ 118 124 1.5 1.5 126 135
Administraive suppor, including clencal 166 18.3 55 56 na 30.5
Sarvice occupations ; 123 125 B.5 BB 175 175
Privata housahold F:] B ] A 1.9 1.7
Protecive service 1.8 18 24 24 A 5
Sarvica, axcepl private housahold and protective 10.0 101 6.0 6.3 152 153
Precision production, crafl, and repair 12.2 128 18.8 05 1.8 22
Operators, fabricators, and laborers 158 151 204 18.7 88 8.0
Machine oparalors, essemblers, and inspectorns ; 1.5 T2 7.8 76 7.0 68
Transportation and material L 4.1 4.0 8.8 85 T 7
Handlers, equipmant cleaners, holpers, and laborers 42 ae 59 58 18 15
Farming, forestry, and fishing ag 38 5.7 55 14 14
Black
Total, 16 years and over (thousands) 8,188 8,375 4,637 4,753 4,552 4 522
Parcant 100.0 100.0 100.0 100.0 100.0 100.0
Managerial and professional spaciafty [y 14.1 ] 12.2 156 16.1
Exscutive, administrativa, and managerial (] 5.4 M 58 44 a8
Professional spacialty M BT (] 6.4 11.2 11.2
Tachnical, sales, and administrative support (v 254 [y ] 14.9 363 36.2
Technicians and related support ... [y ] a7 ™ 20 a1 34
T T T T O —— 4] 8.0 0 a7 8.7 73
Administrative support, including clarical [y] 18.8 ] B2 265 256
Sarvice occupations i O 245 ] 18.5 o 306
Privata household ... ] 28 N 2 64 57
Protectve servica ] 24 i ] 41 T T
Service, excepl private housahold and protective ] 18.1 0 14.3 240 242
Pracision production, craft, and repair (] 8.0 (] 15.7 1.7 21
Oparators, fabricators, and laborers i) 241 ] 335 148 14.3
Machine operaiors, assemblers, and inspectors O 1.5 (] 11.8 111 11.5
Transportation and material moving occupations iy ] 58 (] 10.7 B g
Handlers, squipment cleaners, helpers, and laborers O 8.7 (g 11.3 28 1.8
Farming, forestry, and fishing ....... ] a0 [y 52 8 B

|
;
;

' Laess than 0,05 parcanL
' Data for 1982 sre not shown because they do not meet reliability
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Egng to the Top: Executive
Women in 1983 and Beyond

J- Benjamin Forbes and James E. Piercy

). Benjamin Forbes and James E. Piercy
are Assuciate Professors of Management

A new generation of wonien executives is

3 Joha Carrsll Univerity in Clveland. - coming up through the ranks of American

corporations. These women have back-
grounds and opportunities which are dif-.
ferent from those of women who are al-

ready top executives.

Based on their study

of the characteristics of more than one
thousand executive women, the authors
pinpoint where women are today and
where the female CEOs of the future will

come from.

crman Kahn, the luturist,
Hmu unce asked how long it

would be belore 25 percent
of the chiel exccutives of the
Fortune 500 companies were
women. Kahn replied: “About two
thousand years, but make it 10
percent and 1'll say within twenty
years.,"! Whether or not he was
cntirely serious, his remark ac-
curaicly describes the slow but
stcady progress that women are
making into the executive runks.
While the number of females oc-
cupying chiel executive status in
one of the top firms remains vir-

I. Cited by Wyndham Roberison, "The
Top Women in Big Busincss,” Fortune, July
17, 1978: 59,

tually nil, their numbers are in-
crecasing within _ management in
general and within the upper eche-
lons of the hierarchy in all sizes of
industrial and scrvice firms. Be-
tween 1972 and 1980, the number
ol female managers and administra-
tors more than doubled (1,410,000
o 2,852,000), while the number
of male managers and adminisira-
tors increased by only 22 percent
(6,621,000 1o 8,067,000).2 More-
over, the executive scarch firm of
Heidrick and Struggles reporied
that the number of women who

2. US, Department of Commerce, Buresu
of the Cenaua, Population Profile of the United
States: 1980, Populstion Characteristics Scries
P-20, No. 365: 36,

Businen Horizons | SeptemberOciober 1983



Rising 1o the Top: Exccuther Women in 1983 snd Bryond

held oblicer rank a1 the corporate
level in America'’s largest industrial
anil nomindustrial flirms went up
lrern 325 in 1977 10 497 in 1980,
+ 4 percemt increase.?

Sull, female representation in
the highest executive positions re-
mains very low, A survey by Far-
fune ol the top officers and direc-
tors  (those listed in the proxy
statements onlvy of ther 1,300
vompany population fisnd just 10
weomen among G400 oflicers anid
directors (.16 percent), and this
pmimber had oot increased  from
1973 we 197B Ali, m 1980
Hedoek and Svrugeles found only
onte woman oflicer for cach 1.6
memndlastrial (irms and cach 3.3
industrial firms.*

Furthermore, women are often
net in a positon of great fluence
even when they are histed as diree-
I'he dircctors on whom the
harmmen rely mest beavily ane the
eitatile CEOs o other  persons
with CEOdevel experience. whivch
VT women have® Women
s b D chosen i I'I'Fil'!:-.: b the
B the “ousider™s™  point ol
view: wsially they pepresent
acadenng, the public sector, dhe
wieilie, the comsumer, or mianorg-
ties, ds well as other women. Joan
Crans I'.'.unnl.'l!., whao  serves  on
severil  hoards, savs corporations
like o ger a “twoler” or a
“threcler —someone with a back-
gromind in more than one “outside™
arca,?

Waomen olflicers, won, are often
in positions of lesser influence, A
survey  of corporate-level women
officers published by Hedrick and
Struggles reported  that although

loal s,

T

5, Wheidrick & Swruggles, Inc,, “Profile of 2
Woman Officer,” 1980: 1.

4. Wyndham Roborison: 59,

5. Heidrink & Struggles. Inc.: 1.

&, Felioe M. Schwartz, “From the Board-
riven, ™ Mirvard Business Neroewr, March-April,
1980: 7.

7. Juan Gand Cooney, “A Woman in the

Boardrowm,” Harvard Nusiness Beriew, Janue
ary-Fobruary, 1978: 78,

28 percent were at Jeast vice presi-
dents, 51 pereent were secrelanics
or assistant secretaries. More than
hall of these women officers en-
tered the company in a clerical
pusition and so may not have the
training or experience o influence
op-level decision making.®

It is clear that, a1 present,
women have relatively little power
at the wop levels in U5, corpora-
tions. This is in part because rela-
tively few women have the man-
agerial, professional, or wehnical
backgrounds 1o contribute a great
deal at the wop, But a change scems
to he sccurring, Women are oblain-
ing more technical raining  and
more business education, especially
at the MBA level, and these well-
educated women are moving into
middle and upper-middle manage-

B. Veidrick & Struggles, Inc.: 2,

L

ment positions il Fairly

Vong
ags.

These wends scem o sugeest
that we will see many more women
in positions of greater responsi-
bility in the future, Therefore this
study was designed 10 leam more
about these lemale execunives {of-
ficers and upper-leve] managers) by
examining their backgrounds (age.
cducation, place ol birth, and
mobilitv), and their piesent posi-
tions {titles, industry, size of com-
pany). We will examine in detl
issues such as how the yvouneer
women exccutives differ from the
older in terms of education and
position, and whether the oppor-
tunitics for women are greater in
certain industrics, or firms of 2
certain size or geographical region.
We anticipate  that  this  swady,

9, “What's Nevded to Bevome a Company

Supersar,” Huimcss Week, Seprember 13,

1980: 146,
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which will describe the female ex-
ceutive of 1982, may be used as a
benchmark against which the prog-
ress ol women managers may be
meastreq,

The data for this study were
obtained from Volumes 1, 2, and 3
of Standard and Poor's Kegister of
Corporations, Ihrectors, and Ex.
centives. Volume 2 contains a lisi-
mg of approximately 70,000 direc-
tors and  excoutives,  This listing
was reviewed, and approximately
LI names (1.9 pereent) were
identificd a5 those of females
serving in 'S, firms of all sizes,
Those who were serving only as
dircctors were removed from the
list. resulting in a sample of 1,262,
Names, titles, dates, and places of
birth, education, and affiliation
were recorded. Volume | was the
source for information about the
individual firms in which they were
serving: size, location, and indus-
trv. Volume 3 was the source for
women added between 1970 and
1981.

Although aot all female busi-
ness executives are included in this
register, we believe that the sumple

is representative in terms of both
numbers and positions within the
firms" hierarchies.

Entry of Women Speeds Up

n 1970, females represented 2
percent of the new additions to

Standard and Pour’s Register,
and remained a1 or slightly below
that figure for the next four yvears
(Figure 1). They excecded 2 per-
cent in 1975 and have not fallen
below that figure since. The rise
since 1977 has been particularly
significant; the fligure has doubled
o the present 4.1 percent.

Background

Women who rise to the top tend 10
have certain characteristics in com-
man.

Age. < The female executive
tends to be middle-aged or older.
Ages range from 25 (0 92, with a
mean of 52.8 and a median of 55,
Only about vne out of six is under
40, while more than two-thirds
(68.0 percent) are over 50, and one
out of eight is 70 or older. Distri-

bution by age group is shown in
Table 1.

Birthplace. About 96 percent
of the female executives were born
in the United States and 4 percent
were foreign bomn. Large urban
arcas were the birthplaces for a
disproportionate number of female
execulives. While only 29.6 per-
cent of the 1930 population (year
of birth [or the average female
executive)  lived in  cities with
populations of 100,000 or more,
47.3 percent of the female exccu-
tives were bom in such cities.
Morewwver, 72.6 percent of female
executives were bom in cities of
25,000 o larger while aonly 0.1
percent of the population lived in
such citics.

The Northeast was the birth-
place for nearly four out of ten of
the exceutives, followed by the
North Central, South, and West, in
that order. Tahle 2 comparcs the
region of hirth with the pereentage
waorking in the region and with the
1930 pupulation.

The percentage working in the
Northeast almost equals the per-
centage bom in the area, indicating

Figure 1

Percentage of Newly Listed Female Executives, by Year
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Rising to the Top: Exscutive Women in 1983 and Beyond

Takde | Table 2
Age Datribution of the Female Comparisos of Region of Birth with Female Excouthres Working in Region and wih
Executives 1930 Fopulation  *
Age Group Number  Percenlage ! Born in Region Working in Region 1930 Population
Less Than 30 13 O i (Percentage) (Percentage) (Percentage)
30-39 175 14.4 Northeas 38.9 36.8 28.0
40-49 201 16.5 Morth Central 320 21.5 51.%
50-59 380 313 South 209 229 30.7
69 ayg 4.6 Wen B.2 13.4 10.0
7 ] — ——— —
0 and over 157 12.9 Totals: 100.0 100.0 1600
1.215* 100.0 one-third of the female executives  the younger women do; in the

4. Age was available for only 1,215 of the
1,262 female executives.

a high Jevel of opportunity for
women in this region. Buth per-
centages exceed the percentage of
the population living in the area,
The percentage of female execu-
tives bom in the North Central
region is approximately equal 1o
the proportion of the population
froom that area. However, the per-
centape  working in the area s
lower, indicating that this region
has fed execunve talent 1o other
The pereentage of women
winr ke i the South shehily ex-
vevtls the percentage bom there,
and  hoth proportions are lower
than the population percentage for
that  region, indicaung relatively
fess wpportunity Tor women in this
area. Fmally, in the West the op-
portunitics (as measured by per-
centage  working  there)  exceed
baoth the percentage of population
born there and the 1930 popula-
tion pereentage. Thus, the West has
been a region of opportunity for
onitsiders.

Mobility. The geographical mo-
bility of the female executive is
presented in detail in Figure 2, The
Northeast  and  North  Central
regions have provided maore female
exccutives o other regions than
they  have gained in return, The
South shows a net gain of 6.7
percent and the West shows a net
gain of G3.6 percent from other
regions of the country.

Education by Age Group and
Region of Employment. More than

MIRNE

have an undergraduate degree and
about one in five (18.2 percent)
have graduate degrees. The nearly
one-half (48.1 percent) who do nut
have a degree are concentrated in
the ewver-50 age groups, as shown in
Table 3.

The vounger executives tend to
be more highly educated. Of those
under 40, three out of four (78
percent) have at least an under-
graduate degree and more than
onc-third (35 percent) have a
graduate degree.

Female executives emploved in
firms in the Northeast are more
highlv educated than those in the
other geographical regions. In the
Northeast almost three out of five
have at least an undergraduate de-
gree and slightly less than one out
of four have a graduate degree. In
the uther three regions slightly less
than hall have undergraduate de-
grees, and in the South and West
only one out of eight has a gradu-
ate deyree.

The typical Temale executive is
in ber mid-fiftics, and was born in
a large city in the Northeast or
North Central region of the coun-
try. Although there has been move-
ment 1o the South and West, she
probably still works in the region
of birth. In addition, she was born
in a city with a population of
25,000 or more.

Her level of education depends
on age and region of employment.
Although more than half of the
ulder female executives do not
pussess a college degree, muost of

under-40 age group more than
one-third also have graduate de-
grees. Finally, the level of educa-
tion is greatest among those em-
ploved in the Northeast.
Greater Representation  in  the
Executive Suite

he annual “New Individual
Additions”  section of
Volume 3 of Standard and

Poor’s Register provides position
titles for newly listed executives,
The pereentage of newly listed
females occupying positions of
vice-president  or  higher has in-
creased as shown in Figure 3.
There was a gradual decline in new
additions to higher level positions
from 1971-73, a general leveling
through 1977, and then a 57 per-
cent increase from that time (o
1981. These figures indicate that
women are not only making
progress into the executive ranks
but also attaining more responsible
positions.

Where Is She?

he industries in which the
female  executives were
serving, and the relation-

ship beiween industry and age,
education, and position as well as
the relationship between firm size
and age, cducation, and position
were also examined.

Positions Held by the Female
Executives. A surprising one out of
seven {15.1 percent) of the women
headed business organizations (sce
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Fugure 2
Mability of the Female Executive

93
B s 5m)
162 (+63.6%)

Number born in region.

ﬁ Mumber (and percent) born and working in region.
ﬁ Number working in region (and net gain or loss).

To: XK, XC, 50, or W Number born in region who are working in another region,

Neorth Central

86
B®270 (72.0m)
332 (~14.0)

To: NE 33
S0 M
W 40

40
!::‘l (81.1%)
(~5.5%)

253
BB 183 (72.9%)
270 {+6.7%)

Table 4); however, these were
mustly smaller firms. The sample is
fairly evenly divided between those
serving  in positions  titled  vice
president and higher (49.2 percent)
and those serving in what arc ap-
parently lower-level positions (50.8
percent). These position titles will
be reviewed in more detail when
we examine the type, size and
location of the firms in which the
WAIHTILCT are serving.

Relationship Between Position
and Age, Region of Birth, and
Education. Several background Fac-
tors were found 1o be related 1o
the positions held by female execu-
tives as shown in Table 5, which
rellects age, region of birth, and
cducation by position. Females oc-

cupying the top position have a
mean age of 63, well above the
mecan age of 57 of chicl exccutives
of the B0O largest industrial and
nonindustrial firms,"? and almost
60 percent are 60 or older. For the
next three positons, there was o
decline in mean age and then an
increase for the lower positions,
Significantly, a1 the executive
vice president, vice president, and
manager level, more than four out
of ten ol the female executives
were under 50, Since it is from
these three levels that movement
upward is most likely to occur and

. 10. James E. Fiercy and J. Benjamin
Forbes, “Indusiry Differcnces in Chicl Execu-
tive Oificens,™ MSL Bupincss Topics, Winter
1981: 27.

since the average chiel executive is
appointed ai the age of 49, these
women arc young enough o be
considered for  twopdevel  posi-
tions.'' In contrast, the large
majority (more than 70 percent) of
the women in sccrctary and trea-
surer positions are over 50 and
have probably reached the peak of
their careers.

When we compared the posi-
tion held with the geographical
arca ol birth, we found that the
Northeast had the highest  per-
centage of women who held posi-
tibns as top exccutives and as
sceretarics while the North Ceniral

1l James E. Picrcy and J. Benjamin
Forbes: 27.
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Habir 3

beducation By Age Group and Region of Employmeni

Fducation

Under

Fercentage 30

II.*lfl Than Degree 45,1 15.4
Undergraduate
Idegree Only 3a3 61.5
Graduaie Degree In2 3.1
Fantaly 10,0 (TN

Age Group (%) Region of Employment
70 and North
3039 4049 50.59  60.69 Oider | Northeast Ceniral  South West
e 46.3 52.4 56.1 56.7 41.6 53.0 53.3 533
41.1 34.8 30.3 315 34.4 153 289 34.1 333
36.0 189 17.3 12.4 B.9 231 18.1 12.6 13.4
LV LT R Toir.n 104,00 10010 Tivb.in 1M 1000 100.0

TR Was underrepresented i lap
positiens. Likewise, the prreentage
ol Toreign-hom in P positions
exvecds the 4 percent ol foreign-
born femade executives. Fhe South
anel West are fairly evenly repie-
sentedl in mast positions.

Those swcupying «higher prossi
tons within the firm are beter
cducated, Women in the top three
ranks aceount (o 49,2 pereent of
the swimple, but have 56,9 prercent
ol the undergraduate degrees and
B30 pereent of the gruduate de
grees. Comversely, those with the
ttle ol reasorer or sCCrCrary ac-
count for 3L percent ol the
sample but have only 25,5 prreent
of ahe wndergraduate degrees and

129 pereent ol the praduate de-
s,

Location by Industry . Female
exceilives are cnploved throneh-
vt a3 wide range of industries, As
shown i Table 6, almost onedhall
(48 percent) are in various manu-
Lacturing Tiems. The next larpest
group i in banking (12,3 pereent),
folloswed by business services and
retall  wades. The miscellancons
citegory. comtans fivms which are
net Disted in Standard and Poor
Roegister or Bun and Bracdstoeed s
Fegster of Million Dollar Com
franres and  which we therelore
assumed were small,

Relationship Between Industry
and Age, Education and Position,

The sumple was arranged according
to indusiry und then examined for
e wremp, education, and positions
secupicd within cach industry (see
Tahle 7).

A vounger female exccutive s
likely e be Tound in certain indus-
trics. The highest percentage ol
lemale executives under 50 are in
the fincacial services, Lransporia-
tiems. utilitics, and banking indus-
trics. Although only 32 percent of
the lemale exccutives in the sample
are under 50 (Table 1), more than
30 percent of those under 50 work
i the first three abyos c-mientioned
mdustries and 49 percent are in
banking. Wholesale trade, retal
thaele, el munolactoring have the

Figure 3

Proporiion of Newly Listed Female Exceutives in Upper-Level Positions

(Vice-President or Higher), by Year
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Table 4
The Female Enecutive By Title
Title Number Perorniage

President® 190 18.1
Executive b
Vice-President 87 &9
Vice-President® 843 272
Manager 114 9.0
Counsel 10 0.8
Secretary and
Treasurer 123 9.9
Treasurer ™ 6.2
Secreiary 34 249
Totak 1,262 100.0

8. The uitle of as wped

throughout this report also includes
those titled chairman or chiefl executive
olficer.

b. The title of executive vice presi-
dent as uied throughout this report also
includes those titled First vice president.

¢ Includes 43 who are titled vice-

t, secretary; and 34 who are
mmh IrexIurer,

highest percentage ol executives
over 60.

Likewise, education seems
more important in ceriain indus-
trics. Female executives in the
utilities, business services, and
banking industries are more highly

educated; more than 60 percent
have at least an undergraduate de-
gree. The highest percentage of
graduate degrees are found in the
utilitics, banking, and financial ser-
vices industries. Those with the
least amount of formal education
are in the construction and whaole-
sale industries.

Because of the large number of
female exccutives in the manufac-
wring industries, this classification
was cxamined in more detail
Among this group, one out of five
(20 percent) are in the printing
industry, followed by fabricated
metal products and machinery,
with approximately 15 percent in
cach. The remaining 50 percent are
fairly evenly divided among the
nine other industry groups.

Female executives in the top
three industries tend to be both
younger and more highly educated.
The printing industry in particular
seems o provide outstanding op-
portunity for women; more than
three out of four occupy positions
of manager or higher and one out
of four scrve as chiel executive
officer. More than 60 percent have
at least an undergraduate degree,
and more than 20 percent have
graduatc degrees.,

Banking and financial services
have the highest percentage of le-
male executives in upper manage-

Table §
ladustrics Represented | Sample Data
Entation
by Typeof  of

Industry Firm Towad
Construction 12 25
Manufsciuring (i1 482
Transporistion 7 2.1
Unilivies 19 1.5
Wholesale
Trades 47 3.7
Retail
Trades 69 LN
Banking 155 12.3
Inaurance 58 4.8
Financial
Services an 25
Busince
Services 112 8.9
Miscellaneous 103 8.2
Touals 1,162 100.0

ment positions with three out of
four occupying positions of vice
president or higher. These arc fol-
lowed by business services and
insurance where more than hall are
in upper managemcent positions.
The construction industry ranks
lowest with only about one out of
five in upper management posi-
tions followed by utilities and
transportation with about vne out
of three. In these latter 1wo indus-

Table 5

Relationship Between Position and Age, Region of Birth, and Education

Age Group (%) Total Geographical Region  Total | Education (%] Total
of Birth (%) -4
E E E g - E -
FRERRUEIRI EENRRLI R
Position ol | S 8E3 F E § 3 5 & ¢ |§ =
President 63 0.0 31 B8] 300 319 269 100.0) 42,1 258 208 62 5.1 1000|4593 347 200 100.0
Executive
Vice President | 53 00 99 27.2 37.0 210 4.9 100.0)41.2 224 21.4 8.2 6.9 100.1)|%9.1 35.6 253 1000
Vice President | 51 0.9 245 176 29.7 205 6.8 100.0| 41.6 22.6 21.7 6.8 5.3 100.0)|364 39.4 24.2 100.0
Manager 47 48 229 257 257 180 2.8 100.0)429 259 161 11.6 5.6 100.1|48.2 595 12.5 100.0
Counsel 48 0.0 50.0 100 200 100 10.0 100.0)27.% 27.% 9.0 27.% 9.1 100.1| 0.0 0.0 100.0 100.0
Secretary and .
Treasurer 58 08 B.1 138 330 285 138 100.0]85.1 325 242 57 24 999|656 24.0 104 100.0
Treasurer 5 1.3 10.7 16.0 360 71.3 14.7 100.0|29.7 28.4 29.7 9.5 2.7 100.0|57.0 529 10.1 100.0
Secretary 86 1.0 11.0 16.6 53.5 249 13,1 999|505 232 186 6.1 1.6 100.0/650 251 9.9 1000
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“The highest percentage of female executives
under 50 are in the financial services, transportation,
utilities, and banking industries. . . .Likewise,
education seems more important in certain

tries the female executives are con-
ventrated in the secretary and trea-
surer, treasurer, and  secretary
risles,

KHelativnship  Between  Firm
Size and Age, Education and Posi-
tion, The relationship between the
size ol the firm, as’ measured by
sales/revenues, and age, education,
and position are shown in Table 8.
Clearly, smaller firms have a great-

industries.”

er percentage of older female ex-
ccutives. Opportunities for youn-
ger wumen (thuse in their 30% and
+0's) seem 1o be greater in the
larger firms. For example, women
in their 30 and 40’ are more
likely to be found in firms with
sales of over $100 million, while
female executives above 60 are
increasingly rare as firm size in-
Creases.

While a female may make it to
the top with little formal educa-
tivn in the smaller firms, higher
education becomes almost man-
datorv in the largest firms; 89
percent have at least an under-
graduate degree in the billion dol-
lar firms.

The positions held, as well as
age and education of the female
executive, seem to be related 10

Table 7

Relationship Between Industry and Age, Education, and Position

Age Group (%) Total | Education (%) Toral
[*]

= " -

% 3 5 |,

2 € o 1h. 49 % P EF
ndustiry | & & 2 & = -E E Eutg -i ?5 igﬁ

Eééﬁ%s"zi%au" £ s
Consiruc-
Lo 4.9 726 19.4 22.6 19.4 12.9 100.1|51.3 355 3.2 1000] 9.4 6.2
Manufac-
Luring 09 8.6 15.]0 34.4 76.5 14.6 100.153.9 30.6 155 100.0 [16.6 4.3
Transpor-
L ation 4.0 32.0 16,0 28,0 12.0 8.0 100.0{48,1 29.6 22.3 100.0) 7.4 0.0
Utilities 0.0 21.1 31,6 26.3 21.1 0.0 100.1{35.0 30.0 35.0 100.0} 0.0 10.5
Whaole-
gule Trade |00 6.7 22.2 26.7 26.7 17.8 100.1]|64.6 31.3 4.1 1000 J19.1 6.4
Retail
Trade 1.5 11.8 14.7 29.4 235 19.1 100.,0/48.6 35.7 15.7 100.0 {17.4 10.1
Banking [0.7 31.4 17.0 24.8 17.6 8.5 100.0 38.7 36.8 245 100.0] 7.1 9.7
Financial
Serviees 0.0 21.7 $5.% 18.2 18.2 9.1 100.0|41.2 29.4 29.4 100.0 6.3 28.1
Insurance |1.7 16.7 23.3 38.% 13,3 6.7 1000|433 36.7 20.0 100.0]| 5.4 B.6
Business
Services (2.8 17.8 17.8 32.7 22.4 6.5 100.0)37.1 43,1 198 100.0 12.5 13.4
Miscel-
laneous |0.0 50,0 7.1 143 7.1 214 99.9|37.4 313 313 100.0 130 29

Pasition (%) Total

¥
3
.0

Vice-President
Total

Manager
¥ Secretary and
w  Treasurer

Treasurer

Secrelary

L]
a

6.2 0 12.5 37.59 9.9

21.4 10.7 1.0 11.5 7.6 26.91 00.0

9.6
21.1

7407 T4
10.5 0.0 5.3

A7 40.7 999
0.0 52.61 00.0
19.1

4.3 0.0 17.0 12.8 21.31 00.0

18.8
574

174 0.0 11.6
1906 2.6

4.3 20.39 99
5.2 13.51 00.0

40.6
41.4

6300 1Al
52 1.7 34

63 0.0
5.2 31.11 00O
1.3

80 09 80 0.9 3501 00.0

155 8.7 0.0 126 4.9 22,39 99

45



G

“There seem to be regional differences
in opportunities and in the inclination of women to
accept these opportunities. . . .Regional differences in social-
ization of young women, as well as differences
in the level of industrialization, are
likely to be responsible for

the size of the firm. The per-
centage of lemale executives head-
ing lirms decreases as the siee of
the firm increases. Although one
ot of e female  executives
serving in lirms with sales of less
than 83 milliom is the chicl execou-
tive, there are mone occupying this
positions i firms  with sales in
excess of 51 billion,  There s,
however, an increase i the per-
centage of those occupving posi-
tions as exeoutive vice  president
andd vice president, In the finns
with sales ranging Froan 55 million
e 5500 million, most women ex-
coutives  are secrctanies, Thus it
appoiars  that  women  are muost
likely 1o reach inlluential positions

these results.”

in the very small and the very large
lirms.

It appears that the women cx-
ccutives  occupy  three  distinet
types of pusitions. First, there are
those in chairman/president fchiel
executive officer positions. Next,
there are the executive vice-presi-
dents, vice-presidents, and  man-
agers, and Tinally, there are the
secretary and treasurer pusitions. A
different type of woman is Tound
in carh position, they sene in
different types of firms, and they
probably  have different chances
for further upward maobility.

The chiel executives (15 per-
cent ol the sample) tend 1w be

located in the Northeasy, are older,
fairly well educated, and are likely
1o hean smaller firms in the whole-
sale and retail trades, manulac-
turing, and business services,

The vice-presidents and man-
agers (43 percent of the sample)
are alse likely o be located in the
Sortheast bur they are younger
and more highly educied. They
also tend o be employed by the
larger firms, A very high propor-
tion ol the women in banking,
msurance, and lnancial services are
in vice-presidential level positions,

Those in the sceretary and trea-
surer positions are older and less
welleducated. They are distributed
lairly evenly throughout the coun-

Table B

Relationship Briween Firm Size and Age, Education, and Position

Age Group (%) Tutal | Education (%) Total Position (%) Total
2 T = -
5 3 if 3 £t

Size of Firm as - T ET = E £
Measwred by | 5 @ o sgtié EEEEE 'Egi % §§E 2 E E
Sales/Revenue | 2! : ; = e = IR ] s ] 5 2 =
(millions) 8 & S 885 ¢ ISASKS8 F | £&2 2 2886 &4 F
Less Than 85 1.3 7.3 139 34.4 27.2 159 100.0|64.6 23.2 12.2 100.0121.0 6.0 27.2 B.4 0.3 11.1 6.8 19.3 100.1
$5-10 1.3 6.5 10.4 26.0 36.4 195 100.1|70.0 27.5 2.5 100.0/10.3 5.1 16.7 12.8 0.0 154 7.7 32.1 100.1
§10-50 [e.0 12.0 17.1 39.4 20.8 10.7 10001579 33.2 8.9 100.0011.3 7.2 20.7 10.0 0.9 9.0 54 344 999
§50-100 0.0 16.7 250 26.7 23.3 8.4 100.1|52.3 26.9 20.8 100.0] 8.6 B.6 19.0 34 0.0 12.1 6.9 41.4 100.0
$100-500 L0 26.5 255 27.5 15.7 3.9 100.1|37.4 32.8 29.8 100.0] 3.0 9.0 31.0 RO 3.0 6.0 6.0 34.0 100.0
$500-1,000 35 24.1 24.1 31.0 13,8 3.5 100.C|20.0 50.0 30.0 100.0| 3.4 6.9 345 276 3.4 45 35 172 1000
Greater Than
§1.000 1.5 23.5 29,4 32.4 132 0.0 100.0[11.0 44.5 44.5 100.0] 0.0 12.7 53.5 7.0 4.2 1.4 2.8 183 999
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iy bt ate mast likely e be
vimplined by  the medivm-sized
hirims.

. AMthiigh fewer than 2 percent
A ol higher-level business man-
agers are currently wom-

en, the pereentage of new execu-
tive appointees who are females
has duubled over the past decade,
from 2 1o 4 percent. In addition,
althoell many female olficers are
i the peositions of secretary and
treassiier (41 percent)  the  per-
centave ol pew appointees at the
viee-presidential level or higher has
me reased From less than 40 percent
e 57 percent in the past cleven

years. Thus, slow bul sure progress
is being made by women into the
execulive suiles.

There seem to be regional dif-
ferences in opportunitics and in
the inclination of women 1o accept
these opportunities. For example,
more women exccutives were bormn
in the Northeast than one would
expect based on population while
fewer were bom in the South,
Regiunal differences in the social-
ization of young women, as well as
diffegences in the level of indus.
wrialization are likely 1o be respon-
sible for these results,

Many older females scem tu be
in dead-end positions as secretary

or treasurer. In addition, those
women who arc in chiel executive
positions arc older and are in
smaller firms. However, a signili-
cant number of highly educated
younger women have reached the
vice-presidential level in the larger
scrvice-oriented  firms.  Break-
thr s of women into major
chiel executive positivns are likely
to involve this group. Therefure,
we would predict that the first
female chiel executives of major
firms will occur in the service
indusiries  (banking, insurance,
financial services) in the Northeast
region of the country. [
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