S S —

Gender and management
Stereotypes and attributions for a sucessful career

Conceigao Nogueira
Departamento de Psicologia
Universidade do Minho, Briga

Ligia Amancio
Centro de Investigigio e Estudos de Sociologia
Instituto Superior de Ciéncias do Trabalho ¢ da Empresa, Lisboa

Abstract. - The experiment reported here belongs to a larger research pro-
ject, which aims at analyzing the effects of gender representation and expectations
on the perception of managerial power and success. In this experiment 240 high
school students of both sexes received a short description of a successful manag-
er. The actor’s sex, marital status (married/divorced) and sector of activity of the
organization (electronics/health) where the manager currently worked were ma-
nipulated in this description, but the 8 versions included the information that the
organization was going through a particularly successful period since the actor has
taken over as manager. Subjects were then asked to report their impressions of the
actor in a list of traits, to attribute causes to the position currently reached by the
actor in (his/her) career and to estimate to what extent they would like to reach a
similar position in their future professional careers. Results will be discussed with-
in the framework of gender and management representations, as well as gender
identities.

Introduction.

One of the main features of the recent changes in the role of women in soci-
ety, concerns their entry into paid employment in most Western countries, in-
cluding Portugal. However, in spite of a significant growth of women in the field
of management, the sex ratios in this occupation remains particularly unbalanced.
According to cross-cultural studies (Davidson & Cooper,1992) prejudice and dis-
crimination against female managers, as well as differences in life circumstances
of male and female managers are some of the factors that may account for the
segregation of women from management positions.
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Although some empirical evidence in this field shows that me-n an(? \l)vo‘men
have different leadership styles (Loden, 195.35), metanalysis of the 1‘esel;i:1c11 L(;l(h:
paring men and women leadership styles ev.ldenccs both the presence f ag y,l 'é(
rau & Johnson, 1992) and the absence of differences between the ;sf:xcis( ahgy <
Johnson, 1990). On the other hand, some z.authors stress that leadership ¢ ;.1‘1,1cd
ceristics such as assertiveness and influential behaviour are strongly assoct;te
with the masculine gender role (Gerber, 1988). As a resul, women( have t(zi adopt
4 male behaviour in order to achieve leadersh.ip (Eagly & Karau, 1991) anc entler
imale-dominated positions ( Eagly, Makhijar}l & Klonsky, 1992) thus payg;fg 1t1 he
price of «loosing» feminine characteristics in the eyes of the ol?servers. Within
the social-role model framework (Eagly,1987) sex differences in beha\flcl)ur, as
well as differences in gender-stereotypic expectations stem from the s}?ma posi-
tions occupied by women and men in society which also account for the content
of gender stereotypes (Nieve & Gutek, 1981 ). N

However, the link between the male stereotype and theT management OCC}?P
tion stereotype has remained stable (Marshjall, 1984)‘ since .t‘he 702 (Sc em(i
1973,1975), apparently resisting the changes in the social p0‘51t10ns.(1) men an
women in society. The successful manager’s pattern of behakur Stl'l req}nll;esh a
set of abilities that corresponds to the male gender identity and coniflicts with the
female gender identity (Wiley & Eskilson, 1990). o ' -

Therefore it is possible to assume that the symboh.c dlfferent.lals associate
with gender categories may account for the differences. in expectations gnd attri-
butions of male and female actors in management positions. Within this frarge—
work, research by the second author has evidepced the assymetry of dgeln e;
stereotypes in working contexts, wich are delnated by the rpale mode anl
meanings to the extent that «feminine» behav1.our loqses its spec1ﬁc meam}x:gl,ﬁa -
though this specificity remains functional to dlffere.ntla.te against women E:u 1 an-
cio, 1990). Furthermore, evidence concerning attrlbuuogs for. tbe sucess per-
formance of male and female actors (Deaux,1985) anFi 1mphc1t theor.les about
achievement (Sousa & Leyens, 1987) is in accordance with t.hlS perspective, as the
notions of sucess and achievement carry a masculine meaning tbat differentiates
female actors’ performance. Besides the assymetry on the symbolic resources avai-
lable to women and men that placés women in a unfavourable position in male-
-dominated occupations, other studies have evidenced an assymetry in male and
female managers’ life circumstances, as male managers are reported to have ;norle
supportive families whereas female managers are either single or belong to dual-
career families (de Conink & Godard, 1992; Nlcholsoq & West, 1988).

Marital status may therefore play an important role in the )'udgements of male
and female successful managers, as our study intends to investigate. On the other

hand, since previous research carried out in Portugal on the effect of gender

in j i i ts onl
stereotypes in judgements of male and female actors in working contex y
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includes adult subjects, already employed (Améncio, 1989), this study aims at
investigating those same cffects among nonemployed young subjects.

Hypothesis.

Concerning the caracteristics associated with a successful manager, as well as
the explanations for the actor’s successful caréer,

la. We expected both feminine and masculine traits to be more strongly asso-
ciated with the female actor than with the male actor;

Ib. We also expected both external and internal causes to be more strongly
attributed to the female actor than to the male actor;

2. Furthermore, we expected the previous effects to be more strongly affect-
ed by the marital status in the case of the ferale actor, than in the case of the male
actor;

3. Another prediction concerns the effect of the sector of activity on traits. As-
suming that an electronics firm is a more typical masculine work setting than a health
firm, we expected the female manager of an electronics firm to elicit more masculine
traits than the female manager of a health firm but, on the other hand, we did not
expectd any effect of the sect of activity on the image of the male manager.

Method.

Subjects.

241 high school subjects of both sexes (140 female and 101 male) participat-
ed in this experirnent (mean age=16).

N=241

Male subjects (N=100)

Female subjects (N=141)

Design.
Subjects were run in group sessions and randomly assigned to each treat-
ment condition of a 2x2x2x2 factorial design. The independent variables were sex

of the subjects, sex of the actor, marital status of the actor (married and divorced)
and the sector of activity of the firm (electronics and health).

Sector of activity Health Electronics
Marital status Married Divorced Married Divorced
Sex of the actor M F* M F ) M F M F
e PO 0t
N NN

Female

* M (male) F (Femiale)
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Traits Causes
Warm dominant Family support
Affectionate Elegant Family seting
Ambitious Emeotional Long Time in service
Attractive with iniciative Good professional networks
Audacious Strong Good Personal contacts with
the firm owners : ‘o
Authoritarian Fragile Emotional control  *
Successful Independent Professional competence
Good father/mother  Fighter Devoted to the firm
-, Competent . © Tender o Personal effort
: Courageous . Rational Task Facility \
Curious Self confident Level of self-confidence
Career-orieted Sensitive Achivement motivaton
Dependet ' " Sentimental Kinship ties
with the firmowners
Reliable o Submissive Luck in life
Procedure.

, The study was introduced as an investigation on ir{lpress;io'n fqrmaﬁop.

‘. SuBiectS were asked to read one of the eight short descriptions of a manager in
which the independent variables were manipulated. The last part of the dcfscnpu?n,
which was common to all experimental conditions, mentioned the firm’s increasing
success since the actor had taken over the management position. After reading the
short description subjects were requested to further describe the actor with a 'l%st’ of
traits and estimate the adequacy of a number of causes for the actor’ s oc_cupa'tlo'rlal
success, Finally subjects were asked how much they would like to atjtgir; a similar
position in their future career. o '

£
'

' .Thg Depén&cﬁt Variables. T o
In order to describe the actor, subjects received a list of 29 traits in alpha-

" betical order, followed by 5 point scales ( 5=this characterist fits the person very
weell and 1=’d.(j)es not fit at all). The list of traits included 9 masculine and 9 femi-
nine traits,‘ according to the consensual classifications obtainéd in a previous

study (Amincio, 1 989). The other 11 Htiréljté included some that had not been con-

" sensually classified as either tnasculine or feminine, as well as other characteris-
tics that were related with the family role and the occupational role. In order to
. explain the actor’s success subjects received 14 causes in g'lphabetical order,
which induded causes pertaining to the family context, the. classical causes of

luck, task facility, effort and capacity. Causes wére followed by 5 péipt sgales
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(5=this cause contributed very much to the actor’s actual position and 1=did not-
contribute at all). The question concerning how much the subjects would like to
attain the actor’s position in their future career was also followed by § point
scales (S=I would like very much and 1= T would not like at all).

Results.

Main effects of the sex of the actor were found on several masculine traits and
on one feminine trait. As shown in Table 1, all these traits were more strongly
associated with the female manager than with the male manager. Main effects of
the marital status were also found on three traits. Married managers were seen as
more career-oriented (mean=4.39) than divorced managers (mean =3.58) (I
(1,240)=3.77, p=.05) whereas divorced mahagers were seen as more dominant
(mean=3.50 and mean=3.03 ) (F(1,240)=9.98,p=.002) and independent (mean
=4.01 and mean=3.25) (F(1,240)=20.10,p=.0001). Interaction effects of the sex of
the actor and the marital status were also found on three masculine traits. As can
be seen in Table 2, divorced male managers were considered. more audacious,
courageous and strong than married male managers and the reverse happened.in
the case of female managers, although in this case, differences as a function of the
marital status are less accentuated. Table 3 shows the interaction effects of the sex
of the subjects and the firm’s sector of activity that were found on several mascu-
line traits. Male and female subjects’ patterns of results differ on all traits, as male
subjects consider that a health firm requires more masculine characteristics than
an electronics firm, whereas female subjects have the opposite opinion.

 Concerning the explanations for the actor’s success, main effects of the
marital status were found on several causes. Inspection of Table 4a) indicates
that subjects attributed the «family support», the «family setting» and the «long
time in service» more strongly to the married manager than to the divorced
manager, whereas the sucess of the latter was more strongly attributed to the
«devotion to the firm». This latter cause was also more attributed to the female
manager (mean=4.53) than to the male ‘rh{mager (mean=4.32) (F(1,240)=5.14,
p=.02) but the interaction of the sex of the actor and the marital status was not
significant. Furthermore (Table 4b)), female subjects considered the «good pro-
fessional networks» the «task facility» and the «level of self-confidence» as bet-
ter explanations of the managerssuccess than male subjects.” An ‘interaction
effect of the sex of the subjects and the actor’s marital status shows that female
subjects’ scores on the «good personal contacts with the firm owners» were less
influenced by the marital status (mean =4.1 for the married actor and mean=4.20
for the divorced actor) than male subjects’ scores (means=3.84 and 4.04 res-
pectively) (F (1,240)=5.47,p=.02) but the «task facility» was more attributed to
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Table 1.

Miin effective of the sex of the actor.

Male Female I SIG
Strong (M) 2.63 3.27 15.33 0001
Courageous (M) 3.49 3.99 14.01 0001
Audacious (M) 3.35 3.94 11.85 001
Authoritarian (M) 3.16 3.51 6.03 .
" Reliable -3.35- . 370 5.21 02
Ilegant () 191 - 2.24 .4.86 02
- Table 2.. S
Interaction effect of the sex of the actor and his/her marital status.
Male Female
- Mairied . Divorced Married Divorced F -
Strong ) 2.33 294 340 3.15 6.38
Audacious ™)y 2,97 3.35 3.66 3.37 5.49
Courageous (M) 3.25 3.74 4.02 3.97 412
‘Table 3 y
Interaction effect of the sex of the subjects and the actor’s sector of activity.
le;le, Feniale
Health Electio.. . Health Electio. F
Authoritarian (M) 370 3.13 3.08° 338 975
Dominant My - 319 - 3.02 3.14 3.68 7.38
Industrious (M)~ 396 - 3.70. 3.74 4.07 7.27
Strong -~ (M) 3.00 .- 2.87. 2.73 3.18 499
Independént.- (M) 3.88 3.26 3.66 3.75
Audacious - (M) 3.44 3.32 3.10 3.51 4.64
Table ‘4 a. o
Main effect of the marital status.
Marvied Divorced F SIG
- Family support 3.46 2.59 28.45 ~.0001
Famnily setting 3.59 2.56 42.39 20001
Devotion to the firm 4.29 4.55 - 8.54 004
Long time in service 2.87 © 249 5.71 018

SIF

01
02

04

SIF

002
.007
.008
.02

.03
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Table 4 b.
Main effect of the sex of the subjects.
Mule Lenrale I SI¢G
Lievel of self-confidence 3.77 4144 11.72 001
“Task facility 3.08 3o 5.4 02
Good professional o394 419 4.11 04

networks .

married managers (mean=3.26 and mean=2.90 for the divorced managers) by
male subjects than by female subjects (means=3.30 and 3.55 respectively)
(F(1,240)= 3.9g,p=.04). o o

As to how much subjects would like to attain the actor’s position in their fu-
ture career we found a significant main effect of the sex of the actor (I
(1,240)=4.26, p=.04). According to these results, the female manager.is a better
role-model (mean=4.32) to subjects of both sexes than the male manager
(meéari=4. 05).

Discussion.

" Our results support the hypothesis that masculine traits would be more
strongly associated with the female actor, but they do not support this hypothe-
sis in the case of feminine traits. However, contrary to our preditions, results in-
dicate that marital status has a stronger influence on the attribution of masculine
traits in the case of the male actor, than in the case of the female actor.

Furthermore, our results do not entirely support the hypothesis that being
a manager in an electronics firm would require more masculine characteristics
than being a manager in an health firm, as this perception was shared only by
female subjects. This result may reflect the salience of medical doctors in mana-
gement positions of health firms in Portugal, and this tentative explanation could

be investigated in a future research with a more accurate operationalization of

this variable. Also contrary to our predictions, attributions for the actor’s success
were more influenced by the marital status than by the sex of the actor. More-
over, the few interaction effects that were found on attributions concerned 'm'ahr'i~
tal status and the sex of the subjects instead of marital status and the sex ‘of the
actor. On the other hand, non-predicted effects of the sex of the subjects were
found on several causes. v ' '
According to our results, the management occupation is strongly associated
with male stereotypic characteristics and women in this position are not perceived
as androgynous women but rather as «masculine» women. This over estimation
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of masculinity in the case of the female manager places her marital status in a sec-
ondary position, which is only apparent, since ﬂttributc_s sucl} as courage, audaci-
ty and strength are particularly enhanced in the case of the f‘cn.mlc married man-
ager. It seems therefore that subjects do not associate greater m(lcpc_ndcncc and
autonomy with a female manager who combines her traditional rolg with an occu-
pational role, such as management, but they consider, instcad that l.t takes «guts»
to do it. In this perspective, only a particular woman is able to achieve the com-
bination of these roles.

As opposed to the results concerning the traits, attributi?ns for the mana-
ger’s success are more influenced by the marital status. Subjects enhance the
importance of the family setting and the family support in thg case of the mar-
ried managers, precisely those conditions that are easier to achieve by male man-
agers than by female managers. Other external attributions such as the «task
facility», «good professional networks» and «good contacts with the firm own-
ers» are particularly stressed by female subjects who also stress the level of self—
confidence as an explanation for success. Overall, internal and controllable attri-
butions seem less salient than those related with family conditions and organiza-
tional conditions.

These results may reflect the particular situation of our subjech who do not
yet possess a specialized training and are anticipating the entrance into the adult
word. The combination of the adult roles in the family and at work may there-
fore be particularly salient to them, and interpersonal networks may also be per-
ceived as important supports of a professional career. The choice pf the female
manager as a role-model is another result requiring an interpretation that takes
into consideration the identity of young people. Evidence in this field shows that
when the comparaison with the adults is made salient, male and femal'e young
people’s self-images incorporate more feminine characteristics and are similar to
the image of the adult woman (Vala, 1986). Since the adult .w'orld is strongly
associated with masculinity, professional women in power positions may repre-
sent the intermediate step that reduces the distance between youth and the adult
world, as they are only a «pale imitation» of the «real thing».
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Resumo. - O experimento aqui relatado integra-se num mais lato projecto de pesquisa
que visa analisar os efeitos da representacio dos sexos ¢ das expectativas na percepeio de
poder empresarial e sucesso. Neste experimento, 240 estudantes do ensino secundirio de
ambos os sexos receberam uma curta descrigio de um gestor de sucesso. Q sexo do actor,
o seu estado civil (casado/divorciado) e o seu sector de actividade na organizagio (electréni-
ca/satide) em que o gestor trabalhava actualmente eram manipulados nesta descrigio, mas as
8 versdes inclufam a informagao de que a organizagio estava a atravessar um especial perio-
do de éxito, desde que o actor tinha tomado conta da geréncia. Aos sujeitos era entio pedido
que exprimissem as suas impressGes sobre o actor através de uma lista de tragos, que atri-
buissem causas 2 posigio correntemente alcangada pelo actor na sua carreira e que estimas-
sem em que medida eles proprios gostariam de alcangar uma posicio semelhante na suas
futuras carreiras profissionais. Os resultados sdo discutidos quer no dmbito das representa-
¢aes dos sexos e do poder empresarial, quer no imbito das idéntidades sexuais.





