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FOREWORD

This monograph is based on a study by Professor Herbert H.
Mever and Ms. Mary Dean Lee of the University of South
Florida, which explored the results of programs designed

to move women into traditionally male jobs (both

managerial and blue-collar) in 10 public utility companies.
The focus of the study was on the experiences of 164 women
in such jobs, and on the supervisors', male peers', and
subordinates' attitudes toward the companies' attempt to
overcome job discrimination based on sex.

to observe a woman performing effectively in a nontradi-
tional job. Companies making the most progress in
providing equal opportunities for women were those which
planned the transition carefully, involved first-line
supervisors in the planning, and provided central staff
monitoring and guidance to managers attempting to meet
Equal Employment Opportunity (EEO) goals. The study also
explores the impact of the women's new job patterns on
their relations with peers, parents, husbands, male
friends, and children.

Reports on actual experiences of large groups of women in
nontraditional jobs and on the reactions of their managers,
peers, and subordinates are still relatively rare. This
monograph should, therefore, be of considerable interest
to those involved in EEO programs in both the public and
private sectors, as well as to women's groups and
associations of managers and professionals.

HOWARD ROSEN

Director

Office of Research
and Development
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I. INTRODUCTION

This study examines the experiences of 10 public utility
companies sponsoring action programs to move women into traditionally-
male jobs. Utility companies were selected for two reasons:

--They have been under Pressure to step up their programs to integrate
minorities and women into all job categories at all levels. This
Pressure has been exerted, at least in part, by several widely-
publicized court rulings or consent agreements regarding the
employment practices of guch public utilities as AT&T, Detroit

Edison, Duke Power, Georgia Power, and others.

--Partly as a result of these pressures, and partly because many
executives in these companies have recognized the need to contribute
to equal opportunity goals, utility companies are known to have
established formalized action programs in this area. The study's
focus on these companies therefore insured that actual experiences
were investigated, rather than jntentions or policies.

HISTORTCAL BACKGROUND

With the passage of the Civil Rights Act on July 2, 1964, Congress
made it illegal, in hiring and upgrading employees, to discriminate on
the basis of race, color, religion, sex, or national origin. More
recently, the Equal Employment Opportunity Act of 1972 extended the scope
of the 1964 legislation to make it illegal to discriminate on the
basis of the factors listed above in all phases of employment, including
Compensation, training, firing, and nature of job assignment, as well as
hiring and upgrading.

In the years immediately following passage of the Civil Rights Act,
the major emphasis in enforcement seemed to be on insuring that members
of racial and ethnic minority groups were hired and promoted on the basis
of their abiiities and qualifications. Much less attention was focused
during thac period on the prevention of sex discrimination.

Since 1970, however, the emphasis in enforcement of the provisions
of the Civil Rights Act has changed somewhat, so that greater attention
has been accorded to the need to provide equal opportunities in all
Phases of employment for women in our society. The landmark gettlement
between the AT&T Company and the Equal Employment Opportunity Commission
(EEOC) in January 1972 undoubtedly stimulated a great deal of action on
the part of companies to integrate women into traditionally-male jobs.



This agreement was not the first settlemenc or ruling against
individual companies with regard to discrimination in emplnyment, but
it was by far the most significant in dollar costs and numbers of people

atffected.

Under the terms of the settlement, AT&T agreed to upgrade 50,000
qualified women (10 percent in management) and also to place over
6,000 women in traditionally "male jobs.' These goals were to be achieved
in three vears. The company also agreed to establish the internal planning
and tracking facilities needed to provide feedback on progress, and to
help insure that the goals would be met.

This settlement cost AT&T many millions of dollars because of
admitted past failures to provide equal opportunity for employment and
promotion to minorities and women. The back pay alone to individuals
who had been discriminated against amounted to over $15 million. These
impressive dollar costs undoubtedly had a significant impact in
stimulating other companies, and especially other utilities, to accelerate
their equal employment opportunity efforts.

PAST DISCRIMINATION:
FACTS AND FIGURES

A number of surveys, including census and other Federal government
data, show clearly that women have been underutilized in the work force.
For example, while the two sexes comprise nearly equal proportions of
the white-collar work force, women are disproportionately underrepresented
in positions classified as professional and managerial. The 1974 Manpower
Report of the President indicates that only 32 percent of female white-
collar emplovees hold such positions, in contrast to 61 percent of male

white-collar employees.

Findings of other surveys which have incorporated more detailed
breakdowns by type and level of position show even more evidence of bias.
For example, a privately-conducted survey of corporations in the United
States in 1970 showed that 87 percent of the organizations participating
in the survey had 5 percent or fewer women in middle-management positions
or above, and nearly 40 percent had no women at all in any managerial
positions. 1/ A similar 1972 survey of over 300 organizations showed
that 70 percent of the participating firms had only 3 percent or fewer
women in managerial positions. 2/

1/ "Women in the Work Force," Management Review, 1970 (59), pp. 20-23.

2/ Douglas C. Basil, Women in Management (New York: Dunellen), 1972.




O

ERIC

Aruitoxt provided by Eic:

Diata on ecarnings reinforce these findings on occupational stuatus.

The 1970 Fact Sheet of the Women's Bureau of the U.S. Department of
Labor showed that women in full-time jobs earned onlv $3.00 for everv
55.00 earned by men. Even more alarming is the revelation in this
Fact Sheet that the gap between carnings of men and women was greater
in 1970 than it had been 15 vears earlier. In 1970, women's median
wage or salarv income as a proportion of men's was 59 percent, in
contrast to 64 percent in 1955. These figures undoubtedly reflect the
underrepesentation of women not onlyv in the higher-level white-collar
positions, but also in the higher-paid blue-collar jobs.

FQUAL OPPORTUNITY PROGRAMS
IN PUBLIC UTILITIES

At the time of this studv, almost all of the participating
companies were making serious efforts to move women into traditionally-
male jobs, but these efforts or programs varied in intensity from one
vompany to another. 1ln some firms, the major thrust of the program
w2s in the white-collar area--that is, in professional and administrative
positions. Tn others, the effort was more balanced, with approximatelw
equal attention given to jobs at blue-collar and white-collar levels.

The 1973-75 business recession slowed the efforts of the participating
companies to equalize opportunities for women, especiallv at blue-collar
levels, where companies frequently laid off employees rather than add
new people.  Tn fact, some of the companies experienc 'd rather serious
sethacks in their EEO Programs because of the layoff. Since union
contracts almost invariably require that those with tne least seniority
be laid off first, the women were very likely to be affected by this
rule because thev had only recentlv been employed in such jobs.

As a general rule, the telephone companies had been able to make
much more progress in terms of numbers of women placed in what were
formerly "male jobs" than had the power companies. This was the result
of two factors: first, more women were already employed bv the tele-
phone companies than was the case in the power companies, which had
always been more male-oriented in their hiring practices. (In the power
companies studied here, for example, the proportion of women among the
total employed varied from less than 10 percent in one company to a
maximum of about 25 percent in another.) Second, a very high percentage
of the management-level positions in power companies have been filled
bv  professionals with high levels of technical training--college-
trained engineers, for the most part. Until very recently, the woman
with a college degree in engineering was a raritvy.
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he Jdevree to which manapeers at all levels seemed to take the EEO
arosram seriouslv--that is, to make concerted effourts to move women into
troditional lv=male jobs—=appeared to be directly related to the extent to
whzwn the procram was promoted and monitered at the corporate staff level.
Where ofe OrF Tore persons were assipgned full-time responsibiiity for
Lisistine 1ime managers with their EEO efforts, significant progress was
usually made.  The status or "clout” of the individual in such a staff
sosition also correlated with the seriousness of the efforts made by
sanaeers in the respective companices.  Moreover, as might be expected,
strone endorsestent of the program bv top officers in a company helped
ot ivate the stalf to achieve respectabie HFO poals.

Intevration etforts in several of the companies were accompanied
by the removal of sender copnotations from job titles. While the
orivary reason for such actions was to remove the erroneous impression
thut =ome jobs are open only to males, advocates of the move alse felt
that it would raise some conscioasness about the discrimination issue

and thereby help to change attitudes.

GENERAL DESCRIPITON
CF OHHE STUDY

The 10 companies which participated in the study were not chosen
to he represeatative of utilicy companies in general. Instead, the
prizary tocus of the study was on experiences and attitudes relating
to the emplovient of women in traditiconally-male jobs, and it was not

”%*HU;}}[ﬁ@EJQJLQE“;EDLlE£EEiY”13{.FVPt‘J” company or industry.

fhe companies sclected for participation in the study met two
criteria:  thev were reasonablv accessible to the researchers--which meant
they were all in the Eastern part of the country--and they were companies
whore the researchers had some personal contacts that helped to provide

et ree. ) !

Those irms viried greatly in size, from one with about 2,000
persons on the pavroll to one emploving approximately 90,G00. The number
of interviews conducted in each company corresponded to some extent with
its size. but no attempt was made te interview a representative sample

of nersons in ocach firme Not only was this impossible from a practical

3/ The participating companies were:
Baltimore Gas and Flectric Company
Consolidated Edison Companyv of New York
hotroit BEdison Company
Fiorida Power Corporation
General [elephone Company of Florida
Nvew Fneland Telephone Company
New York Telephone Company
Ponnsvivania Power and Light Company
Tampa FElectric Company
washbington Gas Light Company

12



standpoint, but, more importantly, the focus of the study was on
experiences with women in traditionally-male jobs, and not on the
experiences of the companies as such. The smallest number of interviews
conducted in anv of the firms was approximately 30, while the largest
number was approximately 60.

Primary data for the stud. were collected through interviews, of
which the most important were with the target women. Managers of these
women were also interviewed in most cases. Other managers who had some
involvement with the equal opportunity program were interviewed in most
companies; these included such persons as the personnel director, the
manager of an equal employment opportunity program, and high-level
managers who were concerned with the program in a general way. 1In addi-
tion, peers of the target women and (where the target women were in
supervisory or managerial positions) some of their subordinates were
interviewed.

The interviews were semi-structured in nature. The interviewers
used an  outline or guide to insure that each would be obtaining
approximately the same type of information. 4/ However, the questions
used in this guide were 11l open-ended to provide for latitude in
responses. Very cften the interviewees would offer information about
their job roles which did not necessarily fit into the interviewer's
outline; such information was recorded if it appeared to relate to the
objectives of the study.

All interviews were conducted bv the two authors of this report.
Since one of the interviewers was male and the other female, the
original intention was to divide the interviews more or less equally
between the two in order to assess possible biases in the type of
information which would e ..ntained by either interviewer. Because of
practical exigencies, this objective was nut achieved quite as well as
might have been boped with the target women. The male interviewer
conducted 58 percent of those interviews and the female interviewer the
other 42 percent. Interviews of the manigers, peers, and subordinates
were more equally distributed, so that approximately 52 percent of the
total interviews were conducted by the male interviewer and 48 percent
by the female interviewer.

4/ See Appendix A or the outlines or guides used in interviewing
each group. A description of the procedures used for data analysis
car. be found in Appendix B.

10
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Interviews with the
Target Women

Interviews were conducted with 164 target women. For a woman to
qualify for inclusion in this study:

--her job had to be one for which it would have been very unusual,
if not unheard of , to have a woman carrying it out five or ten years

ago.

—-—her job had te be of such a nature that it would have been unusual
to have a woman carrying it out in any company in the past. 1If it
would not have been unusual in other companies to have employed a
woman for such an assignment, the woman in this job was not included
in the study. For example, in several cases a woman supervised a
vroup of female clerical werkers, which had not been customary in
those companies in the past. This was not felt to be a traditionally-
male job throughout business or industry in general and women in jobs
of this kind were not included in the study.

——if her job was a supervisory or managerial position, it had to
include supervision of at least some men in order to qualify for
inclusion in the study. 5/

5/ While it probably would have been desirable to interview a
random sample of the women in traditionally-male jobs within any particular
company, this did not prove tc be ceasible. Accessibility proved to be
the major criterion for inclusion in the study. Some women who would have
qualified for inclusion were on vacation at the time the data were being
gathered: other women were so busy with special assignments (sometimes at a
distant location) that their managers could not make them available for
an interview. In still other cases, women who qualified for inclusion in
the study were employed in a distant office. If the outlying office was
several hundred miles from headquarters, as was the case in at least one
company, it did not seem practical to make a trip to that office in-order
to pick up a few additional cases. —

ERIC
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The companies were asked to select a variety of cases for inter-
viewing. In each firm, women in both blue-collar and white-collar jobs
were included and an attempt was made to include women of all ages,
with various levels of education. The companies were also asked to
select some women who were known to be performing very well and others
who were rer*~d to be performing poorly. 6/

A ation, and marital status were usually obtained from
company and recorded for each of the women interviewed. 1In
addition, the interviewers calculated a rough index of masculinity-
femininity-androgyny through content analysis of responses by the
target women, their peers, subordinates and managers, to the question
which asked the respondent to identify behavior or approaches which
have enhanced the effectiveness of the target women. The purpose of
making these estimates was to try to determine whether women with
"masculine" characteristics, "feminine" characteristics, or a combination
of both were more likely to be successful in traditionally-male jobs.

Interviews with Managers

Interviews were conducted with 102 managers in the participating
companies. All were male and had direct or indirect experience with
women in traditionally-male jobs. In the great majority of cases (85),
they were the direct manager of a target woman included in the study.
In a few cases, the manager supervised a larger organization where some
of the target women worked at levels below the supervisors who reported
directly to him. 1In addition, some managers were included who dealt in

6/It can be said with some justification that the researchers were
employing circular logic in requesting the companies to select women
showing various types of performance and in then interviewing managers
in the participating companies regarding the performance of the same
women. However, the managers who selected the target women were
identical in only a few cases with those who were subsequently inter-
viewed. And, in a sense, this study might be considered a large-scale
"case study.”" It was not intended to provide a representative picture
of any particular industry or any specific types of occupations. It
was merely intended to study the experiences of a large number of women
in several different companies who held jobs that had in the past been
held almost exclusively by men. It also examined the attitudes and
reactions of a large number of working associates toward the target women
and their new occupational roles. The purpose of the study was to identify
factors which seemed either to facilitate or inhibit the integration of
women into traditionally-male jobs. It seemed reasonable to believe that
this objective could be accomplished without necessarily attempting to
identify and study a sample of women who could be considered as "represent-
ative" of any particular universe of women in traditionally-male jobs.

O
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a general wav with the problem of integrating women into traditionally-
male jobs. For example, the personnel managers or managers of the
corporation's equal opportunity program were interviewed in most of the
participating companies.

Of those managers who supervised one or more target women directly,
36 supervised women in blue~collar jobs and 49 supervised women in
professional or managerial positionms.

Interviews with Peers

Interviews were conducted with 64 men who held jobs at peer levei
of the target women. Obviously, peers were not interviewed for each of
the women in the study; on the other hand, enough were included to provide
a peneral indication of how peers felt about working with women in
traditionally-male jobs.

In selecting peers for interviewing, each company was asked to
schedule some persons who were known to have negative feelings about
women in traditionally-male jobs, and others who were known to have
positive feelings. In many cases, however, the persons scheduling the
interviews did not have any information about the attitudes of the
scheduled interviewees. Again, it was not feasible to attempt to identify
and interview what might have been considered a "random sample' of peers
of the target women.

Interviews with Subordinates

Interviews were conducted with 56 persons of both sexes who reported
to women who were in managerial positions held in the past only by men.
As in the case of the peers, we also attempted to interview persons with
a varietv of attitudes about the idea of having a female boss, but this
was usually more difficult to achieve than was the case for peers. 1In a
great many cases, the persons scheduling the interviews knew of no one
in the respective work group who had given any signs of being unhappy
with the idea of having a female boss.

16
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IT. SUMMARY OF FINDINGS

OVERALL PROGRAM RESULTS

® The experiences of the 10 companies in their efforts to integrate

women into traditionally-male jobs have been considerably more
positive than negative. Not unexpectedly, the companies have
encountered some serious problems in working toward the goal of
achieving equal opportunities for male and female employees. Nepa-
tive attitudes as well as both overt and covert resistance
revealed, and some performance f-ilures proved to h: e 1

both the women involved and t:. mpanies. Noneth: doal,

the forces that might be expect. . to work against successful
integration are taken into account, the results seem to be remark-
ably successful.

A great majority of the women in traditionally-male jobs were
Jjudged by their managers, peers, and subordinates to be performing
at least as well as most men in the respective jobs. In considering
this performance record, it must be remembered that most of the
women had been in their new jobs a relatively short time.

Significantly, however, there was evidence that the target women
had to be performing better than most men in order to earn a rating
of Wﬁoqgﬂwgf;fgﬁgéllggg"-—indicating that many of these companies
were still in the "Jackie Robinson" phase of their efforts to
eliminate sex discrimination oqn the job.

In most of the 10 companies studied, there appeared to be a

Positive commitment to the principle of equal opportunity for

womeén among the majority of rersons in the management ranks. Even
those managers who found it difficult to accept the changing role

of women in the work force usually accepted their responsibility to
live up to the spirit and the letter of the equal opportunity laws.
Of those with negative attitudes toward the EEO program, the majority
supervised blue-collar work groups.

Managers at higher levels in the organizations were reported to

have distinctly more favorable attitudes toward the equal opportunity
Program than managers or supervisors at the first-line level. The
majority of first-line supervisors who participated in this study
directed blue-collar groups. Efforts to integrate women into
formerly-male jobs of the blue-collar variety were significantly

less successful than was the case for jobs classified here as "white-
collar." Some first-line supervisors were exXperiencing a here-and-
now threat from the movement of women into jobs similar to their own,




while few managers at higher levels were threatened by competition
from © men for jobs which they aspired to at the present time.
They will undoubtedly experience this new source of competition as
more women move up the line in the management ranks.

Managers at higher levels are also more aware of the
consequences of non-compliance with the equal opportunity program,
including the potential legal repercussions. 1In addition, the
failure to utilize the job talents of women in the work force could
put 2 large company in an unfavorable competitive situation as
other companies rectify rhis deficiency.

e lLike those »f th. majority of managers, the attitudes of male peers
of tlu -t ' . aen welo decidedly more positive than negative.
Ayaln. hnwcvor, the peers of women in white-collar male-oriented
jobs had much more positive feelings about their female working
assnciates than did peers of women in blue-collar jobs. Indeed,
many of the women entering blue-collar jobs experienced some
degree of harassment from male peers, serious enough in some cases
to _impede the women's work. This difference in attitudes and
reactions probably reflects the fact that the use of women in
many blue-collar jobs is a more conspicuous violation of some
cultural norms than is the case where women are employed in
traditionally male white-collar jobs. Many of these blue-collar
jobs required mechanical or physical skills which some men have
difficulty believing women can acquire, and others were also said
to entail dangers which men felt were of greater consequence to

women than men.

® There was evidence to show that pay discrimination in the
companies studied was probably less significant than has been _the
case in most companies in the past. Fewer than five percent of
the women thought that they were definitely being paid less than
men of comparable background and experience in their jobs, and
the great majority (81 percent) stated that they were sure that
their pay was either exactly the same as, or more than, a
comparable man would receive.

ATTITUDES CHANGE WITH EXPERIENCE

e The interviews wtih managers, peers, and subordinates of the target
women showed clearly that attitudes changed quite rapidly with ex-
perience. That is, the persons interviewed in these three groups
often admitted that their feelings about the idea of using women
in formerly-male jobs changed from negative to positive when they
worked with a woman in such a job who was performing very effectively.
This was true even for those jobs which were considered to be very
"masculine'" according to traditional norms. Many of the managers
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testified that persons who had direct experience with 2 woman
in a traditionally-male job were likely to have more positive
attitudes toward the EEOQ program than were persons wne had no
such direct experience.

® Among the subordinates of the target women, attitudes were found
to be distinctly more nositive than negativa. TFor example, among
the men who were reporting to women managers, only about 20 percent
expressed any negative feelings about having a female boss. Of the
other 80 percent with positive attitudes, many admitted that they
were concerned at first about the prospect of having to report to a
woman, but this apprehernsion disappeared very rapidly when they
found that their supervisor performed effectively.

® .ith regard to femalc subordinates, very little evidence was found
Lo support the stereotypic assumption that women do not like to
work for a female supervisor. Only two out of the 23 female subor-
dinates interviewed expressed negative feelings about the idea of
having a female boss. In many cases, the women said that they pre-
ferred tc work for a female supervisor.

® With regard to attitudes of other female employees, over 20 percent
of the target women reported that other women seemed to react nega-
tively to the idea that a female was placed in a traditionally-male
Jjob. However, these negative reactions were almost always attributed
to former working associates. In almost all of these cases, the
women who were seen as reacting negatively did not associate directly
with the target woman in her new job role. It is highly likely
that such negative feelings would change foliowing experience with
a woman who was performing competently in her new, traditionally-male
position.

® Among blue-collar workers, direct experience with a woman who was
seen as performing poorly seemed to solidify (or even accentuate)
preconceived negative attitudec toward the idea of integrating
women into previously all-male jobs. In fact, some peers of women
who were felt to be performing inadequately admitted that they had
experienced a decided change in attitude from positive to negative.
They said that they had welcomed the addition of women to their
work group as a brightening influence which would make the work
situation more interesting; at first, they had behaved in a tradi-
tionally-male manner by opening doors, lifting heavy loads for the
women, and otherwise assisting them with difficult tasks. However,
they admitted that they soon tired of the additional work-load
that such activities plared on them and, when the women failed to
take over their share of (e work, the men's attitudes began to
change from acceptance to r#jection of the EEO program.

11

ERIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

e With regard to attitudes toward tlie target women on a social

or personal level, little evidence was found in the interviews

with their peers to indicate that any change had occurred when

the respective women assumed their new job roles  The most
commonly mentioned change in attitude was that the target woman
Wwas now tr;ated with more Eg:pect On the other hand a few of the

in the way othors regarded them on a soc1a1 or personal level since
tnev had assumed their new job role. They felt that even some of
their old friends reacted ambivalently, especially if the target
woman had moved into a fairly high level management position.

About a third of the ‘t w wp ‘elt that their nc. SRR
had caused some problemb with either husbands, men fr1ends, or
nther frlondq These problems were usually attributed to jealousy
or resentment of the fact that they had invaded the man's world
of work. It seemed especially difficult for many of these men

to accept a situation where the wife was earning more, or was in

a higher-status job.

Attitudes of the target women themselves toward their new jobs

were decidedly positive. Among the women in jobs we classified

as "white collar'" only about 3 percent said they disliked their

new jobs; even for the blue-collar women, the proportion expressing
dislike of their jobs was less than 15 percent. The great majority
of women in both types of johs said ithat their new job roles were
much more interesting than their previous ona2s, since they entailed
more varietv, challenge, responsibility, and freedom. Naturally,
most of the women Were happy about the fact that their new jobs
were substantially higher-paying than had been their former "female"
jobs.

On the other hand, the contention that women are more concerned
with extrinsic than intrinsic job rewards was not borne out by
the target women's reports. Only about 20 percent of the women
interviewed mentioned high pay as an aspect of their new jobs
that they "liked best," and practically all of these women were
in blue-collar jobs. The overwhelming majority of comments about
liked aspects of the job related to such intrinsic factors as job
contert, degree of responsibility, etc.

PERFORMANCE OF THE TARGET WOMEN

With regard to the performance of the target women in their new
jobs, the integration programs of the 10 companies studied would
again have to be rated as very successful. The great majority of
the women were seen by their managers, peers, and subordinates
as performing well.

)

o



® However, results relating to performance of the women in blue-
collar jobs were significantly less favorable than for those in
white-collar jobs. About 50 percent of the supervisors or
managers of women in formerly-male blue-collar jobs said that at
least some of the women they supervised were having significant
problems in performance. On the other hand, only about 17 percent
of the managers of white-collar women detected any such problems.

® The peers of the target women judged their performance even more

favorably than did the mamagers: 7 e come hat g
! otha S bt T et o e peel ol women in blue-

C Jubs felt that the performance of these women was inferior
to that of the average male employee in their traditionally-male
jobs. It was also interesting to note that the performance ratings
of peers seemed inconsistent with their attitudes toward the EEO
program--only about 35 percent of the blue-collar peers expressed
positive attitudes toward the Presence of women in these jobs.
Based on other evidence revealed in this study, we would expect
these attitudes to become more positive with the passage of time.
On the other hand, the sample of blue-collar male peers was
relatively small (N=20), so the results cannot be considered
highly reliable. 1In the white-collar group, where the sample was
larger (N=44), only about 10 percent of the women were judged by
their peers to be performing less well than the average man in
the respective jobs.

® If employee turnover were used as an important performance measure,
the results obtained for women in traditionally-male jobs would
also have to be rated favorably. There were a few--mostly blue-
collar--situations where attempts to employ women had been quite
unsuccessful from the turnover standpoint, but these were certainly
the exception rather than the rule. Moreover, even in these
exceptional situations, it appeared that steps could be taken (and
in some cases were being taken) to alleviate the turnover problem.
Usually these high-turnover jobs entailed duties which were incom-
patible with traditionally-defined interests and experience of
women; in addition, no evecial actions had been taken in most cases
to compensate for this incompatibility.

® Most of the women had been in their new traditionally-male jobs
for a relatively short time (less than four years) when they were
interviewed. However, there was little evidence to support the
stereotypical assumption that turnover among the women would be
high because they were more likely to leave the labor force
intermittently. The women interviewed ranged in age from about
20 to 60 years and most of them had worked on a fairly continuous
basis since graduation from high school or college. Moreover,
the great majority said that they intended to continue working
until they reached retirement age.
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e The performance record of the women in formerly-male jobs seemed

especially good if we take into account the handicaps_under which
thev were working. For one thing, the women in these jobs. Loth
blue-collar and white-collar, were likely to be under greater
pressure than comparable males because of their visibilitv.
of the women reported rhat thev i R R
pean e o cain, . This situation
an more women are cmpioyed in the

Moy

traditionallv-male jobs.

Another handicapping factor for the women was that their previous
work experience provided little preparation for their present jobs.
Many of the target women, especially those in the blue-collar job
catepories, had moved into these jobs from some kind of clerical
assignment. Since clerical tasks are likely to be highly structured
or routine, the women had not had the experience of assuming the
individual responsibility entailed in many of the traditionally-
male jobs. In addition, the clerical jobs were rarely, if ever,
related in any way to the technical aspects of the new assignments.

The target women were also handicapped by not being accepted by

male associates in the same way that men were treated in the same
jobs. At the white-collar level, this was likely to be disadvan-
tageous for the woman because she was not included on an equal

basis in the informal communication channels. 1In blue~collar jobs,
the lack of acceptance could surface openly as rejection, which
usually meant that: (1) the men were less willing to help the

women in the same manner that they would male working associates;
(2) the women were ignored in informal communications; and (3) active
harassment was experienced by some. Unfortunately, this kind of
rejection was allegedly experienced by many women in blue-collar
jobs from their supervisors as well as from their peer-level working
associates.

APPROACHES CONTRIBUTING
TO EFFECTIVENESS

e The behaviors or approaches that seemed to contribute to the

success of women in blue-collar jobs were distinctly different,
for the most part, from those associated with success in white-
collar jobs. Specifically, the blue-collar women who woiked
very hard, tried hard to learn the job well, and demonstrated a
determination to succeed on the job, were not only likely to be
seen as the best performers, but were also more likely to be
accepted by their peers and supervisors.
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't also seeme’ oo help i the woman i oo =collar

i o frice docooperative aco it e the tae .
Sment s o subjected to by G workiug associates.
did not ¢ 0 rhese types of behavior were not likely

wonoas performing well or to he accepted by their male
working associates.  Very often a supervisor of blue-collar employees
in deseribing a particular woman who did not survive in a blue-collar
job, cited behavior which indicated the lack of a positive attitude
toward work as such.

According to popular stercotypes about women, we should expect

them to be dependent, passive, and without a strong achievement

or work orientation.  These stereotvpes were not verified by
descriptions of the target women's approaches to their _jobs. An
indes of sex-role orientation constructed for a large sample of the
taryet women from descriptions of their on—the-job behaviors
indicated that more than half the women exhibited both sterotvpically
"feminine” and "masculine' behaviors. Therefore, these women might
best be classified as "androgynous" in their approaches to their

jobs.

Since about half the white-collar women interviewed were in some
kind of supervisorv or managerial position, many of the types of
approaches or behaviors described that were thought to contribute
to etfectiveness referred to supervisory style. Among the often—
mentioned behaviors were: "avoids using autocratic approach,”
"uses a participative approach," "treats people as individuals,"
'is helpful and considerate of subordinates. "

1UyL:

It was interesting to note that the women themselves and
their subordinates tended to emphasize approaches that were
consistent with a participative or non-directive leadership style,
while managers were somewhat more likely to see firm, aggressive,
and directive behavior as factors in the success of the female
supervisors.  Taking all of the evidence together, it appears that
the effective female leader feels that she must strike a balance
between directive and participative styles. She must be firm
and assertive enough to command the respect and attention of her
subordinates, peers and superiors, leaving no doubt in their minds
that she is in charge and knows what she is doing. On the other
hand, she may feel that she must avoid being as directive and
authoritarian as a comparable male supervisor might be, because of
the possibility that male workers will resist an overly-aggressive
female supervisor.

15



¢ An impressive finding with regard to leadership practices of
shite-collar women was the degree to which thev seemed to be
acting in accordance with generallv-accepted criteria of leader-
ship excellence. The women themselves, their managers, peers and
subordinates, all mentioned such desirable behaviors as "uses
a1 participative approach,"” "treats subordinates as individuals--
is sensitive to individual differences," "very helpful and
considerate of subordinates," "delegates responsibility," "'makes
a special effort to be fair," "gives subordinates more information
than do most other managers,'" "involves subordinates in decisiors.'
"more tactful and diplomatic than are most managers,' helps
subordinates develop their capabilities," and "uses a constructive
rather than a punitive approach to motivate subordinates."

Several factors may account for the prevalence of these
desirable leadership benaviors among the female managers. TIn the
first place, most of the target women were selected for these
positions with great care. As a general rule, several well-
qualified candidates were available, since most organizations have
verv able women alreadv working in jobs which do not fully utilize
their talents.

A second factor that may account for the prevalence of
desirable leadership characteristics among the female managers is
that many of these traits are typically associated with "femininitv.'
Studies have generally shown that women, as coupared with men, are
likelv to be more sensitive, tactful, helpful, zonsiderate, diplo-
matic, and more human-relations than task-oriented. These same
traits have been shown consistently to characterize effective
lecaders. 7/

7/ 1. J. Badin, "Some Moderator Influences on Relationships
between Consideration, Initiating Structure, and Organizational
Criteria," Journal of Applied Psychology, 1974, 59(3), pp. 386-382;
E. Day and R. Stodgill, "Leadership Behavior of Male and Female
Supervisors: A Comparative Study," Personnel Psychology, 1972, 25,
pp. 353-360; D. McGregor, The Professional Manager (New York:
McGraw-Hill, 1967; John . Miner, '"Student Attitudes Toward
Bureaucratic Role Prescriptions and Prospects for Managerial
Talent Shortages, Personnel Psvchologv, 1974, 27, pp. 605-613.
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‘ A third factor which could account for desirable leadership
qualities in the female managers was that these approaches were
learned by trial and error. Many of the women testified that

when they behaved in a directive, authoritarian manner, they

found that their subordinates resisted or carried out assignments
with little or no enthusiasm. On the other hand, when the manager
used a "participative'" leadership style, she observed a much more
enthusiastic response from subordinates. Since the women felt
highly visible in their non-traditional roles, and highly motivated
to succeed, this learning process was greatly accelerated.

TURNOVER AMONG
BLUE~COLLAR WOMEN

e While women who were chosen for professional and managerial jobs
were carefully screened and evaluated, often in competition with
Ccomparably-qualified males, blue-collar women were often recruited
or persuaded to apply for traditionally-male jobs. In situations
of this kind, the dropout rate among the women who did attempt the
blue-collar jobs was likely to be very high. For example, in one
of the companies, over 40 women had been placed in a particular
blue-collar job and only one had survived at the time this study
was conducted.

e Companies which attempted to screen female applicants for blue-
collar positions and to inform them of the characteristics of
the jobs tended to meet with less turnover. However, the total
number of women in blue-collar jobs in those companies may have
been lower than 71 companies concerned simply with meeting EEO
goals.

® Efforts to move women into formerly all-male blue-collar jobs
were not entirely unsuccessful by any means, however. The
largest company had employed well over 1,000 women in traditionally
all-male craft jobs alone, and their experience, 7n balance, was
quite favorable. While the failure rate was almost intolerably
high in some job types that involved heavy physical labor or a
very undesirable work environment, the overall turnover rate for
women in all of the craft jobs taken together was not significantly
greater than the comparable record for men.

COMPONENTS OF SUCCESSFUL
EEO PROGRAMS

¢ The internal publicity given to the EEO effort and the determi-
nation of the company to achieve EEO goals undoubtedly helped to
create positive attitudes toward the program. Very often these
programs entailed an intensive communications effort with
supervisors and managers. The supervisors were then expected to
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lav the groundwork in their respective units for the introduction
of women into traditionallv-miale jobs. The attitudes of the
supervisors themselves seemed particularlv critical in determining
s of integration efforts, especially in blue-collar jobs.

Another approach used as an aid in achieving FEO goals was to
provide women with information about new job opportunities., Some
of this was done with written materials; in other cases, a company
might sponsor an annual "career dav' during which intensive efforts
were made to provide women with information about the various

tvpes of jobs available to them.

The intepration of women iuce formerly all-male jobs at blue-collar
levels was also facilitated bv providing women with special training
which would help to put them on a equal footing with men. 'Training
directors frequently reported that their training programs for

craft jobs assumed that all of the trainees had mechanical interests
and experience. Therefore, terminology like "open-end wrench,' or
"hex nut," or "right-hand thread,'" was used without considering

that manv women were unfamiliar with such terms and were therefore
likelv to be at a decided disadvantage in the training. To remedy
this, specially focused pre-training was given to some women
candidates for craft jobs to '"bring them up to speed” with the male
trainecs. Programs of this kind not only reduced the failure rate
of women significantlv, but also increased the likelihood that the
women would be accepted by their working associates when they were
put on the job.

Special efforts to facilitate the acceptance of women were much

less likely to be necessary at white-collar levels. In fact, some
companies made it a point to avoid any special treatment, but simply
beran to include qualified white-collar women along with men in
short- and long-range career development programs. Other companies
did introduce special programs to help insure that women placed in
certain white collar jobs would be successful. For example,

several firms used "assessment center' programs especially designed
for female candidates for supervisory positions. A few companies
also provided such specialized training as courses in ''assertiveness'
for women who were candidates for supervisory positions. {(However,
this was certainly the exception rather than the rule.) In companies
where such special training was provided, managers often expressed
doubts regarding its necessity, since theyv found the success rate
among women in formerly-male managerial positions to be remarkably

hich.
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LIT.  PROBLEMS ANTICIPATED ON THE BASIS OF PaST RESEARCH

Persistent and pervasive Stereotvpes exist in our culture
regarding appropriate sex-role behavior. Women are often assumed to
be no more than intermittent members of the work force--that is, their
traditional roles as housewives and mothers are thought to place
limitations on their time, interest, or opportunity in pursuing career-
oriented jobhs. On the othev hand, current statistics indicate that
9C percent of girls now in high school will spend a minimum of 25 vears
working outside the home. 8/

Many studies have shown that it is typical in our culture to
consider women having character stics unsuitable for traditionally-
male jobs. 1In one study, for example, men were judged by respondents
to be generally more independent, objective, competitive, logical,
skilled in business, and able to make decisions with greater ease than
women. On the other hand, women were perceived as more dependent,
passive, and illogical than men. Other studies showed that women were
seen as limited in toughness, stability, creativitv, and judgment, or
as less achievement and work-oriented than men. 9/

Still other findings indicate that a woman with interests
tvpically associated with "masculinity" is more likely to be seen as
competent than a woman with stereotvpically "feminine' interests. On
the other hand, a woman portrayed as competent and "feminine" was
judged by members of both sexes tc be more socially attractive and

8/ V. 0'Leary, "Some Attitudinal Barriers to Occupationai
Aspirations in Women," Psychological Bulletin, 1974, 81, pp. 809-826;
R. . Dutton, "Sex as a Factor in Occupational Choice," Personnel
Journal, 1967, 46(8), pp. 510-513; V. E. Schein, "The Relationship
between Sex Role Stereotypes and Requisite Management Characteristics,"
Journal of Applied Psychology, 1973, 51, pp. 95-100.

9/ T. K. Broverman, et al., "Sex-role Stereotypes: A Current
Appraisal,'" Journal of Social Issues, 1972, 28, pp. 59-78; E. A. Cecil
et al., "Perceived Importance of Selected Variables Used to Evaluate
Male and Female Job Applicants," Personnel Psychology, 1973, 26,
pp. 397-404; B. Rosen and T. H. Jerdee, 'Sex Stereotyping in the
Executive Suite," Harvard Business Review, 1974, 52(2), pp. 45-48;

J. Crowley et al., "Seven Deadly Half-Truths About Women," Psychology

Today, March 1973, pp. 94-96; D. McGregor, The Professional Manager
(New York: McGraw-Hill) 1967.
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attractive as a vork partner than a competent "masculine" female. When
judged from the standpoint of a prospective employer, however, the
competont woman with so-called "masculine" traits was preferred. In
fact, just being seen as competent has been shown to be associated with
lack of femininity.10/ Such findings would seem to present a conflict
situation for the woman who would like to be seen as competent in
important occupational roles and at the same time retain desirable traits
usuallv associated with femininity.

Stereotvpic attitudes about women in our culture could certainly be
expected to result in discrimination in selecting managers. Schein, for
example, found in a survey of 300 managers that successful managers are
purceived to possess characteristics, attitudes, and temperaments more
commonly ascribed to men than to women.ll/

Webber found that women were generally not seen as leaders even
when thev outnumbered men in a group by a three-to-one ratio. He
composed work groups of students in a Master of Business Administration
program, some groups containing three men and one woman, while others
had three women and one man. When a lone woman was on a work tearn:, her
contributions were usually seen as insignificant by her male peers.

And in fact these lone women usually did not participate in the writing

of the final group report, which was the ultimate team product. Even in
three groups out of 62 where the woman claimed to have emerged as the
leader, most of the men did not agree. In work groups with three women
and one man, the lone males all saw themselves as leaders. In these
groups, some women saw the lone males as exercising disproportionate
influence; others saw the men as relatively insignificant in influence.12/

10/ J. T. Spence and R. Helmreich, "Who Likes Competent Women?"
Journal of Applied Psychology, 1972, 2, pp. 197-213; D. R. Shaffer and
C. Weglev, '"Success orientation and sex-role congruence as determinants
of the attractiveness of competent women,'" Journal of Personality,1974,
42, pp. 586-600; B. S. Piacente, et al., "Evaluation of the Performance of
Experimenters as a Function of Their Sex and Competence,' Journal of
Applied Social Psychology, 1974, 4, pp. 321-329.

11/ Schein, op. cit.

12/ M. A. Millette, "Women Fade to Background in Group Study," The
Sundav Bulletin, January 18, 1976, p. 30.
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FEMALE PREJUDICES
AGAINST WOMEN

Stereotypic attitudes which downgrade the capabilities of women
in traditionally-male jobs are not by anv means held exclusively by
men. Much research has shown that women frequently hold negative views
of their own worth in relation to the worth of men, especially with
regard to professional or administrative jobs. Goldberg, for example,
found that women valued the professionsl worth of men more highly than
that of women. Pheterson similarlv found that most women, when confronted with
another woman who was trying to succeed in some endeavor, automatically
tended to assume that the woman was less motivated, less expert, or
simply less favored than a comparable man. Other researchers report
that women generally hold negative attitudes toward the idea that women
should be in professional and managerial positionms.13/

Megargee found that even women who scored high in "dominance"
tended to defér to men who scored very low in "dominance" when decisions
were required as to who should be the leader of a two-person mixed-sex
group. In this situation, only 20 percent of the women assumed the
leadership role of such two-person groups. It was interesting to note
that the high-dominance woman made the decision as to who would be the
leader 91 percent of the time; however, in the great majority of cases
(80 percent), they assigned the leadership role to the male. It was
assumed that these women were experiencing a conflict between their
dominant personality trait and the socially-accepted role of women as
the passive sex. 14/

Horner has identified this conflict between dominant and socially
accepted sex-roles in women as "the motive to avoid success." Using a
modified version of the Thematic Apperception Test, she found that women,
as compared with men, were significantly more likely to report “"fear of
success" imagery. She also found that both men and women tended to
characterize successful women as unattractive, masculine, and somehow
abnormal. Horner theorized that these sex-role stereotypes may induce
women to fear social rejection or have concerns about their normality
and femininity when they strive for success in a competitive situation.15/

13/ G. I. Pheterson, et al., "Evaluations of the Performance of
Women as a Function of Their Sex, Achievement, and Personal History,"
Journal of Personality and Social Psychology, 1971 (19), 114-118;

P. A. Goldberg, "Are Women Prejudi~ed Against Women?" Transaction,
April, 1968, pp. 28-30; G. Staines, et al., "The "Queen Bee' Syndrome,"

Psychology Today, 1974, 7(8), pp. 55-60.

14/ E. 1. Megargee, "Influence of Sex Roles on the Manifestation
of Leadership,” Journal of Applied Psychology, 1969, 53(5), pp. 377-382.

1Y M. S. Horner, "Femininity and Successful Achievement: A Basic
Inconsistency," Feminine Personality and Conflict (Belmont: California:
Brooks/Cole Publishing Company) 1970.

21



O

ERIC

Aruitoxt provided by Eic:

Schwart considers these stereotyped self-concepts of women to be
a psvchological barrier to the successful integration of women into
management jobs. She sees the need for women to conceive of themselves
in terms of their own careers instead of those of their husbands and
to become aware of the options open to them. By accepting stereotypic
attitudes, women have become their own worst enemies in terms of job
mobilitv and satisfaction. 16/

Projected shortages of managerial talent would also argue for the
need to modify stereotypic attitudes about the suitability of women in
managerial positions. It is the consensus of experts in manpower
planning that there will be a critical shortage of qualified individuals
for middle- and upper-management positions in the 1980's. Untapped
female resources are seen by many experts as a natural solution to this
problem.1l7/ Moreover, increasing numbers of women today are well-
educated, ambitious, and eager to seek the satisfaction that achievement
in a career can bring.

EXPERIFENCFE MAY
CHANGFE. ATTITUDES

Many of the stereotypic attitudes which would indicate that women
are handicapped in performing traditionally-male jobs will undoubtedly
be altered as people gain experience with women in such jobs. Lynch
conducted an intensive study of 95 women who held high level professional
and managerial positions and concluded that, for these individuals, the
traditional view that women have characteristics that make them
unsuitable for high level positions proved to be mostly fallacious.lg/

Fox and Steinmann found that professional and college women
perceive no conflict between femininity and achievement activity; rather,
their ideal was a balance between self-oriented achievement behavior and
other-oriented (family) behavior.19/

16/ E. B. Schwartz, "Psychological Barriers to Increased Employment
of Women," Issues in Industrial Society, 1971, 2, pp. 69-73.

17/ John B. Miner, op. cit.

18/ Edith M. Lynch, The Executive Suite-Feminine Style (New York:
Amacom), 1973.

19/ L. J. Fox and A. Steinmann, ''Male-Female Sex Role in the United
States," in R. K. Unger and F. L. Denmark {ds. ), Women: Dependent or
independent Variable? (New York: Psychological Dimensions, Inc.), 1975.
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Similarly, a University of Michigan study showed that a number
of commonly-held beliefs proved to be more mythical than factual;
they included the following assumptions: (1) women would not work
if they did not absolutely have to for economic reasons; (Z) women
are more satisfied than men with intellectuaily-undemanding jobs;
(3) women are less concerned than men with getting ahead on the
job; and (4) women are less concerned than men with obtaining self-
actualizing work.20/

Many employers believe that it does not pay to train or prcmote
women, especially in professional or managerial positions, because
they will marry, leave the company, and the investment will be lost.
Again, however, facts do not always support such beliefs. A large-
scale study conducted by the Aetna Life Insurance Company in 1973
showed that women in technical, supervisory and managerial positions
turned~over at the rate of 8.5 percent a year, while men in comparable
jobs turned-over at a 9 percent rate. Absence rates were found to be
almost identical for men and women, which is also consistent with
national trends.21l/

Gaudreau makes a strong case for the contention that a

substantial proportion of the st:dies attributing handicaps to women in
the work force show an inadequate research design. For example, many of
the reported differences between men and women in attitudes toward work
could very well reflect a failure to control for differences in job

and education levels. She cites a number of studies in which job and/or
education level were controlled, and which found no sex differences in
attitudes or job-related behaviors. 1In other cases, she points out

that surveys have asked respondents to describe the characteristics of

20/ Crowley, Levitin and Quinuy, op. cit.

21/ Career, Aetna Life Insurance Company, Winter, 1973 issue.

23

" ey



a tvpical male, a tvpical female, or a typical manager, rather than a
specitic fadividual. As a result, she contends that such surveys will
invariablyv vield stereotypic attitudes rather than observations based
o oeEperiepee, 22/
CHANGING CONCEPTS
OF SN ROLES

Another factor which mav he expected to contribute to women's
increased interest and success in traditionally-male jobs is gradual
chanse in sex-role stereotvpes. Stein and Bailey point out that
wonen mav adjust their concepts of femininity to include some
masculine patterns and thus pursue a non-traditional career. Bardwick
predicts that role conflict in women may decrease as a new female
nattern emerges in which interpersonal and traditional behaviors
remain important while achievement and success become equally signifi-
cant.) 3/

Alper's work with achievement motivation would seem to support
Bardwick's prediction. Alper found that need for achievement in highly
competent, bright, intellectual women followed the pattern established
for men. There was a significant correlation between sex-role
orientation and achievement motivation. Women with more traditional
Attitudes toward sex roles told more fear-of-success stories than
wemen with non-traditional attitudes. 24/

22/ P. Gaudreau, "lnvestigation of sex differences across job levels,'
Paper presented at annual meeting of the American Psychological Association,
1975; R. J. Burke, "Differences in perception of desired job characteristics
of the opposite sex," The Journal of Genetic Psvchology, 1966, 109,
pp. 127-135; R. Centers and D. Bugental, "Intrinsic and extrinsic job
motivations among dif ferent segments of the working population,' Journal of
Appiied Psvehologv, 1966, 50, pp. 193-197; S. Salch and M. Lalliee, "Sex
and job orientation," Personnel Psychology, 1969, 32, pp. 465-471.

23/ A, J. Stein and M. M. Bailey, "The Socialization of achievemernt
orientation in females," Psvchological Bulletin, 1972, 80, pp. 345-366;
t. w. Bardwick and F. Douvan, "Ambivalence: the socialization of women,"
in V. Cornick and B. K. Moran (rds.), Women in Sexist Society (New York:
Basic Books, [nc.), 1971, pp. 147-159.

Xal T, 6L Alper, "The relationship between role orientation and
achievement orientation," Jcurnal of Personalitv, 1973, 41(1), pp. 9-31.
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A current formulation that sheds further light on changing sex
role stereotvpes is Bem's proposition that there is a group of people
who describe themselves by choosing "masculine” and "feminine" adjectives
in relatively equal degrees. She calls thesv people "androgvonous."
According to Bem, some women are capable of seeing themselves as both
"feminine'" and "masculine," or both emotional and competitive,
affectionate and agressive, etc. 1In fact, she has shown that androgynous
individuals mav he more psvchologicallv-healthy, in that thev have more
available behaviors to choose from in responding appropriately to
different situations. 25/

SOME UNANSWERED QUESTIONS

Obviously, the past research regarding women in male-oriented work
roles leaves a number of questions unanswered, largely because our
scciety has not had a great deal of experience with women in jobs that
were held almost exclusively by males in the past. Some of these
unanswered gquestions are:

(1) How pervasive are traditional attitudes regarding a "woman's
"
place?

Do women as well as men hold these attitudes?
Do these attitudes change as people gain experience with
women in non—-traditional roles?

(2) How do women react to leadership roles?

Do they find such roles pleasant or unpleasant?
Do such roles create any tensions in women which seem
dif ferent from the kind of strain men sometimes experience

in these roles?
Are women concerned about their "femininity" in such roles?
Do these women feel any conflict over being "feminine" and

being in a leadership position?

(3) Do men view women as enerally unsuited for traditionallv-male
g 3
jobs?

Are women in such jobs seen as a threat to the men?

(4) How do women feel about working for a female supervisor?

’

(5) Ts there any evidence of "fear of success” in women who hold
traditionally-male jobs?

25/ S. L. Bem, "The mezsurement of psychological androgvny,"
Journal of Consulting and Clinical Psychology, 1974, 42, 155-162.
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(A) Are the majorityv of women in managerial positions single, as
compared to women in lower level positions?

(7Y How do people view competent women?

Are thev accepted in the same wav that competent men are?
Or are thev scen as less sociable and likeable?

(%) Are tvpicallv "feminine' traits regarded as handicapping or
advantageous for a woman in a male-oriented position?”

{9) What is the general attitude among women about females being
nromoted to management positions?

(10) Do women in management positions have certain characteristics
that distinguish them from men in management positions?

For evxample, are thev more kind, considerate, and concerned
with people than are men?

(11) Will women who approach the job in a predominantly '"masculine"
or "feminine" stvle--or a combination of the two approaches--
be more successful in management positions?

Are "masculine” characteristics necessary for success in
manazerial jobs, as some past research seems to indicate?

Not all of these questions will be answered in this study in a clearcut
and unequivocal manner. l!owever, we hope to shed enough light on the
answers to facilitate the progress of public and private sector employers
in nroviding equal opportunities for women in the world of work.

26
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V. EXPERIENCE OF THE TARGET WOMEN

CHARACTERISTICS OF
THE TARGET GROUP

Of the 164 women interviewed, 91 were in white-collar positions
and 73 in blue-collar positions. About half, or 45, of the white-
collar positions were supervisory or managerial in nature, and the
remaining 46 were professional or staff positions that did not
entail supervising others. In the blue-collar category, the majority
of the jobs involved craft work where the individual was paid an hourly
wage. However, not all fit that category. For example, some of the
jobs classified here as blue-collar involved work performed in an
offi > setting, such as drafting, or monitoring dials and gaugeséé/

The distribution of interviews with both white-collar and blue-
collar women was reascnably well balanced between the two interviewers.
Specifically, the male interviewer conducted 58 percent of the total
interviews. 57 percent of the interviews with women in white-collar
jobs, and 60 percent of the women in blue-collar jobs.

Tvpes of Jobs Held

The women interviewed held a wide variety of jobs. This seemed
especiallv true for women in blue-collar jobs, some of whose job-titles

were:
Power plant operator Central office repairman
Meter reader Equipment technician
Coin Collector Warehouse supplyman
Testman Building service aide
Garage attendant Laborer
Truck driver Engineering technician
Mechanic Handiman
Repairman Draftsman
Field draftsman Conveyor operator
Electronic troubleshooter General utility mechanic
Estimate assigner Installer
Local tester Production man

26/ Actually, it is more appropriate to distinguish between the two
types of jobs as being "exempt" or "non-exempt." This terminology refers,
of course, to whether or not the job is exempt from provisions of wage-
hour laws. All of the jobs classified here as "white-collar" would be in
the exempt category, and all jobs classified as "blue-collar" are non-
exempt in their official classifications. However, it seemed to us that
it would be easier to follow the narrative in this description of study
results if these two classifications were referred to as white-collar vs.
blue-collar, rather than exempt and non-exempt.
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White-collar job titles were also many and varied. Here, however,
the titles did not always connote very well the actual respoisibilities
involved in the respective jobs; a modest-sounding title could be used
for a job that entailed a great deal of responsibility, and vice versa.
Moreover, the same job title had differert meanings in different
companies. The title "District Manager" in one company, for example,
might have been used only for very high-level positions which involved
the supervision, directly or indirectly, of several hundred people,
while the same title in another company might have been used for a job
which entailed much less responsibility.

The levels of the traditiomally-male jobs held by women varied
from professional specialists or technicians to company officers. Their
distribution was pyramidal, with the great majority falling in the lower
ranks of management positions and relatively few at the highest levels.
Some of the specific jobs held by the women in white-collar positions

were:
Engineer Nuclear support specialist
Staff attorney Financial accountant
Credit manager Plant chemist
District office manager Labor relations specialist
Sales manager Customer service manager
Plant service manager Network manager-local
Education administrator Fc ceman-repair services
Expediter Employment representative
Marketing supervisor Telecommunication manager
Systems analyst Director of office services
Power plant engineer Metallurgical tester
Outside plant foreman Accounting supervisor
Reliability engineer Training administrator
Personnel coordinator Supervisor of engineers
Security agent Quality control manager
Maintenance foreman Public office manager
Legislative agent Senior tax accountant

Demographic Characteristics

The ages of the women varied widely from under 20 to almost
retirement age (Chart A).Z/ As might be expected, the women in white-
collar positions tended to be older than those in blue-collar positions.

27/ In all of the tables and charts in this report, the raw numbers
of cases are entered, rather than percentages. This was done to
emphasize that the respective sample studied is the universe under
consideration. The authors felt that the use of percentages might connote
that the respective samples were intended to be representative of some
larger universes or populations of women, or of managers, peers, or

subordinates.
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Chart A. Age Distribution of the Target Women
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Rewarding the educational attainment of the women interviewed,
there was also a decided difference between the two groups, with the
women in the white-collar positions having completed significantly
hivher levels of education (Chart B).

Since there were sipgnificantly more women under 25 years of
age in the blue-collar jobs, we might expect to find fewer of them married.
Taking this into account, it does secem that there are fewer married
women than micht have been expected in the white-collar group:

Blue- White-

Total collar collar
Sinale 75 37 38
Married 72 33 39
Divorced 14 3 11
Widowed 2 0 2
Separated 1 0 1

However, approximately two-thirds of the single white-collar women
were over 3G. It is likely that these women entered the job market
when the combination of marriage and a career was not widely accepted.
On the other hand, the fact that only one-third of the white-collar
women under 30 were single may reflect a trend toward more frequent
combination of marriage and a career among professional women. It is
interesting to note, incidentally, that out of the 17 women who

were coither divorced, widowed, or separated, only three were in bluc-
collar jobs and the other 14 were in white-collar jobs.

The length of time that the women had held their present jots
prior to the study is shown below:

Blue- White-
Total collar collar
h months or less 35 10 25
Over 6 months,
less than 2 years 58 23 35
2 to 4 years 64 38 26
Over 4 vears 7 2 5

0



Here it can be seen that the vomen in blue-collar jobs had longer
average tenure than women in white-collar jobs--a finding that is
somewhat unexpected in view of the fact that most of the companies
reported significantly less success in retaining women in the blue-
collar than in the white-collar jobs. The difference could be
accounted for by the facc that some of the women in white~collar jobs
had first moved into a traditionally-male job some time ago, and then
had been promoted only recently into their present jobs. (This
Phenomenon szemed to be encountered much less often in the interviews
with the women in blue-collar jobs.) It is also possible that the
companies started to take action in integrating blue~collar jobs
before those in the white~collar category. 28/

ATTITUDES TOWARD
THE JOBS

Early in the interviews, the target women were asked how they
liked their new jobs, and what aspects they either liked or disliked.
As might be expected, there was a decided difference between the women
in white-collar vs. blue-collar jobs:

Blue- White-

Total collar collar
Like verv much 79 29 50
Like fairly well 53 25 28
Like more than dislike 19 9 10
Dislike more than like 9 7 2
Very much dislike 4 3 1

Women in the white-collar jobs were much more likely to express strong
liking for the job than were women in blue-collar positions. On the
other hand, even among the blue-collar women, there were relatively few
who expressed dislike for their work. Almost 75 percent said they liked
their jobs either "fairly well," or "very much."

28/ There are other possible explanations for the longer tenure of
women in blue-collar jobs. TFor one thing, 41 percent of the blue-collar
women interviewed were in jobs that did not entail unusual physical demands
or unpleasant working conditions. In the so-called "inside craft jobs,"
for example, the conditions of work were usually not very different from
those found in traditionally-female occupations, and turnover was generally
very low. Secondly, a possible explanation for the shorter tenure of many
white-collar women is that a few companies which had only recently begun
to work on the problems of the underutilization of women had focused their

efforts on white-collar jobs first.



N{fforences between the white-collar and blue-collar groups
with reward to aspects of the job that the interviewees liked best
were quite dramatic (Chart C). Women in the white-collar jobs were
sienificantlv more likely to express a preference for "challenge,"
"responsibilitv," and "working with people,’ while women in blue=
collar jobs wece much more likely to mention "high pay'' as the aspect
~f the job they liked best. Women in all types of positions frequently
ment ioned "variety" as a liked aspect of their new jobs—-evidently,
thev considered their past, traditionally-female jobs as entailing
sienificantly less variety than their present ones.

The categorv labeled "freedom” in Chart C might also have been
Iaheled "autonomy." The women often mentioned as a desirable feature
of their new jobs the fact that they were on their own, could make
their own decisions, and did not have a supervisor monitoring their
work continuallv. Several of them pointed out that this autonomy
soemed to be much more characteristic of traditionally-male than of

traditionallv-femtle jobs.

lwo of the women in supervisory positions said that they liked
the fact that their subordinates, both male and female, had accepted
their anpointments much more enthusiastically than they had ever
expected theyv would.

With regard to dislikes, the differences between women in white-
collar vs. blue-collar jobs were substantial (Chart D). The women in
white—collar positions were much more likely to mention the "paper-
work’ or bering "routines" as being aspects of the jobs they disliked
than were women in blue-collar jobs. On the other hand. the women in
hlue-collar jobs were more likely to mention such factors as "the dirty
work,” the "mechanical aspects,” or the "outside environment; "they
referred not only to the fact that they might have to work in
inclemert weather, but also to the fact that the jobs sometimes required
that thev go into dangerous neighborhoods.

Wwhen "hours of work' was identified as a negative aspect of the
iub, the blue-collar workers almost invariably referred to undesirable
shifts, while the few white-collar workers who mentioned this item
referred to the longer hours required to carry out their jobs properly.

Although '"harassment from peers'" was mentioned more often as a
disliked aspect of the job by the white-collar women, the women in
hlue-collar jobs generally took much more abuse from their male
susociates than did women in white-collar positions. Perhaps the women
in the bluv-collar jobs were not as likely to mention this because they
ad ewxpected to be harassed and therefore did not consider this aspect
of the job to be unusual enough to be mentioned as a "dislike."
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Chart C.  Aspects of the Job Liked ‘“Best’’ by the Target Women
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Chart D.
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Several of the women in managerial positions mentioned as a
"dislike" the fact that they are so visible in their new positions.
One of the womer disliked the way 1n which she is so frequently
scheduled for interviews with outsiders (like the authors of this
report) because of her visibility.

In the blue-collar group, several of the women described the
physical requirements of the work as being the least agreeable
aspect of the job. Some of these jobs required a great deal of walking,
climbing, and lifting.

While a few women in blue-collar jobs said that they felt
inacdequately trained to do the work, two others complained that there
was not enough to do in their new jobs=-not because they were given
fewer assignments than the men, but because there were more people in
the jobs than were really needed. On the other hand, several women
interviewed liked least the fact that they had too much work to do in
their jobs.

NATURE OF PREVIOUS
JOBS HELD

Each of the target women was asked to describe the sequence of
jobs she had held before she was appointed to her present position.
Most women in both groups had started in clerical jobs:

Blue- White-

Total collar collar
Clerical 81 37 44
Phone operator 21 18 3
Technical-professional 28 0 28

A blue-collar job, such

as in a factory 7 6 1
A staff job 7 0 7
The present job 16 11 5

The second most common starting job was phone operator for women in
blue-collar positions and a technical or professional position for
white-collar women. (These were all held by college graduates in
technical fields, such as engineering or accounting.)
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The types of jobs held by the women immediately before their
present assignments were similar to their starting jobs, except for
an increase in the numbers of women in blue-collar jobs whose
previous post was clerical in nature, and a decrease in this category
for women in white collar jobs:

Blue- White-

Total collar collar
Clerical 67 45 22
Phone operator 5 5 0
Technical-professional 27 0 27
A blue-collar job 12 12 0
A staff job 21 0 21
Supervisory-managerial 16 0 16
No previous job 9 8 1

Relatively few of the women in traditionally-male blue-collar jobs
had ever worked in a blue-collar job of any kind before. Instead, a
very common pattern for women whose present jobs were classified as
blue-collar was to have started working for the company in some

kind of clerical position, then to have moved into a much higher-
paying craft job as these opportunities became available in the

last few years. This sometimes caused problems forthe men in these
craft jobs because the women brought their company seniority with
them. Thus, a woman who had spent many years in completely unrelated
work cculd be new in the craft job and yet outrank most of the men in
seniorityv.

Among the women in white-collar jobs, it was also very common
to have started in some kind of clerical position. Many of these
women had worked their way up to a staff or supervisory position
before being appointed to their present job, and the previously-held
supervisory -position often entailed supervising an all-female group,
such as a clerical staff. However, the women had previously held a
staff or supervisory position which could also be classified as a
traditionally-male job. Another group, whose first jobs were profes-
sional or technical in nature, either remained in these roles or
moved into managerial positionms.
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A very common pattern among women in white-collar jobs was to
have worked their way up through the secretarial ranks to a position
ds secretary to a high-level executive or offic:r, where they had
an opportunity to demonstrate their administrative gkills and
supecvisory potential. They were thus able to qualify for their
present traditionally-male job, which was often a fairly responsible
staff or managerial position.

SELF-PERCEIVED QUALIFICATIONS
FOR THE NEW JOB

When the target women were asked whether they felt as qualified
to perform their jobs as most men, the great majority felt equally
qualified, with little difference in this regard between white- and
blue-collar women:

Blue- White-

Total collar collar
Net as well qualified as men 27 13 14
Just as well qualified as men 130 58 72
Better qualified then men 7 2 5

Approximately 16 percent of the total group said they did not feel
fully qualified, but about 4 percent felt that they were even better
qualified than most men for the kind of work they were doing.

When asked if they felt handicapped in any aspect of the job,

a majority of women in both white~- and blue-collar positions said
that they were not (Chart E). For both groups, the most frequently-
mentioned handicapping aspect of the job was a lack of technical
know-how. For women in blue-collar positions, a relative lack of
strength and stamina was often mentioned as a handicapping factor.
Related to lack of technical background was the lack of specific

job knowledge, which was more often mentioned by women in the white-

collar positions than by those in blue-collar jobs.

By "visibility" as a handicap, the women referred to the fact
that it was so unusual to find a female in their new jobs that
people often treated them in an unusual manner, sometimes making
it difficult to accomplish the objectives of the job. The handicap
labeled "working with people" was related to the visibility category.
Several of the women in managerial positions reported that some
subordinates did not treat them in a relaxed and normal manner, as
they probably would have treated a male supervisor.
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Chart E. Handicaps in the Job, as Perceived by the Target Women
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When asked it they felt that their sex gave them any advantages
in carrving out their jobs, about 20 percent of the women mentioned
some specific advantage. In several cases, the woman indicated that
she had much more relevant expericnce before being appointed to her
bresent job than did most male appointees. 1In other instances, the
woman telt that she ecould obtain cooperation more readily than could
4 comparable male in that particular job. This was likely to be
truc, for example, in a position that required dealing with
vobstreperous customers.

Closely related to the question about handicaps was the
question dealing with aspects of the job which men typically performed
but the women did not. Most women in both groups maintained that the
men performed no aspects of the job that they, as women, did not

pertform:

Blue- White-
Total collar collar
No differences 129 59 70
Men have more responsibilicy 29 14 15
Women not included in some
meetings 4 1 3
women excluded from some
bad assignments 18 9 9
Women perform some clerical
tasks, men don't 5 1 4
Women given more responsibility i0 2 8

For those that did mention some differences, the most frequently-cited
item was that the men were given more responsibility than the women
had.  However, 10 of the women interviewed, including eight in the
white-collar group, cited some responsibility which they had that the
ilen were not give.

The category labeled "excluded from some bad assignments" usually
referred to tasks which it may have been more dangerous or in some
wavs mere undesirable for a woman than a man to carry out. For
example, blue-collar women who had outside jobs may have been excluded
from routes in the ghetto areas of a large citv. However, only some of
the companies made such eXceptions; in most firms, the women maintained,
and their managers corroborated, that thev took their turns at exactly
the same kinds of routes that the men were asked to take.
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With regard to white-collar positions, the "excluded" category
sometimes referred to travel assignments which men were more likely
to be piven than women, or to assignments which dealt with the public
where it was anticipated that the persons to be contacted could
become abusive. In onc case, a professional woman expressed some
concern that the company might not consider her for certain promotions,
because such jobs would require travel with male peers. In two or
three cases, female engineers said that they were not given some of the
dirty and more dangerous assignments. Again, however, this was company-
specific. In many firms, a concerted effort seemed to be made to insure
that the assignments given to the women in formerly-male jobs were not
different in any way from assignments given the men.

DIFFICULTIES EXPERTENCED
BY THE WOMEN

The majority of the women interviewed admitted that they did
experience some difficulties in the job that most men did not
experience.  This was more likely to be true for women in blue-collar
jobs, where 67 percent mentioned some difficulty, than for women in
white-collar jobs, where 52 percent said that they experienced some
difficulties that men do not. The most frequently-mentioned problem
cncountered by women in blue-collar jobs was the harassment they
rook from male peers (Chart F). A few women maintained that some
men were so resentful about their moving into tradition~lly-male jobs
that thev went,so far as to sabotage some of their work. The
reactions of most men were not this drastic, but thev could prove to
be dannoving nevertheless.

A number of women in blue-collar jobs maintained that the men
verv frequently helped'each other with difficult assignments, but would
rarelv help a woman in similar circumstances. The women felt that the
men were hoping that they would fail. 1TIn these conditions, it is not
surprising that the failure rates of women in such jobs were sometimes
higher than those for men. in fact, it seemed remarkable that the
success rate for women in many of the traditionmally-male blue-collar
jobs was actually as high as it was. The women who stuck with such jobs
secmed to exhibit an unusual amount of determination and perseverance
under stressful conditions.
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Chart F.  On-the-Job Difficulties Experienced by the Target Women
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Five of the women in professional and managerial positions also
mentioned difficulties classified under the "harassment from peers”
heading. One woman who was the only female in a group of professionals
said:

"Many times people in this group have to work together to get an
assignment done. Some of the men seem to be completely uncooper-
ative when they have to work with me. They will just forget to
give me information, or in one case a man cven gave me some
wrong information. Some of them seem to be wanting to do anything
they can to show that a woman can't handle this kind of work."

Related to "harassment from peers' was the fact that supervisors
were frequently reported to show animosity toward the women, expecially
those in blue-collar jobs. They claimed that the foreman was sometimes
forced to take women into his work group even though he was very much
against the idea. According to one woman:

"The men make it tough for me to do well, and the supervisor is

the worst. He gives me all tough assignments and he won't help

me if I have a question. He says, 'If you think vou are such a
amartass and can do this kind of work, figure it out for yourself.'"

Several other women expressed similar difficulties with their supervisors.

The most frequently mentioned difficulty for women in professional
and managerial positions was the lack of respect shown by other employees.
This complaint was seldom made with regard to subordinates, but very
often the woman in either a managerial or staff position said that other
emplovees in the company at all levels did not always show her the same
respect they would a man in her position.

Sometimes women in maragerial positions reported that others in
the company did not treat them with the same respect that they would
a male manager at the same level because of disbelief that a woman
really held such a job. For example, one woman who was in a much
higher level management position than was ever held by women in her
company in the past, described some of the difficuvlties she had in
dealing with pecple both within and outside the company:

"] gometimes get a little irritated with the frequent reactions of
disbelief when I'm dealing with people who cannot seem to comprehend
the fact that I actually am the District Manager. They think that
I must be a clerk who has misunderstood their request to talk to
the manager. At first I was flattered by these reactions, but now
they are getting a bit annoying."”
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The difficultv labeled ”visibility" is closely related to the
Lack of respect category. A number of women in both bluye- and white-collar
positions felt that their job was made more difficult by the fact
that people reacted to them in a Strange manner--that is, others found
it so strange to have a woman in the target job that they did not deal
with the job incumbent in the same way that they would have dealt with
Q man,

These situations, like miany of the other difficulties which
women described, may be temporary phenomena. 1In fact, many of the
wonllen in management positions said that a transition was already taking
place, that most men who might have found it difficult and awkward to
work with a woman mandger were now beginning to behave in a normal and
relaxed manner in meetings and ocher interactions.

Dirficulties with the Physical demands of the job and with
harassment from the public were experienced almost exclusively by
women in blue-collar jobs. Physical difficulties usually involved
the need to Tift heavy loads or having to work with heavy tools and
equipment.,

Harassment frowm the public referred in the majority of caseg
te the negative reaction on the part of the public to the fact that
the woman was carrving out a "man's job." One woman drove a truck in
her work and came into contact with the public in carrying out many
assignments, said:

"Some people show resentment of the fact that I am in a man's
job to the point of really being nasty. The women are worse
than the men. They act like T am stealing money from families
bv having this good-paying job that men usually have."

In a number of cases, the women in blue-collar jobs that entailed
contacts with the public reported that they were quite often
"propositioned" by men. Not all of the women who reported being
propositioned by men in rheir Jobs complained about it, so it was
not classified as a difficulty. 1In some cases, the women who
reported experiences of this kind seemed to find the men's advances
more flattering than annoying, and just laughed about it as they
described their experiences.

In summary, it seemed to the interviewers that the women in
traditionallyv-male jobs frequently experienced difficulties which
would make it much harder for them to perform effectively than would
be true for a man in the same job. These difficulties seemed to be
serious enough in ¢>me blue-collar jobs to make it almost impossible
for a woman to succeed. 1In fact, in companies which did not have
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much success in using women in formerly all-male jobs, the problems
seemed to stem more often from the unusual difficulties faced by the
women in the jobs than from any lack of ability to perform the tasks
involved.

HELP GIVEN TO THE WOMEN

Most of the women felt that they had been given no more or less
help than men were given in the same jobs.

Blue- White-

Total collar collar
Given more help 36 20 16
No more-no less 102 38 65
Given less help 25 15 10

This response was even more typical for those in the blue-collar
jobs, but about 22 percent of these women felt they had been given
more help than comparable men in the same jobs. However, about

15 percent said that they were given less help than the men.

Among the women in white-collar jobs, those given less help
usually said this was because they had had more experience in the
department before being appointed to their present position than was
true for most men. On the other hand, the women in the blue-collar
jobs who said that they were given less help than the men almost
invariably attributed this to the fact that the men in the work group,
including the supervisor, felt that they were intruding in the man's
work world.

ATTITUDES OF MALE EMPLOYEES
TOWARD THE WOMEN

Quite clearly, the women in white-collar positions were much
more likely to be accepted by male employees than was the case for
women in blue-collar jobs (Chart G). TFor example, 15 of the women
in blue-collar jobs who were interviewed reported that the men showed
strong resentment of the fact that women were in the jobs. (This
category on the scale was defined as resentment sO strong that it
actually interfered with the woman's work.) One blue-collar woman
described her situation like this:
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Chart G. Attitudes of Male Employses Toward the Target Women
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"I feel set up as an example, Tf T'm late, the whole group is
punished. Then the supeiviaor Lells the group this, so the

guys get down on me. The supervisor gives me extra work so the
other guys don't want to work with me, and he won't help when I
ask questions. The guys don't include me in breaks or going

out to lunch. 1I'm considering going into a lower classification
just because of the pressure and hassles I've been getting."

Another woman commented on some negative attitudes that she feels
are justified:

"What they resent is when the company hands people jobs. I've
seen females allowed to bypass certain craft tests, for example.
It's not fair to push women into jobs when a lot of people don't

get a chance."

At the other end of the scale, 36 of the women in white-collar
jobs felt that their male working associates showed no resentment. A
fow others said that the men accepted them, but it seemed that their
acceptance primarily reflected their awareness of the company's equal
opportunity commitments. (As Chart G shows, this reaction was less
frequently encountered in the women in blue-collar jobs.) One woman
in her early thirties who is now in a higher-level management job thea
was previously attainable by women, described the attitudes of male
emplovees toward her new job's status in this way:

"Most men have been very accepting of my success because they
understand the goals of the Equal Opportunity Program. While
they may actually resent the competition that women now give them,
thev don't show this outwardly. Actually, T believe that to some
degree it's like they are chasing ghosts. When the ghosts
become a reality, they aren't so terrible as they thought they

would be."

The most frequently reported reaction on the part of men was that
thev initially showed resentment toward newly-appointed women in their
job categories, but that this resentment soon wore off and the men

became accepting.

Some women reported that even the manag.t who had promoted them
showed signs of resenting the woman's move into a formerly all-male
job, an attitude that was usually attributed to the possibility that
he had felt constrained to promote the women because of the equal
opportunity program. This lack of acceptance could be shown in subtle
ways. For example, a woman who had been promoted to a much higher-level
staff job than had previously been held by women, described her
supervisor's behavior:
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"Despite the fact that Iy boss actually promoted me to my new job,
he deesn't seem to fully accept mv status at the new level. He
seems to be somewhat strained when he deals with me on business
matters. he seems to expect me to do my own typing because I
formerly was a Secretary, when he would never think of asking the
men at my Tevel to do their own typing. 1 feel that he would
Never approve if T went out to get a -up of coffee with a person
I am discussing g problem with, or if I went to iunch with a
¢lient; but the men don't hesitate at all to do this."

It is possible, of course, that this woman's evaluation of her boss's
attitudes could be in error. When she was asked by the interviewer
if she had ever actually tested the boss by going out for coffee or
lunch with a clicent, she admitted she would be afraid to try it.

Another woman said that she had no problems with her own
Supervisor, but that managers up the line from her boss seemed threat-
ened by | -r being in a man's job. She said:

"My boss has been great about the fact that I am doing a man's job.
But his boss and other managers at that level seem to be antagon-
istic. They don't seem to like the idea that women are starting
to move into their territory."

ATTITUDES OF OTHER
FEMALE EMPLOYEES

The attitudes of other female employees toward the target women
could not be classified on a simple scale frem very accepting to
strong resentment, as was true for the male attitudes. The predominant
reaction of other women was positive, as might be expected (Chart H).
Of the other reactions, most of which could probably be considered at
least partly negative, it is interesting to note that equal numbers of
women in blue-collar and white-cojlyr positions reported that other
women reacted with envy or jealousy ro their moving into a man's world
of work. A related reaction, much more often reported by women in
blue-collar jobs. was that other female employees thought they were
"crazy" to want to move into what had been a traditicnally-male job.
This usually meant that the wimen felt the new job role was so
Incompatihle with ferinine abilities and interests that any woman who
would want a job of that kind must be a little crazy.

The seven women who reported that other women reacted with
apprehension were a1l managers who feit that their new subordinates
of the same sex were somewhat concerned about how they were going to
be treated by a feuale boss. Several women in managerial jobs
Speculated that some women might not like to werk for a female
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Chart H.
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supervisor because they are arraid they will not be able to coatrol her
in the same way that they can control a man. They said that many

woren felt that they had learned to manipulate men, but did not expect,
these techniques to work with a female boss. Looking at it from the
other Jdirection, one female muanager commented that she finds it more
fifficult to work with women than men. She felt that she might be
prejudiced against women herself.

A significant number of white-collar women reported that other
women reacted negatively to their having taken a traditionally-male
job. A typical reaction in this category was described by one woman
as follows:

"Among the people I used to work with, the men have generally been
more accepting of my success than the women. The women actuallv
seem to resent the fact that I have been given this chance.

They often refer to someone like myself who has been promoted to
levels that were formerly available only to men, as 'one of the
numbers. "

Sometimes the negativ reactions of other women were attributed
only to certain types of women. For example, one woman in describing
the attitudes of other women employees said:

"The younger women in the office seem to have been very plezsed at
secing me get the opportunities I've had. On the other hand, many
of the older women seem to resent my success. They seem to be
thining 'Why should she be getting these kinds of opportunities,
when I never had them?'"

In summary, however, it should be emphasized again that the majority
of other women in the companies studied reacted positively to the fact
than one of their own sex was promoted into a job which hitherto had
been reserved almost exclusively for men.

PAY COMPARISONS

Almost all of the women in blue-collar jobs (69 out of 73) said
that their pay was the same as that of men in the same work:

Blue- White-

Total collar collar
Don't know 9 0 9
Definitely less 7 2 5
Probably less-not sure 15 2 13
The same 129 69 60
Probably more-not sure 4 0 4
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Only two women thought their pay was definitely less than men got in
the same jobs and two others thought it was "probably less.”" Most of
the women in blue-collar positions were in unionized groups where the
contract called for equal pay for equal work.

In the white-collar jobs, there seemed to be a little more
ambiguity about pay comparisons. Nine of the women said that they didn't
know how their pay compared to that of men. Five felt that they
definitely were being paid less than comparable men and 13 felt that
their pay was "probably less" than that of men. On the other hand,
four of the woumen in professional or managerial positions felt that
their pay was probably higher than that of comparable men because of
the need for catch-up dictated by an equal employment opportunity
settlement.

SATISFACTION WITH CAREER PROGRESS

When asked how satisfied they were with their career progress in
the company to date, the great majority of the women expressed some
degree of satisfaction:

Blue- White-

Total collar collar
Not sure 4 4 0
Definitely dissatisfied 14 7 7
Not entirely satisfied 27 12 15
Fairly well satisfied 63 37 26
Very satisfied 56 13 43

The women in the white—-collar positions were much more positive in that
. . "

a much higher percentage of them felt that they were "very satisfied

with their career progress in the company.

The reasons for expressing dissatisfaction differed by collar-
color. Frequently, the dissatisfaction of the blue-collar women was
attributed to the fact that they were not being promr~red as fast as
the men within their job classifications. Others in vlue-collar jobs
expressed dissatisfaction because they disliked the job very much,
vet felt trapped because they would suffer a great loss in pay if they
were to move into any other kind of work.
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Among the white-collar women who expressed dissatisfaction, several
said that the recent recession had slowed their brogress.  In a4 few cases,
dissatisfaction was expressed because the women felt that their promotions
were due onlvy teo the equal oprortunity program, and not because the
manidgement people responsible for the promotions truly respected and had
confidence in their capabilities.

APPRAISAL OF FUTURE OPPORTUNITIES

The women's perceptions of their future opportunities were some-
what less favorable than their satisfaction with progress already achieved:

Blue- White-

Total  collar collar
No opinion 5 5 0
Not sure 18 10 8
Not very good 45 23 22
Fairlv pood 53 26 27
Verv pood 37 9 28
Extremely good 5 0 5

Very often, this lack of optimism about the future was attributed to

the business recession. In Some companies there was a hiring freeze,
and the turnover rate hacd dropped to practically zero; consequently,

there was relativelv little upward movement within the ranks.

Some women gave other reasons for pessimism about the future. A
few of those in white-collar positions felt they had been placed in
"deadend" jobs, while others thought their companies were unwilling to
promote women beyond a certain point. Some noted that most of the men
wiho are now upper-level managers had considerably more technical back-
ground than women who are currently moving through the ranks. One
professional woman who Seemed extremely competent mentioned the absence
of career development programs or career paths in her company. She felt
that a man with potential in her position would have had more exposure to
a wide varietv of experiences. A few blue-collar women were pessimistic
because many of the jobs on which they could bid were unattractive to
them.

51

Poae



As a4 vroup, the white-collar women were considerably more positive
about future opportunities than were women in blue-collar positions.
Manv who had unexpectedly achieved high-level professional or managerial
positions were verv optimistic about their future careers in the company.
The five women who rated their future opportunities as 'extremely goal"
felt thev were much more likely to have opportunities to progress up the
tadder than were comparable male emplovees.

Again, when the women were asked about their career aspirations
in the company, the women in white-collar positions were much more
hopetul than blue-collar women. Sixty-five percent (59 of 91) of the
women in white-collar positions expected to progress two levels or
more (table 1). Ten of these women thought that it was very realistic
to expect to be an officer of the company at some fature date.

In the blue-collar ranks, many of the womer felt that it was
unrealistic to expect to advance very much, because the next rung
in the lalder was the foreman's job. They said it was hard enough for
the men tu accept women as co-workers; to expect them to tolerate a
female supervisor seemed out of the question. On the other hand, some
of the intervicews with the foremen revealed that the supervisor did
not consider it unlikely that the woman could be appointed to such a
position. (As a matter of fact, some of the women classified here as
“white—collar” because of their "exempt' status, were actually-blue-

collar supervisors.)
PROBLEMS OFF THE .JOB

About half the women interviewed indicated that their new job
roles had caused no problems at all in their outside life (Chart I).
Of these who did mention such problems, the difficulty most frequently
roforred to was with the husband or a male friend--but the nature
of these problems was usually different for blue-collar as oppose¢ to
white-collar women.

For women in blue-collar jobs, problems with a husband or male
friond were most likely to stem from the fact that the woman was working
in groups composed almost entirely of mer.. In some instances, the
hushand or man involved was concerned that the woman would be subject to
sexual advances from her male working associates. In other cases, they
wore afraid that male working associates might abuse the women because
of their resentment of the presence of women in their work groups. A
related concern was the fear that women whose jobs required them to
come into contact with the public might be propositioned or even abused by

other men.
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TABLE 1. CAREER ASPTRATIONS OF THE WOMEN INTERVIEWED

Blue~ White-

Total collar collar
No definite plans 37 25 12
Leave the company 17 9 8
Get into other work 15 11 4
Stay in same job 16 8 8
Progress at least 1 level 38 14 24
Progress at least 2 levels 30 5 25

Progress several levelsg _11 _ 1 _10
Totals 164 73 91
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Chart I. Target Women'’s Experience of Off-the-Job Problems
Related to Their New Job Roles
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Their concerns also had to do with the woman being in a higher
classification than the husband or male friend. Some blue-collar
women were experiencing conflict over this issue, while others expressed
fears that their husbands or men friends would react negatively in the
future if they got promotions or moved into higher classifications.

Another issue that came up was the feeling of some of the blue-
collar women that it was hard to perform all the traditional female
tasks in addition to their new jobs, which were more physically
demanding than clerical work. Husbands still expected them to clean
house, fix meals, and do the normal "wifely" chores.

For women in white-collar positions, their problems almost
invariably stemmed from jealousy on the part of the male partner that
the woman had achieved as much success as she had. Until it becomes
more commonplace for women to hold high-level professional or
managerial positions, traditional norms about appropriate roles for
women vis-a-vis men will undoubtedly cause problems.

This was true for approximately 20 percent of the women in white-
collar jobs., However, it was also true that many wcemen interviewed
said that their promotions had caused no problems at all with their
husbands; in fact, they often said that their husbands were very proud
of the progress they had made. But when queried further, the majority of
these women admitted that the husband's position-level was still well
above theirs or that the husband was in a different professional field
and did not feel in any way competitive with his wife.

One woman's description of problems her unexpected promotions
have caused in her outside life is rather typical for those who
mentioned problems with husbands:

"My new job was definitely a primary cause of the break-up of my
marriage. We seemed to have a Pretty good marriage. When I
first started to get promotions, my husband was proud of me. But
as time went on, he began to show that he was actually jealous.
He never said this, but he began to deride me as a 'libber' and
started to make derogatory cracks about 'career women,' and the
like. Then he began to pressure me to quit working even though
that had never ever been mentioned before. We always assumed
that I would always work, and he knew that I always identified
very strongly with my work and liked what I was doing very much.
Evidently he wculd have preferred that I stay as a more dependent,
submissive wife. My success was a real threat to him."
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Another woman in a much higher-paying job than was customary for
women to hold in the past, indicated that she did not now have a
problem with her husband, but possibly could have in the future. She

said:

"My husband accepts my situation pretty well now, but his nose
would really be out of joint if I started to make more money
than he does. Luckily, he now has a good-paying job and makes
more than I do. But that could change and I may be in trouble

then."

On the other hand, a uumber of women mentioned that they had no
problems at all with their husbands. One said that her spouse was
supportive and flexible and that her job had enhanced their relationship.
Another woiz - . made a point that she was making more money than her
husband, "but he hasn't complained yet." Several women commented that
their husbands were very considerate and helpful at home.

Some of the single women also had problems with men friends. One
who was in a very high level management job for her sex and age described
her off-the-job problems this way:

"Sometimes a new man I am dating is really taken aback when he
finds out the level of my job and the fact that I supervise lots
of men. Often it seems to have a decided effect or the fellow's
attitude toward me. He begins to treat me in a strained way and
seems to be uncomfortable with me. So far the rewards of the job
offset this negative effect on my social life, but I sometimes
wonder i1f that will always be the case.”

Women in blue-collar jobs somtimes described a similar problem
with a slightly different twist. One woman in a craft-type occupation
where the pay was about twice as much as she kad made in her previous

clerical jobs said:

"I've lost a couple of old boy friends who resented the money I
was making and the fact that I have taken a job away from a man.
For some reason, they seemed to act like it is indecent for a
girl to make the same kind of pay the men make."

The four women who said their job caused some problems with

children usually referred to perceived child neglect or to the problem
of having to t:ke time off when the children were sick. One woman
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recounted a different problem with regard to children, however. She
had not only achieved a very high-level management position in her
vareer, but had also raised a family of five children. She described
some of the problems she has had with this dual role as follows:

"I think that being a working mother definitely affects the child-
ren.  There has to be some neglect if the job demands up to 60
hours of work a week. Then I think you always have the problem
of the children being over-indulged, probably because of the
feelings of guilt one has about neglecting them so much of the
time. Actually, I think that the over-indulging has worse effects
than neglect."”

Problems with parents, which were most often referred to by
blue-collar women, sometimes stemmed from the fact that the woman
was violating a cultural norm by holding a man's job. In other cases,
the parents did not like rhe hours of work or the dangers involved in
some outside jobs.

Problems with friends for the blue-collar women were also likely
to be somewhat different from those encountered by women in white-collar
jobs. Some of the women in blue-collar jobs had lost friends because their
hours of work did not correspond tu those of their acquaintances. For
the white-collar women, problems were likely to stem from the fact that
they had moved up the job ladder to levels well beyond those of any of
their former friends. ‘A woman promoted to a high management level
described some of the problems this had caused with old friends, both
within and outside the company:

"1 have lost contact with most of the friends I had before I
started getting promotions into management positions. I have
risen beyond the level of these persons ia both status, and
especially in salary, so that they seemed to be strained or
guarded when they were with me. I guess they considered me to
be out of their league. Some old friends seemed to be envious
to the point of resenting my success. Some people who were very
Supportive and encouraging at first have done an aboutface now.
They actually seem to be threatened by my success."

Those conflicts classified as "pgychological problems" covered
a variety of situations. For women in the blue-collar jobs, continual
harassment from their male co~workers sometimes caused undesirable
tensions and those on rotating shifts indicated that they always felt
tense and tired because of the intervuption of their n .rmal sleep-cycle.
(These irritating effects of rotating shift schedules have been
experienced by most men as well.)
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For women in white-collar occupations, psychological problems
were commonly caused by having been thrown into jobs for which they
did not teel fully qualified. As one woman expressed it:

"Being on a management training program, I am often given an
assignment that I am obviously not qualified to handle. Some-
times it might involve supervising a bunch of men. While they
usually understand that this is a training assignment for ma,
I'm always coping, trying to survive. 1It's very wearing
psychologically. Sometimes I find myself questioning my own
femininity."

Ancther female manager supervising men with more technical knowledge
and tackground than she had expressed similar feelings:

"I work long, hard hours and spend a lot of time thinking about
work even when I'm at home. [ occasionally get depressed and
question my ability. I worry about whether I'm doing a good
job, even while I'm pushing myself relentlessly.”

Another kind of psychological problem mentioned by several white-
collar women had to do with conflict between personal and professional
goals. One woman in her late twenties was trying to make a decision
about whether to have children. She didn't want to give up her career
because she was getting a lot of satisfaction from her work, yet she
wasn't sure whether she could entrust her child to child-care
professionals. Another voung woman who was in a relatively high-level
management position, especially for her age, mentioned that she has
become more intolerant of men with traditional ideas about women. She
wondered if she has become too hard on men and thus narrowed the field
of potential partners with whom she could share her life.
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PROBLEMT WITH FRIENLO
IN THE COMPANY

The woren in white-collar Jobs were most likely to mentinn
probiens with old associates within the company :

Blue- White-
Total collar collar
o problems 10L L3 61
Lost old friends 18 L 1k
Loneliness, lack of 1= 5 8
companionship on the job
Diffdeult transiticn 10 0] 10
Jrom opeer to btoss
r'roblems with superiors 1 1 0

‘lany or the blue-collar women huzd been hired firom outside the
compz=ny and therefore had no previous working associates in the {irm.
And even among the women in the white-collar jobs, the great majority
said they had no significant problems.

O the women who did mention some problem, the most frequent
category was the loss of old friends. Closely related to this was the
ioneliness that their new job entailed.

women in another company who had experienced similar problems
Jrianized a mutual support-group of women who had been promoted to
levels previously unattainable. They met from time to time, organized
luncheon meetings ang evening social events to provide for associations
0. persons at similar jobs and educational levels.

Ten of the women in managerial positions mentioned the fact that
the transition from being a member of a work group to being the boss
has been very difficult for them. They feel somewhat awkward now in
having to supervise former associates. On the other hand, some
surervisors said that they had always avoided socializing with work
colleagues, even before their promotions.

One tlue-collar woman who worked in an Ootherwise all-male group
that the sole conflict between her job and her role as a friend

vy

fels
>7 other employees, had to do with the reaction of her co-worker's
wives:
"At an office party the wives wouldn't let their husbands
even talk to me. They saw me as z threat."
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The issue of atrraction between male and female co-workers also
came up 4s a problem with white-collar women. One manager commented
tnat the attraction between herself and some of her male peers became
such a hindrance to working together that she decided to eliminate
social contacts with fellow employeces. A professional woman who travels
occasionally with male colleasues has found it necessary to clarify the
nature of the relationships and keep evervthing on a business footing.

This was one of the few areas in the interviews with the target
women where the responses obtained by the female interviewer were
siunificantly different from those obtained by the male interviewer.

For some reason, the women seemed more likelv to tell the female inter-
viewer about such problems as loneliness, the difficulties of super-
vising former associates, and the like. Of the 23 wome: who recounted
difficulties vof these kinds, 19 mentioned them to the female interviewer
and onlv four talked about such problems with the male interviewer.

APPRUACHES USED BY BLUE-COLLAR WOMEN
TO ENHANCE THEIR EFFECTIVENESS

From the standpoint of this study, the most important
question asked of the women interviewed concerned the approaches or
behaviors thevy had found to be effective in carrying out their ~ 2rly-
male jobs. As might be expected, the responses differed by cc iar-
color.,

Among blue-collar women, the most freguentiy mentioned approach
was to '"'trv to learn the job as best one can in order to be technically
competent' (table 2). This was seen as a criticzl need for two reasons.
In the first place, many of the women confessed that they were at a
disadvantage, compared with men, in their lack of preparation for the
jobs, which often required some technical knowledge or experience which
men were more likelv to have than women. Secondly, the women very often
felt that they were on the spot, in that the men would be looking for
inadequacies in their ability to do the work. Therefore, in order to
insure that they would not make mistakes and look bad to their male
working associates, many of them telt that they had to make an extra
effort to learn the job as well as possible. In addition, several
felt that women seem more proud of their work and more interested in
doing a good job than men.

The se¢cond most frequently mentioned approach was to "ignore the
harassment of male working associates.' It is interesting to note,
however, that the data obtained by the two interviewers on this item
differed significantly. The male interviewer had recorded this item
as an approach taken by the women in blue-collar jobs in 24 out of the
total of 26 cases where this was mentioned. It is difficult to explain
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TABLE 2. APPROACHES USED BY WOMEN IN BLUE-COLLAR JOBS TQ ENHANCE
THEIR EFFECTIVENESS

Number of
mentions

Act natural--do nothing different 9
Don't try to be one of the boys 4
Try to be one of the boys 4
Learn the job well--become technically competent 27
Work hard--do more than own share 23
Maintain friendly, cooperative attitude 23
React courteously to taunts and harassing 9
Ignore harassment by the men 26
61
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the reason for this difference. Either the women felt that it was more
appropriate (o mention tuie need to ignore harassment from male
associates to the male interviewcr, or the jinterviewer himself was more
sensitive to any indication that the women were behaving in this way.

A similac be 1vior or approach, mentioned by nine of the women,
was to react ccurt ously, rather than antagonistically, to the taunts
and harassing of nale working associates. Several of the women said
that they had used this strategy right {rom the start and had found that
the taunts and harassing soon died out. 1In other cases, the women con-
fessed to having learned this lesson with experience.

Another frequently-mentioned approach was to '"work very hard--try
to wo more than my share of the work." Many of the women seemed to feel
that in order to prove themselves and to gain accep.ance of the men,
they had to do more work than would have been required of a man. They
felt that the men were very sensitive to any indication that the women
might be doing less work than the men.

Many of the women n..ntioned the ‘m-.cance of majirtainire a
friendly and cooperative attitude on . . ich, whether or not they were
referring to harassment by the men. ' latively few of them, however,

(four in all) felt that it was anvisable to trv to be one of the boys.
In fact, one woman said:

"I found that the worst thing I could do was to try
to be one of the boys. The men just are not going
to accept me as one of them. When I tried that and
teased them or used the same kind of language they
did, I just got hassled unmercifully. I found that
I just have to ignore them as best I can and do my
own work and mind my own business to get along."

A few blue-collar women felt that the key to their success had
nothing to do with any particular approaches, but was mainly due to
the positive attitude of their supervisors. Others said that the only
thing that kept them going was '"a strong mental attitude."

APPROACHES USED BY WHITE-COLLAR
WOMEN TO ENHANCE THEIR EFFECTIVENESS

The approach most frequently mentioned by white-collar women (and
this applied almost exclusively to women in managerial positions) was to
avoid authoritarianism (table 3). Many of the women said they either
felt intuitively or learned through experience that it was not advisable
to treat subordinates in a "bossy'" manner. They felt that it was easier
for a male supervisor to use that approach and still be effective than
it was for a woman. All of the target women in supervisory or
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TABLE 3. APPROACHES USED BY WOMEN 1IN WHITE-COLILAR JOBS TO ENHANCE

THELR EFFRCTIVENESS

Act natural--do nothing different
Avoid an authoritarian approach
Maintain air of confidence, assurance
Use the participative approach

Treat people as individuals--be sensitive
to differences, etc.

Use femininity to advantage
Learn the job well--become technically competent
Work hard--do more than own share

Be more helpful and considerate of subordinates
than most male supervisors are
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managerial positions supervised at least some men. They either expected,
or found through experience, that men would find it difficult to take
orders .rom a woman. Several women also said that they typically gave
more background information and explanation along with an order than
they had found male supervisors to do in the past.

Even women in jobs that did not entail managing cthers sometimes
reported that an authoritarian manner seemed to lessen their effective-
ness. For example, a relatively young woman in a much higher-level
staff job than was traditiomally achieved by women described her
experience as follows:

"I have found that in meetings with men, I can not
take as dominant position on an issue as many of the
men do. If I come on strong, the men often seem to
react defensively and emotionally, and then I cannot
achieve my goal with regard to that issue.”

Along the same lines, another professional woman said:

"I try to hold back on my intelligence and
aggressiveness in order not to put people off."

It is reasonable to assume that reactions of this kind will
gradually change as it becumes more commnon to find womer. in the higher-
level management positions.

Eighteen women also said that they made a special effort to use
a participative approach in managing others. That is, they involved
subordinates in decision-making, delegated responsibility, gave their
people a lot of information about what was going on in the organization,
explained orders given or decisions made, held group meetings from time
to time, and took other actions of the kind that are usually associated
with the participative approach to managing.

A somewhat different approach, equally often mentioned, was to
"maintain an air of confidence and assurance.' Many of the women felt
that they had to make it very clear that they were in charge and that
they knew what they were doing. They felt that any show of weakness
ol doubt along this line might result in their losing control of the
group.

In general, it appeared that women were very often finding that
it was more important for them to use the kinds of managerial practices
that management training experts consider desirable than it was for the
men.  This was not necessarily because the women had been given any
+ .pervisory training (which was the exception rather than the rule);
rather, they seemed to realize intuitively, or to learn from experience,
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that such practices as avoiding authoritarianism and vsing the partici-
pative approach were effective. Similar approved behaviors of this kind
were to "treat people as individuals--be sensitive to individual
differences,"” etc. Many of the women also felt that being more helpful
and considerate of subordinates than most male supervisors assisted them
in being an effective leader of the group.

White-collar women mentioned a much greater variety of behaviors
or approaches than blue-collar wemen. Several of the white-collar women,
for example, mentioned that they were very careful to be as fair as
possible in the way they treat all of their subordinates, showing no
favoritism between the male and female members of their work group.
Relatively few of the women said that they used their femininity co
advantage in getting work done--and of *he six who did admit to *ing
this behavior, five reported it to the male interviewer and only one
to the female interviewer.

One supervisor felt that her interest in gports and cars and the
traditionallv-male topics of conversation had made it easier for her to
vet along informally with men. Another woman mentioned that it helped
to be comfertable and at ease with a group of men; she has tried just to
forget she's a woman. A third white-collar woman admitted to feeling
handicapped by the lack of informal communication with the men in the
office. At first, she had avoided the office scuttlebut, the card-playing
and discussions of sporting events; then she realized that a lot of
important communication goes on in such sessions.

Two of the categories listed in table 3 are the same as those
coded for the blue-collar women. One of these, which was mentioned
second most often, was to "learn the job as well as possible--to become
technically competent." Ac with the women in blue-collar jobs, many of
the women in professional or managerial jobs felt that they could not
afford to make many mistakes because of their visibility. Therefore,
they felt that they probably worked harder than most men to learn all
aspects of the job and minimize the possibilities of making poor
decisions or costlv errors.

On the other hand, a number of women also mentioned the importance
of being absolutely honest if they did not have the background knowledge
or experience to make a decision. They found that it was essential that they
not try to bluff their way in such a situation. Several women said that
they used the knowledge and experience of their subordinates, rather than
trying to m-<e decisions by themselves in areas where they did not have
as mu’h technical background as some of the people in their work groups.
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Like some of the women in blue~collar jobs, a number of the profes-
sional and managerial women said that they probably worked harder at the
job than most men would in a similar role. Often they attributed the
need for this approach to their visibility, but alsc related it to their
neea to learn the job as well as possible in order to become technically
competent.  As one woman put it In explaining the need to do her best:
"Since | am the first female to be promoted to this level
of management, I feel I have to be a 'Jackie Robinson' in
order to make it casicr for other women to move into jobs

of this kind."
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COMPOSITE PERFORMANCE RATINGS
AND SEX-ROLE CHARACTERIZATIONS

Two other --:asures were derived from the interview data to gain
insight into additional factors which might facilitate the integration
of women into traditionally-male jobs. One measure was a job performance
rating, which was constructed from several sources for women for whom we
had interview data. The second measure was a crude index of masculinity-
femininity—androgyny constructed for women for whom we had descriptions
of "effective job behaviors" frop the respective woman herself and at
least two other persons in the Mmanager, peer, and subordinate groups.
Both of these measures could be constructed for a total of 52 women 29/

29/ With regard to the job performance measure, all of the 52 women
had been evaluated by two or more other employees on a scale from one to
five, ranging from "doing an excellent job" to "doing very poorly." TIn
general, there was fairly good agreement in the ratings assigned by the
different interviewees. The mean of all ratings on each woman was cal-
culated to yield a composite index of performance. The distribution of
these ratings did not vary significantly from the distributions of ratings
found through separate analyses of manager, peer, and subordinate data on
the performance of target women. About half of the 52 women had composite
performance ratings in the middle category of the three-point scale--that
is, they were rated as "doing a good job." About a quarter of the women's
mean ratings reflected excellence in performance, while the other quarter
received a composite rating that indicated they were "not doing as well as
most men."

The measure of sex-role characterization was . “astruc. -d in a
slightly more complex fashion. Responses to the question on effective
behaviors of target women were characterized for each of the 5. females
and at least two other employees who worked with the respective woman.

The descriptions of behavior were analyzed according to their stereo-
typed "masculinity," "femininity," or "neutrzlity." Behaviors that

seem consistent with traditionally-masculine personality characteristics
were rated as "masculine," while approaches consistent with traditionally-
feminine qualities were categorized as 'feminine."
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For each of the 52 women, therefore, at least four behavioral
descriptions were available from different sources which could be
classified as masculine or feminine. A composite index of sex role
characterization was constructed for each of them, based on their
behaviors described by themselves, managers, peers and/or subordinates.
wWomen were categorized as predominantly masculine if all their ratings,
ov all but one, were classified as masculine. They were classified as
predominantly feminine if all their behaviors, or all but one, were
categorized as feminine. Any woman who had at least two masculine
behaviors and two feminine behaviors mentioned by herself or others
was classified as androgynous. Some women had as many as 12 behaviors
coded, but the average number was seven. Those with less than four
"codable'" behaviors were not classified.

The findinss show that 63.5 percent of the women were classified
as androgynous, 15.4 percent as predominantly masculine, and 21.1 percent
as predominantly feminine. There were no significant differences in the
cumposite performance ratings of the three grou;s.

Most women who are successful in traditionally-nale jobs, therefore,
would appear to have in their repertoire qualities or behaviors that in
the past have been typically associated with masculinity. But these
women don't necessarily have to give up certain qualities or behavic:s
that have been agssociated with femininity in order to do well. Inste: .,
many seemed to have achieved a balance of both "masculine" and "feminine'
qualities. This finding lends support to the prediction that the tradi-
tional female role conflict over achievement orientation and femininity
may disappear. Stereotyping of behaviors as masculine or feminine may
decline in the future as men and women begin to develop the ftll range
of human qualities while maintaining individual differences.
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V. ATTITUDES OF MANAGERS

The 102 managers interviewed can be divided into three sub-groups:

(1) those who supervised virectly one or more of
the target women in blue-collar jobs;

(2) those who supervised directly one or more of
the target women in white-collar jobs; and

(3) other managers concerned with the equal
opportunity program, including personnel
directors, high-level general managers, etc.

Of the total group interviewed, 36 were in the first category,
49 in the second, and 17 in the third. They ranged in age from the
early thirties to over sixty, but 82 were in their forties and fifties.
All were male.

ATTITUDES TOWARD THE EEO PROGRAM

The first question asked of the managers was how they felt about the
equal opportunity program for women. Clearly, the attitudes of managers
of white-collar women were much more positive than were attitudes of
managers and supervisors of blue-collar women (Chart J). VNone of the
managers of women in blue-collar jobs expressed strong approval of the
EEO program, while 22 of the 49 managers of women in white-collar jobs
did express such approval.

_ Those managers who expressed approval with reservations frequently
ade such comments as: "It's okay if the women can do the work." or "I
think the idea is good, but we shouldn't try to go too fast.' or 'We
shouldn't try to push women beyond their capabilities." Other reserva-
tions about the program had to do with particular situations:

"I'm for fair pay based on equal performance, but if I
have to choose between a male head of household and a
single female, I think the male head of household should
get preference."

"If a person can do the job, it doesn't matter what sex
they are, but I have trouble with males and females
traveling together out of town on company business."

A number of the managers who expressed favorable attitudes toward
the program also expressed an awareness of their own personal or
emotional biases, but seemad intellectually and sometimes morally
comnitted to treating women as equals in keeping with their professional
responsibilities:

P
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Chart J. Managers’ Attitudes Toward the EEO Program for Women

Definitely
Negative

Somewhat
Negative

Neutral

Approves
with
Reservations

Strong

Approval ///////////////

i i |

0 5 10 15
Number
| | white-collar
Blue-collar

m Other

20

fw
O




"I believe in equality and opportunity for all
people and feel the EO program for females is long
overdue. Still, I'm guilty of preconceived notions
of what males and females can do."

"At a logical, business level, I do what has to be
done. At an emotional level, I've been socially
conditioned to think of females in a certain way.
But T know you've got to treat women fairly and
equally, just like anyone else."

This 1eve! of awareness among managers would seem to be potentially
beneficial to women, in that such men would be more sensitive to the ways
in which their personal feelings might influence their behavior.

Ve~ ~ften, negative reactions toward the EEO program were not
revealed wuen a manager was asked directly how he felt about the program,
but strong negative reactions would surface later in the interview. (This
was taken into account when the respective manager's attitude toward the
program was codad.) An extreme example of this was encountered in the
case of one manager who first said that he was all for the equal oppor-
tunity program, that it was long overdue, etc. Later in the interview,
when he was asked how the women were performing in the blue-collar jobs
he was supervising, he said:

"Women can't do these jobs worth a darn. In facrt,

the whole idea is ridiculous. There is men's work

and there is women's work, and it just goes against
nature to try to mix them up."

Those managers whose responses were classified as "definitely
negative' supervised women in blue-collar jobs, for the most part. As
one supervisor of a group performing heavy, dirty work put it:

"The purpose may be good, but the concept is phony.
Women are being pushed into areas where they just
don't belong. The goals are unrealistic. We are
pushing too hard, and it is going to be disastrous
if we continue to work strictly on a numbers basis
and put unqualified people into critical jobs."

Another supervisor of blue-collar women said:
"Having females working in this classification has
resulted in a double standard. They can't do certain

jobs. I have to handpick the kinds of jobs they're
given and the people they work with."
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Some of the men admitted that they changed their attitude quite
decidely with experience in supervising women in blue-collar jobs. One
man expressed his experience in this way:

"When the company first started to push us into
accepting women here, we all laughed about it.
We thought the idea was ridiculous. But experi-
ence is proving that we were wrong. It is work-
ing out much better than we would have ever
guessed it would. Some of the women are really
surprising the men. We have women here who can
do more work than the men and sometimes their
work is even better than the men's."

Only two of the managers who supervised women in traditionallv-
male white-collar jobs expressed strong negative reactions about the
program, but there were nine others who expressed reactions which we
classified as "somewhat negative.'" It was very typical of these
mat.apers to express general approval of the idea of equalizing
opportunities for women, while indicating strong disapproval of the
way the program was being administred:

"I'm for paving someone for doing a job, but this
company has been giving out too much. It's like
stuffing kids with ice cream. When people get a

lot for nothing, they may try to hit for more.

You can't change the fact that there are differences

between men an' women.'

"T don't like the quota system. It's not being
fairly administered by the government. The real
problem is, there aren't enough women who aspire
to management. I don't think it will change.
Girls are different, period. They like to have
car doors opened for them, and they don't want
responsibility.”

When attitudes toward the EEO prongram were correlated with age,
it appeared that, among managers of the blue-collar women, the older
men were more likely to have negative attitudes toward the program
than were the younger ones. The rcverse was true among managers of
women in wiite-collar jobs, however. Perhaps, in this case, the
younger managers felt more threateued by the equal opportunity program,
because thev expected more competition for promotions than they experi-
enced in the past.
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A number of managers were initially reluctant to answer the
question about their attitudes toward the EEO program. They often
wanted clarifications, asking 'what do you mean, how do I feel...?"
Several seemed to avoid discu ‘sing their personal feeling at first,
and instead focused on how they felt the company was doing in its
equal opportunity efforts. Eventually, however, most became more open
as the interview progressed. In fact, the interviewers were impressed
with the level of honesty and openness in most of the manager interviews,
in the expression of both strong negative feelings and complex personal
reactions. Several of the managers discussed changes in their attitudes
and expressed some awareness of the ways in which they continue to have
stereotypic expectations of women. Others mentioned that having
adolescent or coliege-age daughters had increased their sensitivity and
commitment to the changing role of women in the work-place. Even some
of the blue-collar supervisors described their feelings in a way that
indicated a gut-level struggle between their traditional ideas about
women and their current reactions to very positive experiences with
women in traditionally-male jobs.

The interviewers also observed traces of media impact on manager's
attitudes and the effects of general exposure to issues involving women's
role. In companies where there had been some "consciousness—raising”
Preparation for the integration of women into traditionally-male jobs,
the approach seemed to have had a positive influence on managers'
attitudes. In these firms, a concerted effort was made to avoid calling
women ''girls" and to treat women in all job categories with respect.
Jokes and off-color remarks pertaining to women were not heard.

In other companies, women of all ages were called 'girls," and
"secretary'" stories or jokes about wcmen were told even in the female
interviewer's presence. In one of the companies where the female
interviewer handled all of the contacts and interviews, the project
seemed to be taken less seriously and given less attention than in
other companies.

MANAGERS' FSTIMATES OF
OTHER MANAGERS' ATTITUDES

In addition to asking each manager interviewed how he felt about
the equal opportunity program for women, we asked him to estimate the
feelings of other employees at three levels: (1) high-level managers,
including executives of the company, (2) middle-leve] managers, and
(3) first-line managers or supervisors.

The managers interviewed felt that attitudes toward the equal
opportunity program varied with level of management (table 4). One
manager put it this way: ''the attitudes of men toward women depend
entirely on where the male is sitting." Specifically, they believed
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TABLE 4. MANAGERS' ESTIMATES OF THE ATTITUDES OF OTHER MANAGERS

High~level Middle First line

managers managers  managers
Doesn't know 25 31 34
Definitely negative 2 3 11
Somewhat negative ' 4 9 19
Mixed feelings 16 40 24
Generally positive 41 19 14
Stronger positive 14 0 0
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that the attitudes of managers at high and middle levels were much more
favorable than those they attributed to first-line manapers. Many

said that those at the higher levels were usually strongly in favor of the
procram and pushing it vir > hard becausc they wer not dealiny first-hand
with the problems involved. The first-line supervisor, on the other hand,
not only has to deal very directly with the problems of integratinv women
into traditional ly-nale Jobs, but may also feel threatened by the new
competition he is getting from the women when promotior 11 opportunities
arise,

There were o few exceptions to the tendency to attribute more
favorable attitudes toward che EFO program to managers at higher levels.
Some of the managers interv: wed folt that the sipervisors at lower
levels were accepting the . -ram very well because of positive experi-
cinces thev had had with woi 1. w90 had recently been moved into
traditionallv-male jobs. On ¢ne ocher hand, they felt that many managers
At hivher levels, who had had no such direct experiznce, were against
the idea of trying to use women in these jobs.
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ESTIMATES OF THE ATTITUDES
OF NON-MANAGERIAL EMPLOYEES

When asked to estimate how different groups »f non-managerial
emplovees felt about the equal opportunity program, about 70 percent
of the managers gave estimates concerning other male employees, but
only about 30 percent felt able to respond with regard to female
emplovees.

As might be expected, the managers attributed much more favorable
attitudes to female employees than they did to males (table 5). They
felt that none of the men had "strong positive' attitudes toward the
idea of integrating women into traditionaliy-male jobs. The most
common guess was that male employees had "mixed feelings' about the
integration program. In many cases, the non-managerial male employees
were reported to have heen very much against the program when it was
first introduced, but later appeared to have shifted toward acceptance,
especially if they had worked directly with one or more women who seemed
to be very effective in the previously-male job.

One manager felt that non-managerial male employees' attitudes
usually reflected the attitudes of the managers and supervisors they
were in contact with. He expressed this idea as follows:

"There are managers in the company from tcp to bottom who
are ambivalent about affirmative action. Their lack of
commitment is affecting the change process. The negative
attitudes of non-managerial males can be mainly attributed
to management's ambivalénce, which causes slower acceptance
of females in male-oriented jobs."

As was fonnd when managers of blue-collar employees were questioned
about their own attitudes, managers usually attributed much more nregative
attitudes to other male blue-coliar employees than thev did to white-
collar employees. In many cases, they attributed the negative attitudes
to the resentment that the men in blue-collar jobs felt because having
women in their work groups might mean heavier workloads for ' hem.

In both blue-collar and white-collar groups, the men were also said to
resent the fact that the women might get preferential treatment in
promotional decisicns because of equal opportunity goals.

With regard to the managers' estimates of the attitudes of other
female employees, it is interesting to note that they did not attribute
positive attitudes to all the womer.. They clearly believed that women
were more favorably disposed toward the EEO program than were men, but
they altributed negative attitudes to a few and ''mixed feelings” to
quite « few. Several reasons were given for these alleged attitudes of
women. For example, many of the older women were said to believe that
it is unfair that young women are now getting promotions that were denied

76

@
N .



TABLE 5. MANARERS' ESTIMATES OF THE ATTITUDES
OF NON-MANAGERIAL EMPLOYEES

Male Female

empioyees employees
Doesn't know ' 3(.)- ' 67 |
Definitely negative 16 1
Somewhat negative 11 5
Mixed feelings 33 15
Generally positive 12 8
Streng positive 0 6
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to women in the past. In other cases, some female emplovees were
said to feel that it lovered theic own status to be reporting to a
female boss or had negative feeliags about the EFO program
because thev were afraid that women would lose their femininity if
thev moved into traditionallyv-masculine jobs. In a few cases, the
manager felt that some women were expressing negative attitudes
toward the program because they were jealous of the fact that
women who were willing to take the formerly-male jobs were making
much more monev. Allegedly, women expressing negative attitudes
for this reason did not want to move into the male-oriented jobs
themselves, even though the jobs paid verv weli.

ESTIMATES OF SURORDINATES' ATTITUDES

The managers interviewed were also asked to report any reactions
they had observed of employees who had a newly-appointed female boss.
These were, of course, limited to those supervisory positions
previouslv filled only by men. The great majority of managers did not
feel that thev could make this judgement, that they had either not
known anv such subordinates or they had not talked to any about their
feelines in this regard:

Male Female

employees employees
Doesn't know 30 67
Definitely negative 16 1
Somewhat negative 11 5
Mixed feelings 33 15
Generallv positive 12 8
Strongly positive 0 6

0f those managers who could respond to this question, more
reported that thev had observed positive reactions than had noted
negative reactions. Some of the managers who reported negative
reactions of subordinates admitted that this was not always :he
result of inadequate performance on the part of the female
supcrvisors. Instead, they said that many subordinates, bothk male
and female, r- acted negatively because they thought it was not
nrtural for a woman to be in a dominant role or because they felt
it demeaned their own status to have a female boss. In one or two
of these instances it appeared that the manager might be prujecting
his own feelings onto the subcrdinates whose attitudes he was
reporting.
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Mixed feelings about having a female supervisor were often
attributed to a "wait and see" attitude. 1In other words, managers
said that some subordinates were skeptical, but if the female super-
visor proved to be effective, they would accept the situation graciously.
In other cases, the reaction of the manager to this question was classi-
fied as "mixed" if he said that some subordinates had very positive
feelings and others had negative feelings. Several managers remarked
that the reactions of subordinates to these female Supervisors were
generally much more favorable than thev had anticipated.

ESTIMATES OF THE TARGET
WOMEN'S JOB ATTITUDES

Managers were also asked to estimate how the women whu were now
in traditionally-male jobs felt about their new job roles. The
attitudes of women in white-collar jobs were felt to be much more
favorable than attitudes of those in blue-collar jobs:

Blue- White-
collar collar
Seem to 1like them very much 18 48
Some like them, others don't 14 8
Most women like some aspects, 3 2
dislike other aspects
Most women dislike the jobs 13 1

(fotals in this table du not equal the number of managers
interviewed because some managers expressed no opinion.)

In estimating attitudes of women in viue-collar jobs, managers
would often sav that the women liked the pay very much, but disliked the
work itself. These responses were classified in the "dislike" category
because the question focused on attitudes toward the work involved in
the job. ‘
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With revard to specitic aspects of the jobs uvhich the wemen were
Alleoed to either like or dislike, the managers' estimates corroborated
the opinions expressed by the target women themselves. That is, they
{requently mentioned that the women liked the challenge, responsibility,
1t relative freedom involved in the jobs, as well as the new opportuni-
tics Yor tuture promotions.

with reward to "dislikes,' managers also mentioned some of the
G ime £ rors that the women themselves had noted in their interviews.
vost of the Jdislikes were associated with blue-collar jobs, where such
jol choracteristics as "dirty work," "physically demanding tasks,"
"unpleasant personal associations,” and the like, were thought to be
rore repusnant too vonen than to men.

MANAGERS " RATINGS OF THE
FAR NT WOMEN'S PERFORMANCE

Fach of the managers who supervised directly one or more of the
tarset women was asked to rate their performance in their new jobs.
on walance, their ratings appear to be remarkably high when considered
in relation to attitudes expressed by these managers about the inte-
sration program in general (Chart K). As might be expected, ratings
of women in hlue-collar jobs were lower than those for women in white-
cellar positions: nevertheless, the managers felt that about half the
womer in ~luce-vellar jobs were performing very well. “Jhen they were
said %o be prerforming poorly. managers frequently attributed the puvr
oerfornance to the fact that the women had sometimes been persuaded to
trv the jobs even though they had no interest in the work itself.

A fow supervisors of women in blue-collar jobs said that, although
tire women could perform the work ivself in an adequate manner, they
woul ! nevertheless rate their overall performance as poor because of
other facters. For example, one supervisor said that the woman reacted
o emotionally to the taunts and harassment of the men that she was
absent one or two days a week. In another case, which was again very
excertion. t, the supervisor said that the woman could do the work but
that she would sometimes breakdown and cry when a job probiem ceemed
too difficuit. Needless to sav, this cxasperated the men. Anotiier
cranple was plven by a supervisor as follows:

"Her problem is in getting along with men. She feels
picked on and sets herself us as a 'patsy.' She's

heen the object of a lot of practical jokes and is
senerally not accepted. She also argues too much with
suvs who khow more than she does. But her poor perfor-
mance has to do with her personality, not her ability."

8o
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In describing the performance of the h'ae-collar women who were
rated as performing very well, the supervisors frequently attributed
this to a positive attitude towiard work. Many of the women were said
to he much more conscientious than most men, and wr%ed much harder to
prove that thev could do the work well., 1In genera., women who worked
in a diligent and conscientious manner usually won the respect of
their superviscrs, even if there were some as;.cts of the jobs where thev
were handicapped technically or physically,

White-collar managers were almost always very plesced with the
performance of the wemen in formerly-male jobs. It was not unusual for
the manaver to remark that the wom: 1 on these jobs were performing
hetter than most of the men, attributing the superior performance of
“he women to the fact that they were trying very herd and applying
themselves in a m.re conscientious manner than did the typical male
incuabent of the same job. A [ew managers felt that this might be a
"honevmoon''  attitude which would gradually disappear when more women
were placed in the traditionally-male jobs.

In the few cases where women in white-coliar positions were not
performing in a fully satisfactory manner, managers felt that this was
because thev had been promoted largely to fill quotas, rather than
because thev were fully qualified for the jobs. (However, this was
cortainly the exception rather than the rule.) 1In two or three
situations of this kind, the managers felt that the women had acquired
work habits in their traditionally-female job roles that interfered
with their aljustment to their new and more respensible jobs. One
manager described this problem in ar employee who had been promoted to
a supervisory post at a relatively late stage in her career:

"Bettv has the intelligence, and basicually the capability
of doiny this work. But she worked for so many years in
clerical jobs that she just doesn't seem to be able to
assume the responsibilities of her new supervisory job.

She is timid in dealing with people, indecisive, and
doesn't sceem to see the big picture. She is a nit-picker.”

Another manager analvzed the weaknesses of a female supervisor in
this wav:

" he's letting her heart rather than her head rule and
scers unsure if she really wants to be a supervisor.
She's not trained to think like a man, doesn't have a
'mae or break'! attitude., She's not apt to take home
work at night with an eve to getting ahead. Pressure
doesn't drive her like a man. Fven in relatively
important areas, she hasn't been willing to let work
interfere with her personal life. I think she's con-
flicted about work Ji.d the nesting instinct.”
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However, it should be emphasized agzain that the great majority
o' the women were judged to be performing well. 1In fact, a number of
managers admitted that they ywere surprised by the women's excellent
performance, often adding that these experiences had brought about a
dec’led change in the individual's attitudes toward the jidea of emplov-
ing women in manageriai posicions. One manager described such an
attitude-change as foljiows:

"When we promoted her to this job, I really had misgivings.
But I was determined to give it a try and I planned to

back her up and to help her over rough spots. As it turned
out, I haven't had to help her at all. She's really taken
charge, everybody respects her, and she seems to be on top
of the job with no sign of strain. I now think she has the
potential to make it to officer level in this company."

EXTRA COSTS

Whet inanagers were asked about the extra costs involved in the
EEQ rrog+or, the responses they gave with regard to blue-collar jobs
diftered o ,te radically from those referring to white-collar jobs
(table 6).

The only category of extra costs which appeared with any frequency
«ith regard to women in white-collar jobs was the extra training which
was given to women in Supervisory positions in two or three of the
companies. The "extra equipment costs" referred to in two cases
involved the necessity to install locker an¢ shower facilities for
the first female eny.neers placed in power plants.

The picture for women in blue-collar jobs .as quite different.
In only about one-third of the cases did the managers say there were
no aaditional costs involved. FExtra training costs were said to
have been incurred for about 20 percent of the women, and higher
absenteeism and turnover were frequently mentioned as contributing
unduly to costs. Women were also alleged to be significantly less
productive in some of the jobs. Extra cquipment costs were mentioned
in relatively few cases. The category labeled '"cannot be given some
assignments" could also have been included under the "productivity
loss" category, since it referred to situations where job :luties had
to be tailored to the capabilities of the women. Referring Lo situations
of that kind, several managers asserted that it would be impossible to
run the department with an all-female work forre. A power-plant super-
intendent commented that there should have been sore oxtra orientation,
since manv women were not familiar with mechanical principles or the
names and uses of different tools.

9



TABLE 6. EXTRA COSTS INVOLveD IN USING WOMEN IN
TRADITIONALLY MALE JOBS

Blue- White-

collar collar
No extra costs : 27 44
Fxtra training costs 19 15
Hivher absenteeism, turnover. injuries, etc. 14 1
Productivity loss 15 0
Extra equipment costs 3 2
Cannot be given some assignments 13 2
Lower costs—-women require less training, 4 2

supe.vision, etc.

8l
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DIFFERENCES IN RESPONSIBILITIES
GIVEN MEN AND WOMEN

When queried about job responsibilities that were typically given
to men but not to women, supervisors again responded differently, depend-
ing on collar-color:

Blue- White-
collar collar
No differences 24 54
Women can't perform some parts 28 6
of the job
Women can't do as much work as 5 U
the men
Job is reorganized for women 2 3
Women given more responsibility 1 . 1

Most of the white-collayr managers said there were no differences
in the distribution of responsibilities. The few remarks relating to
parts of a job a white-collar woman could not perform usually referred
to the lack of technical background or experience generally expected of
a male manager.

The fact that a job was reorganized when a woman took over was
mentioned directly in only three instances, but indirect comments
suggested that this happened somewhat more often than was admitted.

In one case, the supervisory responsibilities were removed from the job
description of a position filled by a woman in a professional capacity,
because her manager was fearful that personnel conflicts would arise.
Other jobs that had previously required technical expertise along with
administrative skills and supervisory ability were altered by removing
technical requirements when a women took over. The job classification
was then down-graded--a process that prompted one manager to express
concern that women were being funneled into only one or two kinds of
positions, and that these would lose status and become identified as
"typically female" jobs.

The responses of blue-collar supervisors revealed considerable
differences in the responsibilities given to men and women. It was
most often mentioned that women couldn't perform some parts of the
job; for example, managers noted that vomen couldn't 1lift as much
weight o: reach certain valves with ease. 1In other cases, women were
not given "rough" assignments in the community. Although some blue-
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collar minavers felt that women were limited inm the quantity ¢l work
they could du as well, a third of these supervisors also claimed there
were no Jdifrerences in responsibilities given to men and women.

CAREER OPPORTUNITIES FOR WOMEN

when asked if they auaticipated any problems in providing con-
tinuing carcer opportunities for the women who had moved into
tr .litionallv-male jobs, about half of the managers (52 out of 102)
<aid that they anticipated no problems at all. Another 20 percent
relt that there might be some problems, although they co.ldn't be
sure at the present time, and the other 30 percent definitely did
anticipate some problems in providing future opportunities for
the target women.

As nmight he cxpected, managers of blue-collar employees were
more likelv to sav that they anticipat:d such problems. In the
case of some jobs, these managers foresaw difficulties in upgrading
the women, even within the non-supervisory ranks, because the jobs
at !irher levels required more physical strength and mechanical
skiils than most of the women possessed. Several also felt that it
would be a long time before a woman could be promoted to a supervisory
pasition and be accepted by the men. On the other hand, some of the
tarvet women were already performing satisfactorilv as supervisors of
blue-collar workers.

In the white-collar group, opinions on this matter varied widely.

Some of the minagers saw no problems at all, and even went so far as

to predict that their ‘ompany might very well have a female president
within the next 10 years or so, while others felt verv strongly that

it would be difficult to promote women beyvond the first or second

level of management without encountering considerable resistance.

Theyv felt that it would be difficult to get enough acceptance of the
women to enable them to perform effectively.

APPROACHES USED BY THE WOMEN
TO ENHANCE THETIR EFFECTIVENESS

The managers interviewed were asked to describe any particular
behaviers or approaches the target women used that seemed to enhance
their effectiveness. The behaviors the managers described in response
to this question were very similar to the approaches or behaviors
the women themselves had reported in their interviews (tubles 7 and 8).
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TABLE 7. OBSERVED APPROACHES USED bY THE WOMEN
TO ENHANCE THEIR EFFECTIVENESS IN BLUE--COLLAR JOBS
Acts natural, does nothing different
Tunores harassmenc, takes no-nonsense approach
Works hard, does more than her share
I'rvs hard to learn job as best she can
Friendlv, cooperative attituade
Polite, deferential attitude
Plays down femininity

Capitalizes on femininity

“ABLE 8. OBSERVED APPROACHES USED BY THE WOMEN
{0 ENHANCE THEIR EFFECTIVENESS IN WHITE-COLLAR JOBS
Acts natural, does nothing dif ~rent
Positive, friendly attitude
Tactful, avoids coming on too strong
Avoids authoritarian approach
Firm, acgressive, no-nonsense approach
Learns job to become technically competent
Establishes good rapport with subordinates

Decisive-does not cquivocate
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For bluc—ce Lar women, the most frequently mentioned approach was
‘trivs hard to leara the job as best sne can,” alony with "works hard,
does more than her share.' Manv of the managers said that a woman who
yproaches the Job oin g very conscientious anner, Asks o quarter, 1s
qrsisteont. and tries to do her hest, wil' o uwain respect, cven if her

Cranee 1= ot jadeed to o be el to that of the men.
Wniice vony of the blue-—collar women had men ioned the approach of
“icnering eirasswent by the men” as helpine them on the job, relatively
fow manasers mentioned this as a behavior that vnhanced pertformance.
Ahont twice as many said that thev felt the woman was effective because
of her "friendlyv, cooperative attitude.'  Perhaps this behavior could be
interpreted as sinilar to that of iznocing harassment, as could assuming
1 Upelite, deforenrial attitude.” On the other hand, oune manager men-—
tioned the importance ot a woman not letting the men get away with any-
He described effective behavior of one weman

thineg or wolk oover her.'

aloene this o © s follows:

TN riont biack at them or else walks awav. Once when
“hoe it oun extra load on the wheelbarrow--a heavier load

noany of the men could Hift--she tried t  1{t it and then
reilized what was happening.  She purposcly -iu ped the load sv
the  oive find to help straighten up the mess.  Another time
Wien =he was using a fire hose to clean the inside ot the
“oilers. the cuvs turned the pressure up so it sent her across

e hoiler.  She 'acceidentallv' pointed the water at some of

gty twe manawvers soid oanvthing about the u 2 of "femininity" by
fhe women.  One reit that som. of the women were cffective because theyv
rlaved down thelr femipinity and therefore did not draw attention to
thuomselves.  Another believed that some of the women capitalized on
their temininity to manipulaie their male working associates.

Bv roar the largest diserepancy between the observations of the
white-coilar mwnavers and the reports of the women themselves relates
te the usce of the authoritarian approach. (Thirty-two of the women,
but only three of the managers, mentioned specifically that the
avoidance of the authoritarian appr acl. in dealing with subordinates

or ciher viplovees seemed to erhance their offect reness (table 8).
However, 13 manipers Jid mention "tacttulress' o avoiding coming

on teo strons' as effective.  Although these behat rors seem to narallel
“sociding an wihoritarian approach,’  there was still quite a discrepancy
hetween the number of target women and the number of managers who felt
that avoidins an anchoritarian approach was effective. Furt! . 20

of tho minasers mentioned a- opposite "vpe of behavior--that sing a

vvt

[}

t
irm, a.ures ve, noO-nonscnse approach.”
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' ' S b Chrce wavs, The ey
N T Lo strong is rospopn-
. v clr e LV, TEoATe more fmpressed
O e S T NI IR THONSECHSCe AppTroac, Fhe Tatter is seen

STt D o ivior for women and Ps thus perhaps commented on more

Hel s et e Ancther explanat fon Qs that the male managers -

SUothe woren s Beding firn oand arvressive, vhen those weron
H 1

elves e ee phog they ave holdine hack--in other words, there

TR I R Ry o woran s and o san 'y concention af cperes—
Dl tin " e resalt CUothe amleninine connotations o
e T N ST Have time cttempted to avoid an quthaori-

N I O i
beoth v bluc-col oy cmployces, the mogt froequent o
it Do or r et whiie e windsers telt made the whiteo-

R O EE P LS PR the dob aw well as possible to

oo terintead b competent . A nurher Of mandgers admitoed that
Picoly Lo he skepiical o the abitity of o WO

Paosmale joh adequately . Therefore, the woman who

I I R N LIS

tied wis more Pikelv o vain the respect of

O U GO subordingt ow,

HUmhCT Gl i ers alao sentioned the importance or vstablishing

rert o owith suhordinatos., Obviouslv, this is o desirable bHehavior
P mamaeer on enther ses, but many manavers telt that the tarset women
e sapervised made o special effort along this line. Related to this

Pt Ureguentlvement ioned approacih which we elassificd as beiny "thace-
. LIS condne on too strong.”  Porhapy the catevory "positive,
Tite il atitude” deseribed similar behavior in MANY  Cses.,
oW i ers who mentioned the importance of the vomon
TlOosiaibe” to ensure hor elifectiveness seemed to infer thar
cisive and wishvewashv wits o nermal female characteristic,

Veodhurerore, the woman should be very direet and decisive

PoUhe wnv che Carries out her managerial role.,  ihis mav be the saie
o enavior minaaers were thinking of whe said that the ef fective
B e s T Irn s aearessive, no-nonsons e approach.” A5 one managoer

el e roach of o subordinate Sopalas suncrvisor of bis, whon
LT W ver el foctives
e has eedy ira o control of the sroun.  She leaves po
cene s mind thae she is in charee,  She . oan
e Lot dtand on o point when necessary,
selreters mentioned the approach of "Eechs her etotions under
oL ewevor, other ovidenoee avallable e the interview r indicated

U tad e e have resudred Ay spesialoeffort on the part of the
TN Al o, it scenmed more Fikely that such o nanager held the storoe-

et wormen tend Lo hoe enotional, and therorore thousht that it was
sl b the particular woman hoe “upervised did not o show this
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Shedntervicweers talked with od malo Peers of the target women,
Paling L Comworkors o white—collar women ard 20 co-workers of blue-
Collar women. Ao ringed from the twentics to the sistios with the
Dadorits ased 30 to AU sears. e siyniticant correlations were found
Porosponss, o questions concerning attitudes and per-

DelWee T b and

P TOWARDY THY

WOMEIN

be dnicial questions peers were asked concerned their attitudes
Towird Che presence of woren in traditionallv-mile jobs and their per-
cptions uf others' attitudes. Responsces to the questions about their
oW feelings were quite varied.  Some of the peers gave short, ambivuous
hat were difficalt to code withour looking at other responscs,
Dibe others roelated the dquestion directly to the target woman with

PR - ' N LN
T Dhe Waorse

A number of the men stated that they folt fine about the particu-
rowomen iovelved, but that the job was not suitable fur most women.
Co-workers of blue-collar females often commented that theyv wouldn't
want thelr wives doing this kind of work, but if a woman wanted such a
joband could do othe work, she should have the opportunity. Other men
specitiod that thev relr "okay'" about women being in the type of job in
which they were workine together, but not in certain other types of jobs.

1

LRSS O

focking at all the peer responses together, over 60 percent felt
Aeneratiy o or o very positive about women in traditionally-male jobs, and
only abour 10 percent were ciearly negative. However, a breakdown of

rusponses by o collar~color shows that 211 of the negative feelings were

vipressed by blue-collar peors:

Blue- White-

Total collar collar
Very nesative 3 3 0
Generally negative 3 3 0
Miged Tooelings 13 7 11
Cenerally positive 30 6 29
Very positive 5 1 b
Totals b4 20 44
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irry nercent o! the blue-collr peers were negpative about women

Chotieae teoes of jobs oand anotber 3% pereent had mired feeolings. Only

b o e Blue—coliar reers scemed ro have genaiacly positive feelings

Gront the emplovment of women in his work aroup. This marn was working

it Uhiree woemen and about 30 men inoa drefting room which had beern all-
Teount il otwe or three vears before.  He saw the movement of womnrn into

e work as o very positive thing:

Tto o lad o see some women in the drafting room. It changes
cthe whele working oo imate.  The men are more polite, and they
stavoon their roos better than they used to, prebably because
v the new oo tition. It has hrightened up the whole wOork

e

<ituation for me.
She co-workers of white-—collar women were clearly more pusitive
Pl the change, with 75 peveent of thedir comuments rated as favoratle.
Trill, the maie peers ot a female manager worild express very positive

vttitudes about the particular woman who was in a job at peer level to

themselves, while renaining very concerned abour the affirmative action
Drocram in cenctal.s As o one man s.id:

et Giraid (hat women are going to get promotions not hecause
thev're qualifled but mercly because thev're female. This is
Aot wcoins te be good {or the department or for the companv.
Our work is verv technical and requires real expertise."

Sesponses to questions which dealt with how peers thought others
St ahout women in male-oriented jobs were generally straightforward.
Some seers attributed more negative attitudes to others than to them-
selves, an indication that they may have been hesitant to express theix
cwn nevative feelings directly in response to the first question,
cspecially i1 being interviewed by the female researcher, and projected
(heir true feelings into their answers concerning how others felt.

Ouly about 35 percent of the total group suggested that others'
qGrtitudes were positive, whereas over 60 percent had said they were
sositive themselves.  Apain, there was congiderable difference in the
percertions of the white- and bluc—collar peers. Forty-iive percent of
the bluc-collar peers felt others were generally or very negative, while
1w ahout 1h opeveent of white-collar peers sugpested others were
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Blue- Whnite-

total collar collar

Soeoopinion 0 U 6
Very negative B Z 0
Gerorally negative 12 > 7
Jlmed feelings 20 7 13
Generally positive R 4 13
Voery positive 0 0 0

Totais 64 20 44

Lt should be noted that of the six nmegative responses recorded to
the firse guestion, five were expressed to the male interviewer, indica-
ting that peers may have tfelt inhibited about expressing their own
negative attitudes to the female interviewer. 1In the second question,
peers interviewed by the male inrerviewer perceived others' attitudes
s generally or very negative absout as often as they had expressed
Negative attitudes themselves. (On the other hand, the female interviewor
cecorded 10 actributions of negative attitudes compil with just one
sell-report of a nepative feeling toward women in formerly-male jobs.

PERFORMANCE Ur THE TARGET WOMEN

Puers were asked several questions pertaining to the perfornance
ol wonen in traditionally-male jobs. First, an attempt was made to gain
4 general ddea about how well co-workers felt a particular woman was
pertorming.  Then peers were asked to identify the target women's
strengths and weeknesses in performing different aspects of the job. A
third question related to peers' perceptions of any differences in the
wav the target women and most men performed the job.

Elghty-{ive percent of the peers reported the women to be perfor-
ming as well as an average man or better; even with blue-collar women,
7O percent of the peers rated the performance of the women as at least
cqual to that of tie SJerage man:
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Bluce- White-

Totnl collar collar
Vortorming very ! 2 1)
poarivy
ot dodiar o as owell ol 4 5
domiostomen
Dees tairly well-- 16 Y 7
caual to o averase nan
oed j\‘},‘ Y7 N 21
Pueol ot Job 1t 0 11
Totals 6 20 44

Howorer, 1Y et ot of the blue=collar women were rated as pertorming
corv poorly and no members of this group were rated as doing an excellent
iah, inocontrest to 25 percent of the white-collar group.

Sometimes men working with a woman who was admittedly doing well
i a traditionnailv-male job seemed to think this was probably unusual--
that most wemen wouldn't do as well. Tor example, one man in describing
4 newlv=hired woman in his work groun said:

"She ots doine o wreat job--better than most of the men.
But she is probably the exception. The wrong type ir this

job could be a disaster.”

There wias a wide variety of responses to the questions about
aspects of the job not mentioned in other interviews. A substantial
proportion cave no response or responses that could not he coded.
Concernine aspects of the job the woman performed best, categories
roceiving the most comments were ''technical aspects,"” "interpersonal
relations," and "performs all aspects well." The technical knowledge
and human relations aspeets of the jobs were mentioned as strengths
oniv ror wemen in white-collar jobs. Concerning aspects of the job
serformed "least well,” the categories receiving the most comments
woere "technical aspects,' "heavy, dirty work," and "interpersonal
reiations.”  Among the blue—-collar peers, 40 percent mentioned that
women Jid heave, dirty work least well, and 20 percent said that

technical knowledye was a weakness.

when the peers were asked whether women seem to perform the
ik differently from most men, and in what ways their performance
Jidvered, over A0 p nt stated there were no differences (table 9).
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FABLI 90 OBSERVED DIFFERENCES 1% PERFORMANCE OF WOMEN AS
COMPARED WITH MEN

Blue- White

Totat collar collar
Seowpinion or data not codable 4 0 4
More conscientious, werk harder 7 5 2
reblems with mechnical, 12 9 3

techunical, or phvsical aspects

More diplomatic, tactful 7 0 7
Uses "feminine" stvle 5 3 2

o
o

Hizhly structured--goos by the bhook

SJo o differences obhserved 27 3 24
Tetals hh 20 44
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T e H
\ Cue T, tho owreat onmdority o of the T Tercee’ responses related
tooowiiite= o womens b The vatesories which deseribed most of the

it siTrerences weres  probloms withomeo danical and phyvsical

et more conae tentious, and more iplomativ, Blue-collar womnen
Sonntes tor Do percent of oo ceaments relating to mechanical or
Chwaieat oy ontems sl oo Toopercent of the rewarks about wvreater
I TOR I R Sl S A
Sore ot the reers discussed Jdifferences that were interesting,
: rdotoocateser For ocewanple, noman in a blue-collar job saia
S wemon he oworked with Mtries to pnrove she's better than a man,

. oand this causes tension.”  Anothor

Deterd ol onerating asoan e
Viar owoman noted that she makes her work "into o

dicoe of art, radher than g functional prnduct.” A comment related

PeoLe o dnteroal rolations between sale and female co-workers also
e Trom 1 bloc-collar veer. e neticed that the woman he works with
Ps Mleery o0 cetting too close te the suvs because of rumor, and =
Cand i- "
A peer o0 a4 white—collar woman olaimed "She shows positive

Credudice toward other women-—holps them out more than the men.”

Jnother peer of white=collar women said he resented the fact that
wonn can int lues a decision-maker more vasily than a man."”

N
Alone the same tines, one man telt that, because of a particular
woman's ertraordinary attractiveness, ""she is scen first as a woman
as g professional.’ This co-worker went on vo question

e woman s trving to capitalize on her physical appearance
iment of her professional capabilities. He said:

"she mav be more persuasjve and have more opportunities
initiallv. but only because of her attractiveness.

ore will bhe long range negative conscquences for women

in ceneral 17 attractivencess and competence arce scen as
Seine tinked.'

Some of the differences noted between male and female job
rrormance overlapped with responses to the next question, which

deatly with diryicaltices the women expericenced.

TIES ENCOUNTERED
THEOTARGET WOMEN

Pevrs diseussed many different kinds of special difficulties the
vrericnced. but abont 35 percent said the women had no special

Soomioan

dirTicualtices that men didn't have (tahte 10).

The mest frequentlyv-mentioned difficulty related to the "phvsical
femands o the jobs, which--surprisinglv--were cited as a difficulty for
woren in white-collar as well as hlue—collar jobs.  In some cases, this
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tvsical demands 12 ) 5
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cstablishing credibility
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:‘ St thian mest oo W men to ciimb out on
. in For wonen in blue-
, as o2 Jifdicalee almost alwavs referred to
in strencth ond staming,
AR relv-nentfoned diviiculty was "lack
L - s cttributed to women in whice-collar fobw i
s s referred Lo oo oweman in oa stalf o ov
170 requared coordinated efforcs with others
oo abhe these others wore likely to be men.
. with i of wonern,
TRICBSEEINS in wecting noecded
AR .
oSl Ly ceived only threeo mentisng Trer
ooty one a ; reference tooa woman In a blue-
—vel this Che mest irequentlv-ment ioned difficuley whieb
s lves snid thes espericnoed, and (U wes especially

<
tvoworen in blue-collar jobs,

coher dorficulties mentivoned by poers had

!
so0f women in o le-oriented johs:

el leooput o up o with assumptions that she's a secretary.

for cluser scruriny for imperfections.”

ple wxpect 1 "super woman' and are critical oo Jnst

verace wonman gcetting the simne pay an average 0

iveness in oo woman., even when

LOTO dccept o areres

provriate.”

4 ore alse asked whether the presence of a woman in a

fv-mnle position had changed people's attitudes or behavior
shout 12 percent of the peers sald the woman was not
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S Ceent 'A
R 1 AT Y D pro-r 3
e ot es obiaoresd !
o N
Sever it of the kind oy ATeier respect shown, however,
oetend othiag turn intv protectivencss, whieh wmay hinder a

WO seehine Lo deriors her job comnoront by

Andonanderescinate her phvsical
s o owould wo casicr on hor than cuvoif

CUopeers dealn with the r observations
which seemed

1]

or behaviors used by cheir remale co-worker

to rthelr ¢l rivencss in troditionallv-mate johs.  As
BN stod, these diitered ouine 0 it for women in white-collar
ST T orobs.

‘tofrequentlveomentioned approact

For the Bluc-coel lar WOmey, Che m
TS e with we e atrvitudes and demonstrations Of compotonc.

werks hard~—trvs to learn the L
jeb and does her share of the

wotr

e ike Mone of (he bhovs" !
Stand up tor herself--takoes 2

nooeuat
His senee of humor 3
Fricndlv, cocperative 3

Yhon wonen worked hard and learned their jobs well, poers were

Pikedy to respect them and see them as o fective members of the work

Thoev were iikely to be especially bicter if thev thought a
WU Wi faking advantace and not doing her full share of the work.
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"Sometimes she comes on too strony,

and this irritates

the men. T don't think thev wonld think anything about

it if a4 man acted the same
they see it s smartass
them brig: o."

Another man working
vroup described non-assertive be. L. o
Wil

virl does,
N just see

Jith a woman in the work
wsirable in this indirect

“she really knows her stuff, but she's not 2 'know it at1.’
Fhe tellas would really resent a smarty girl in the group."

Perliaps behavior described as "flexible” provides the keyv to
cifectiveness of women in traditionallv-male jobs as seen by their

PDeells.,

In several of the interviews, peers said that a target woman

wis Firm and assertive when the situation called for that kind of
behavior, and vet used o friendly, considerate, and denocratic

dpproach most of the time.



VIT. ATTITUDES OF SUBORDINATES

Interviews were conducted with 56 subordinates of women in
formerly-male managerial or supervisorv nositions. Thirty of these

interviews were conducted by th ‘m - 1 26 by the
male interviewer; of the int e :nd 33 were
male, ranging in age from ui.. with the

average at about 35 years.

ATTITUDES TOWARD THE
FEMALE SUPERVISORS

Early in the interviews, the subordinates were asked how they
felt about having a female boss in a job which had always been filled
by a man in the past. The majority of the responses fell in the
"gzenerally positive" category; in fact, even if the "mixed feelings"
category is regarded as negative, there are still about twice as
many positive as negative respondents:

Total Men Women
Verv negative 2. 2 0
Generally negative 6 4 2
Mixed feelings 11 8 3
Generally positive 30 18 12
Very positive 7 1 6
Totals 56 33 23

While the male subordinates were less positive in their feelings
than were the women, the differences between the two groups are not
as great as might have been expected. Nor was there any significant
difference in the pattern of responses given to either the male or
female interviewer.

A few of the men whose attitudes were less than positive about
having a female boss said that, while they did not mind reporting to
a woman, they did resent the fact that the EFO pressures to place
women in managerial position were cutting off opportunities for men
like themselves. In fact, some of the men admitted that they
themselves had probably been the top candidates for the supervisory
jobs which their female bosses now hold.
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Most of the respondents said that they didn't care one way or
another whether their boss was a man or a woman--the only thing that
really counted was whether or not the supervisor was effective. In
fact, negative attitudes seemed to reflect the respondent's
judyement of the supervisor's competence rather than their reaction to
the idea of having a female supervisor as such.

When asked how they pe- +he reactions of others to the
idea of having a female < te subordinates attributed
attitudes to others thno o less positive than those they
reported for themselv.- se, the modal response was "mixed
feelings,” and the respou ither evenly distributed above and
below that mid-point category ou the scale. It was clear, however,
that the men were again more negative than the women. It was not at
all unusual for a male respondent to say that it didn't bother him at
all to have a female supervisor, but that it bothered some of the other
men in his work group verv much. It was often difficult to determine
whether or not the person responding in this way was projecting hie
own feelings onto others.

RATING THE PERFORMANCE
OF FEMALE SUPERVISORS

Remarkablv high performance ratings were given to the female
supervisors or managers by their subordinates:

Total  Men  Women
Performing very poorly 0 0 0
Not doing as well as most male
supervisors 3 3 0
Doing fairly well-equal to
average male supervisor 15 8 7
Doing a good job 20 13 7
Doing an excellent job 18 9 9
Totals 56 33 23

Almost 70 percent of the subordinates felt that their supervisors
were doing either a good job or an excellent job. While these
ratings did not differ greatly for the male and female respondents,
the responses to this question given the male interviewer were much
more favorable than those given the female interviewer; for example,
~f the 18 respondents who rated their female supervisor as doing an
"excellent job," 15 were interviewed by the male. On the other
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Diad, of the 15 persons who said their supervisor was just doing

13 bad been interviewed by the female interviewer.

Ciadrly well,"
Significantly, when a subordinace seemed lukewarm about the
performance of the female boss—-a response coded as "doing fairly
weli=-very often he or she would add "She's doing as well as most
miale supervisors.” It seemed that rhe woman in a supervisory or
managerial job had to be performing verter than most male

supervisors in order o »arn a rating of "eood" r "excellont."
R 50 asked r ifs

aspect femal,

and leaso o0 L, The most frequentty . itio.. . aspect of i SOl

thought to be performed best was the extent to which the supervisor
wias seen as having good knowledge of the technical aspects of the
work to be performed (table 11). This may be a reflection of the
fact that a number of the women ~2ppointed to the supervisory jobs
had worked in the respective fields for many years and were
familiar with the technical aspects of the work.

The second moot frequently mentioned asset was that the
supervisor "explains things well--doesn't just give orders." This
approach to the job was also mentioned frequently by the women
supervisors and managers themselves. As indicated earlier, many
of the women said they made a special effort to keep their
subordinates well-informed and to explain orders in greater detail
than most male managers seemed to have c¢one in the past. In the
case of the question on aspects of the jcb performed least well, over
half the respondents either fave no answer or gave a response which
did not fit one of the categories in table 12. In a great many
instances, the subordinate said there was no aspect of the job that
was not being performed well. With regard to specific shortcomings,
it was interesting to note that the aspect of the job most often
seen as being performed best-—the technical aspect--was also
most often menticned as being performed least well.

Another weakness mentioned by several subordinates had to do
with showing favoritism.

"She values close friends too much and may have more favorites
than a man would."

There were other critical comments relating to the woman's manner of
dealing with subordinates. One man noted:

"She doesn't like to knock people and hesitates to write up
criticisms of her subordinates. She will tell them, but nt
report it through the formal channels."



TABLE 11. ASPECTS Ot THE JOB THE FEMALE SUTERVISOFS
WERE SEEN AS PERFORMING ''BEST"

Total Men Women

No opinion or data not codable 13 8 5
Job knowledge-technical aspects 15 8 7
Concern for sukordinates 7 3 4
Develoving subord! 1
Explains—doesn't just ;ive orders 11 8 3
Well-organized 3 1 2
Performs all aspects well 3 2 1

Total 56 33 23

TABLE 12. ASPECTS OF THE JOB THE FEMALE SUPERVISORS
WERE SEEN AS PERFORMING "LEAST WELL"

Total Men  Women

No opinion or data not codable 31 15 16
Job knowledge-technical aspects 6 4 2
l.eadersbhip 4 3 1
Overly sensitive 4 3 1
Too reliant on subordinates 2 2 0
Shows favoritism 5 2 3
Poor communication _ 4 4 0

Totals 56 33 23




A femase subordinate felt her boss "pet too invelved with people.”
Un the other hand, a male subordinate was outspoken about the lack
of ¢oncern his “emale boss showed.

"She's directive and demandiag. She lets people know about
their mistakes in front of others rather rhan privately."

In summary, it is important to point out a ain that the
AR t H g
shortcomings described here evidencly did not outweigh the positive
aspects of performenze as perceived by the subordinates.

DIFFERENCES IN PERFORMANCE
OF MALE AND FEMALE SUPFRVISORS

Each subordinate was asked if the female Supervisor performed
wr o job in a wanuer which was different from the way male supervisors
wd performed it in the past. When the subordinates did cite such
differences, thev were almost always favorable ones (table 13). In
other words, they felt that their female supervisors ''show more
respect for subordinates,” "are more considerate,' "more diplomatic,'
or "works harder." The only responses which might have had a negative
connotation were a few to the effect that the supervisor was 'more
demanding" or "more sensitive." Those who claimed the female supervisor
was "more demanding' often seemed pleased, however. The increased demands
were often discussed in terms of added responsibility which enhanced the
subordinates' self-esteem. Of those who mentioned that tieir supervisor
was "more sensitive," it was not always clear whether this was seen as
posgitive or negative.

The many people who said their female supervisor showed more
Interest in and respect for subordinates than did most male supervisors
otton added that she gave them more responsibility, helping them to
develop ~n *he job, so that they themselves wculd be better qualified
for future promotions. A <losely-relater performance difference,
equally often mentioned, was that the supervisor was "more considerate'
than most male supervisors. By this the subordinates usvally meant
that the supervisor seemed to treat each person as an individual and
showed concern for each subordinate's needs.

'

The third most frequently-mentioned performance difference was
the subordinates’' belief that their female supervisors worked harder
than did most male supervisors. Perhaps this reflected the women's
determination to prove :heir ability to perform the job in a superior
manner.
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TABLE 13. OBSEERVED DIFFERENCES IN PERFORMANCE OF FEMALE
SUPERVISORS AS COMPARED WITH MALE SUPERVISORS

Total — Men Women

Shows morve respect for sibordinates 15 10 5
More considerate . 15 4 6
More derm - 77 3

More sensitiuve 4 2 2
More liplomatic 8 3 5
Works harder 10 5 5
No differences observed 19 12 7

(Totals are greater than number interviewed because interviewee
often mentioned more than one difference.)
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PERCEIVED DIFFICULTIES EXFERIENCED
BY THE FEMALE SUPERVISORS

Thirty-two of the 56 suburdinates felt that their female
supervisors experienced no difficulties that mo s1ale supervisors
would not encounter:

Tot -
oo ubba v 2u 32 21 11
Outsiders don't want to
deal with her 9 3 s
Being watched-pecple looking
for unusual behavior 2 1 1
Joesn't get same cooperation
«from others 6 2 4
Lacks technical knowledge that
most male supervisors have 7 6 1
Totals 56 33 23

Of the difficulties mentioned, the most frequent was that
"outsiders don't want to deal with her." By this they meant that
people elsewhere in the company, as well as customers, suppliers, and
others, sometimes showed their prejudices by treating the female
supervisor with less respect than they would a male supervisor. These
outsiders were sometimes seen as doubting that the woman actually had
as much authority as would normally be involved in a supervisory or
managerial position. Obviously, this would be handicapping to the
female incumbent of that position.

The second most frequently-mentioned difficulty was that she
"lacks technical knowledge that most men have." This difficulty, which
was alluded to almost exclusively by male subordinates, was likely
to be mentioned only in the few cases where a woman was put in charge
of a group performing mechical or technical functions. Very often,
this supervisory job was a form of training assignment for the woman.
Similar assignments were given to male trainees who could be expected
to have the same problem. Therefore, even though this was a genuine
handicapping factor for the female, it was not a difficulty which
should necessarily have been associated with her sex as such.
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The two subordinates whose responses were classifiod i- rhe

“heing watehed" category referred to the pressure the wor
experienced because of her visibility in the ty o bie oy
nosition.  Thew «nid rhar coonto oo
L .

‘ cottie. .. L told vou so." One
. ent said that he felt it was mere difficult for his female
supervisor, because other men expected managenent to favor the woman.
[r other words, he said that most men thoucht "she can get awav with

murdoer hecause she is a female."

Only six suburdinates mentioned the fact that the female boss
doesn't get the same cooperation from secretaries and other emplovees
that a male supervisor weuld command. While this was the difficulty
most frequentlv mentioned bv the target women themselves, it often
had to do with interdepartmental affairs of which subordinates might

he less aware.

A few of the male subordinates said that thev felt the female
supervisors actually had advantages, rather than difficulties. In
one case, for example, the male subordinate said that, compared with
male supervisors he had had in the past, his new boss had the advantage
of not bheing "one of the bovs." He though: that the woman could
therefore bhe more aloof from the group than a male supervisor, and
thus could be more objective and more effective. Another man felt
that female supervisors had the advantage of knowing tt2v would be
promoted whether or not thev performed well, hecause of equal
onportunity goals.

CHANGE IN ATTITUDE OR BEHAVIOR
TOWARD FEMALE SUPFRVISORS

Each of the subordinates was asked if he or she observed any
sivnificant changes in people's attitudes or behavior toward their
supervisor or manager after she had been appointed to tte position.
A majority reported that they saw no changes of anv significance in
neople's attitudes or behavior:

Total ~ Men  Momen
No changes observed 32 18 14
Others treat her with more respect 9 5 4
Female employees have less respect 2 2 0
Some show resentment 9 5 4
Men watch their language b 3 .
Totals 56 33 23
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Cao o ire EC

potreat. le woan
A respert o rhe thew b e 0 and an equal number said that
e had o notiesd attitudes or redct Lons reflecting resentment, which

e usua v aceributed to o other male emplovees.

Shihoresard ro reactions vellecting respect, two of the
suboerainates interviewed said that other female employees seemed to
oo dess o vespect for the female manacor since she accepted the job.

Choevoartribated such reactions to the feeling that the woman had
fversienned her bounds' in moviny into a man's position.  However,

e wern noted that there was no chanee In attitude toward her

s owhen there shoeuld have beens

cror (fietivious name) is not put on the same level as other
e enent neoplos She's treated more like another emplovee.
Vo examptie, she disn't o allowed (or docsn't take advantage of)
- same Minds of flexibility in lunch hours that other managers

Anviier chanye rhat was mentioned had ta do with the impact of
protietior on oo rarger females' friends.

. - . 1 - .
>oueoneople who used to be her friends don't confide in her
ovonore boecanse she's management. Tt sort of isolates her."

Tre Four subordinates who remarked that the most significant
Shance they observed wasg that the "men now wateh their languae, "

Posuhordinates of a newly-appointed female blue-collar
Savervisors One or two also admitted that the men felt very strange
froddealine with o woman as their boss, hecausce her appointment had

el

heen completely unprocedented.

FEEECTINE APPROACHES OR

TORS OESERVED

e Tast question in the interviews with subordinates asked
them te deseribe any behaviors or approaches that their female
supervisor or manaver used that they felt made her effective. Behaviors
doseribed by suhordinates were verv similar to those described by
manidsers, oeers, and by the target women themselves. The most
frequentlv=not fc-ed approach was that the woman was effective in the
supervisary role because she used a "wemocratic, participative stvle
Lo Jdealing with subordinates (table 14). A number of subordinates

s+ othat thelr female manacer gave them much more information, more

"



TABLE 14. OBSERVED APPROACHES USED BY THYE FEMALE
MANAGERS TO INCREASE THEIR EFFEC TIVENESS

Total Men Women

Democratic, participative approach 28 16 12
firm, directive approach 12 £, 6
Flexible-uses different

approaches as appropriate 15 11 4
Straight forward-doesn't try to bluff 12 7 5
Friendly, considerate approach 24 12 12
Works hard, learns jobs,

Determined to do well 16 12 4
Better organized than male supervisors 3 2 1
Makes special effort to be fair. 7 3 4

(Total number of items mentioned is greater than number interviewed
because many subordinates described mcre than one approach.)




respensicicity, and involved them more in dee Ision-making than had
their proeviows male managers.  Several male subordinates also
added that, they felt much more involved and more Lighly mot ivated
than thev ever had in the past because rtheir manaver had adopted

Lhis o anproach.

fhe behavior mentioned with sccond createst frequency was that
the female manacer used a more "friendly, considerate" approach in
Joating with subordinates than had most of their previous minayers,
some added that the female nanager was more tactful in dealing with
suberdinates and sceemcd to ba more sensitive to individual differences

in rfeelines and reactions,

A Fehavior thar seemed almost apposite to the democratic or
friendlv approach was also rentioned quite frequently--that is, the
"Uirm, directive approach,” which was said to account for the
clfectiveness of g number of the female managers. In several fAs08,
the subordinates added rthat their manager made it clear that she
. tn charve and that she would tolerate no nonsense.  In one case,
A male subordinate said that his manager might be using this approach
because another woman manager in the same department had failed
becrtuse she was too timid and senitive. He said that the men had
never reallv aceented that woman as the hoss. In fact, he added, when
the men saw how tinidly the woman was behaving, they "reallv put her

throuch the srinder.”

A number of subordinates described managerial behavior which

rporated hoth the democratic and the assertive approaches.  The
ferate manaser used the democratic, participative approach when it
sepeared to he desirable, but could also be very firm and directive
waen a situation seemed to call for that kind of behavior. One
man saild that his female manager delezated responsibility, but would
nt tolerate stipshod work; rather, she was very assertive and
directive when she felt that a particular subordinate was not performing
anoassignment s capablv as she thouecht he or she could. Several times
subordinates nentioned that the female manager could be friendlv and
censiderate, but at the same time had to be firm and demanding encugh
thit people didn't take advantave of her:

Py

"Heor manner .and personal appearance are verv business-like.
She keeps a distance and vet can cet down to our level in

discussing problems.™

Ushe's very wood at positive eriticism.  She has strong views
and s results-oriented, vet she's understanding."

11>



P et chotornoard, docen't o trv Lo bbaf T hehavior was
carag e mentioned i the concest of ¢ osit tion where the female

o er di noe have s omeh technical ko o—how as sone of hoer subor=
flastes. he interviewees semetrimes adiicood that an atteapt to blaff
P weran would be oconsidered more reprehensible than it would if
cobribite b e aale nace s, beeause subordinates wore libelv to be

i ine or woeahresses in the Tonaie manaser.

core i o bont in ook

Jhe chservation thae the manager woecks hard, tearns the job,
ixodotermined to cdo well” was also mentionsd quite often by the other
voups interviewed.,  This mav reflect the felt need on the part »f
these women to e cvervehing thev could to perform well, a need which
mav iiminish whoen i becomes commonplace to find women In managerial

posttions that had formeriy been filled only by men. Perhaps this
Kind of voacoiop weould also acecount for the observation by seven of

n

that rheir manacer "makes a spocinl offort to be fair.
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VI POLTOY AND PROGEAM IMPTTCATIONS

GUIDFPOSTS FoR

The expericoces of the 10 companics, *he nature of tho problems
Lhey envounter !, and the accumulated wisdom embodicd in theiv effores
to solve these problems have some Important practical implications for
other oreanizations attempting the placement of women in traditionallv-
mile jobs.  Some of the clearest and most significant of these impli-
catlions are as follows:

. [Eq‘ﬁﬂ}‘p[pgfyljggﬂllﬁlﬂmnitorcdhfrgyrn central vantage-

point in the organization

Fhe comparies making the most progress in providing equa.
vpportunities for women in johs of all kinds had an effoctive individual
or unit at central statrf level who provided guidance to manage-s and
meonitored their performaace in meeting EEO goats.  This position or unit
hoad enouch status in the organization to command the respect and coope-
ration of managers from first-1ine supervisors to top executives.

A key problem in getting women selected and placed in rtraditionallv-
male jobs had to do with the influence or "clout" of the affirmative
action program.  Some EEQ coordinators were relativelv powerless to do
auvthing but encourage the hiring of a woman when cpenings came up in
Jifferent departments.  In other companies, the EEQ coordinator had been
wlven the power to withhold budgeting for the requested additoonal
emplovee in a given department until certain affirmative action goalo
had been met. In vet another situation, the FEOQ coordinator (who was
temale in this case) depended on her own influence and educationa!
eftorts to sell the affirmative action program.

Those individuals or units at staff level who scemed to be
soetting best o csults functioned as an integral part of the total
personnel or human resources operation. In this wav, day-to-day
attention could be focused on the recruitment, selection, training,
career planning and other personnel programs for women as a continuing
part ol overall personnel acitvities. When the FEO program was thus
integrated into the human resourres function, but with a specific
person(or persons) given responsibilityv, there was more cooperation in
planning and accomplishing long- and short-term goals. On the other
hand, when the affirmative action unit was isolated and scen as func-
tioning primarily in an advisory capacity, it seemed to have signifi-
cantly less impact.

In addition to spearheading programs to facilitate integration,
and providing consulting services to managers who are attempting to
achieve EEO woals, & most important responsibility of the affirmative
actien unit is to keep score. In other words, the FEFO coordinator
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serrorms the same kKind ot tunction in this area that the accountants
pertorm with repard to tfinancial results. It no one is keeping score
and peoviding fecdback to managers, litoele progress is likely to be

moten,

Joo Prorram objectives must be clear to all

Fhere apypoiared to be a strong relationship in the respective
companies studied between the amount of progress being made in providing
cqual opportunities for all and the degree of visibility given to the

irrirmative aetion program. A strong stand by top management probably
nad more intluence in this regard than any program an EEO coordinator
could introduce.  The impact of such policy-setting was even greater

where middle and first-line manager: were convinced of the sincerity

and personal interest of top management in supporting changes necessary

te provide equal oppertunity for women. In some companies, the stand
tarken by top management with regard to the EEO program was so strong

that some middle and first-line managers admitted that they could not
expoct to be around very long if they couldn't adjust to the new policies.
'n other cases, managers indicated that their performance in achieving

FEOQ poals was considered to be an important factor in their overall
aporiaisal as a manager.

A number of techniques were used to create awareness of the ELO
program throughout the organization. Publicity in the house orgin
certainiy helped. Frequent articles featuring women in traditionally-
male work roles helped to call attention to the program. Some companies
Bof e fuctoed awareness' seminars or training workshops focusing on the
cianging role ot women in society, placing the emrhasis on increasing
awareness of sex role stereotypes and the way language reflects and

reinforces these stereotvpes.

The responses to "awareness' training were mixed. Irn general,
wtudies have shown that training which involves role-playing and
behavior modeling has a greater likelihood of effecting change, because
seople have a chance to experiment with and practice new behaviors.
“With this in mind, the researchers would recommend that companies
incorporate behavioral goals if they choose to implement "awareness'
or related tvpes of programs.

In cae of the smaller companies, the EEO coordinator tried to
accomplish the goals usually established for awareness training by
holding informal interviews with individual managers throughout the
company.,  These managers were also informed of new policies and programs
at the same time. Reactions to these interviews seemed to be quite
positive, but the success of this approach may have partly -eflected
the ract that the coordinator was a very c¢ nmpetent woman who seemed to
»ain respect and cooperation from everyone with whom she came in contact.
Her personal exchange with managers and supervisors also nsrovided these
men with a model of a woman in a traditionally-male job and allowed for
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ordrse=hand experience of Jdealing with a woman as an equal in the work
centent. o ogeneral, companies which had vempetent professional women
o this tvpe as FREO coordinators scemed to be reaping benefits from the
Pposttive expericnces male managers had in working with these women.,

4 sericus problem relating to program acceptance which cropped
rather consistently was overt hostility or negative attitudes on
the part of blue-collar supervisors of women in formerlv-male jobs.

S tostile toreman can have a verv damaging effect on the program

Because the men under him oare likely to follow his example. Besides
fnvolving foremen in "awarenegs" training sessions or engaging them in
ctie=te-ene interviews, companies did not seem to be actively invelved
i seeking solutions to this problem. However, a study conducted bv
Soo0'Farrell in g large utility companv provides some interesting
observations on this problem.29/  She noted that most blue-collar
supervisors are not asked for their inputs or help in planning the
integration of women in craft jobs. The situation is more or less
torced en them, and they often end up having to take extra time and
elrore to orient the women. This naturally causes resentment and
throws oft their repular work routine. An obvious solution is to
apply o basic principle relating to the effective implementation of un
creanizational chanee. That is, the supervisors should be involved in
rhe planning of intepration programs that will affect their work groups.,
in addition, they should be provided with appropriate support n the
torm oof the extra time and resources nceded to enable them to devoto
adequate attention te the proper orientation and on-the-job training

CUowomen,

3. Special eftforts are needed r5 recruit women for many of the
bluv-colliar jobs

A ublquitous problem was the lack of female interest in many blue-

cellar jobs--particularly those with such unattractive features as rotat-

fn shites, heavy or dirty tasks, or regular exposure to such cutside

ciements as weather or a hostile public. Almost invariably, special

recrultment efiorts had to be made if any success at all was to be
tehrfeved In integrating women in jobs of this kind. One company found
that {t met with greater success in retaining women in these jobs bv

reeruiting from outside the companv. Ancther found that students

circlled dn jnnior colleges provided a good source of candidates for
dive jobse The same company then used women who had been successiul
fnosneh jobe as sources of additional recruits by asking them for names

croriends or acquaintances likelv to have similar interests or skills.

(

290 K. @'Farrell, "Arfirmative Action for Women in Cra‘t Jobs:
e In the Small Industrial Workshop," Unpublished report of a studv
adacted inoa large public utility companv in the Northeast, 1975,
Siis orepert was also presented as a paper at a joint meeting of the

Arerican Sociological Association and the Socicty for the Study of Social

t
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‘roblems held in San Francisco in August, 1975.)
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coe o dmportant decision that musc be moade when recruiting wonen tor
ritt o jobs Is o whether to use ¢ hard=sell, persuasive approach or te oive
poreali=stic view of the jebo  On the one hand, some emplovment muanagers
g dntoerviewers naintained that it thevy Jdid not do o osood selling job,
thev wounld tail to mecet cven oodest ginotas in interrating many blue-~
colbar work croups. on the other hand, wonen who are not given a
teadtistic picture of winit the Job entails before accepting it, may
certorm opoorly oand quit after aovery short time.  Thus, not only wil
e cenmpany Tail o teo o achieve v osoals in the short ran, but the provram

1
|

o Beodeopardiced in o the leng run because stercotvpes about the
sodrabitity of women for such jobs will be reinforeed.  For this reason,
companies which made a2 special offort to provide female recruits with
oorealistie picture of joh requirements seemed to he experiencing the
mest o stecess in intesrating blue-collar jobs with undesirable [eatures.

omte coninses used approaches designed to reach the entire

smunity oand chero e ostimelate women's interest in traditionat lv-mals
pobs o all Binds e One company made an effort to publish success
stories of weren 10 these jobs in the local newspapers.  Other companices
ponsered programs in oelementary and high schools desiyned to expose
cirls to o o variety of role models, and to make guidance counselors awvare

o the new career opportunities for women.

I oalmost all the companics studied, some kind of "jeb posting"
prosram was used to publicize job eopenings internally. In a few cases,
extrl eliorts were made to describe the nature of the open jobs in some
Jotail, to vive theiv availability widespread publicity through such
nedia as the plant newspaper, and to encourage women to bid on jobs
that had in the past been held exclusively by men. I a woman who bid
on osSuch o job was found not to be qualified, an FIO coordinator mipht
arovide Tollow-up counseling to point vut where she might get necded
training e qualify ror such a job.  0Or the woman might be encouraged

tv idoon another job.

«. Sclection and placement of women in traditionallv-male jobs
" . Ay e T L D Sl

arc critical tunctions

Assuming recruitment efforts are successful, problems iInvolving
seloction and placement decisions then become critical.  FEvidence from
this crudv clearlv indicates that the initial selections and placements
should e made with special care when attempts are being made to

introduce women into an all-male occupation or work group for the first
time.  Nothing scems to chanve attitudes as much as a favorable experi-
Cwith oo vompetent woman; on the other hand, a poer experience can

Dave oo danaving effect in reinforcing negative bisses about the

wommen in traditionalliv-male jobs.

¢
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In the case of blue-collar jobs, attitudes tovard work and
Interest in che jobs themselves scemed to bo the most important
factoers dnocontributing to the woman's successful adjustment. Those
women with conscientious attitudes toward work~—-that is, a determi-
nation to work hard, learn the job, and fully earn the relatively high
pay involved, were generally scen as performing well and were most
Pikelv to be accepted by the men in the work group. 1In addition, the
ability to withstand the initial hostility of the men should be taken
fnto account in selecting the first woman to be placed in an all-male

Sroup,

Ubviouslv, all women selected for assignment to traditionallv-
male jobs cannot be expected to have these "superwoman' traits or
relatively little progress will be made in achieving integration goals.
flowever . if the first woman placed in a work group has these charac-
teristics, it can pave the way for the introduction and acceptance of
more average womnen who can take their place in the group along with
averdue men.

tven in the white-collar jobs, however, there is clearly a
dinger in selecting exceptional women only and institutionalizing the
expectation that the woman in a traditionally-male job must perform
exceedingly well in order to be seen as competent and equal to the
average male.  The more objective the criteria used for selection and
premotion, the more companies can guard against such a development.
Lt is also likelv that as the number of women in such jobs increases,
thev will be less noticed and scrutinized, and co-workers will not be

expecting perfection.

Another selection and placement issue has to do with where to
pliace o weman.  Sone of the ‘ompanies have made an effort to place
hluc-coliar women with 1 cooperative superviser and a few ompanies
have also been carciul not o place white-cnilar women in jobs where

ew nav lack eemerience and knowledye.  Apain, these practices may be
toetnlodnitial e put wmust not be continued indefinitely, if women are
To assume a1 truly ceoual rele in the workplace.

One company Srroaviv recommerded nlacing blue-collar womer in
ooations where chov. is already at least one woman, or else placing
two wunmen together in previouslv all-male work settings. This approach
esulted in hivher retention rates for the women.

tn white-collar situations, the promotion of a long-service woman
from a clerical position into a supervisory role sometimes caused
strains for both the woman and her co-wnrkers, since the transition
involved a new set of informal as well as formal expectations. Even
if these women performed their official responsibilities in a competent
naaner, their informal behavior often had unseen consequences in terms
o timiting their opportunities for further growth and development.
Sone companies made a point of changing the work group when a clerical
woman was promoted, a practice which seemed to make the transition

vasior,



P cetoecting woren tor managerial positions, those companies
et T casment cercor” provrams scemed to be getiing the best results,
croUhrec reasons.  Firat, selection errors were less likely to be made
i The performance of candidates in simulated managerial situa-
crons could be ebacrved Jdirectlve Second. each woman candidate had
an cpoortunity te demonstrate her ability to handle managerial
fisbvneent s Thirvd, a skeptical manacer could serve as a judge in such
center, nd thus ohserve first=hand that wonen can perform capably
nonaaevioal o roles,

. Follow—up counscel ing with belp to maximize the sucvess rate
[ S S —— -

2 newlv-placed women in traditionallyv-male jobs

Yost o atiirmative action coordinators closely followed the progress
pon o phaced in traditionallv-male jobs, especially those who were
e tivst o to oenter an all-male setting.  In this wayv, problems could be

Pecovered ot an ey stace and alleviated before thev had a damaging

ootional ostroains were most likelv to have a deletericus effect
on hine-collar women, since some were oxposed to a great deal of hostil-
it from supervisers and co-workers.  Serious problems stemming from such
strains were most likely to occur in companies which had not attempted
tooprovide any oreanized support for these women. Counseling often

cloed creatly, and speciallv-arranged group meetings sometimes provided
an ~utlet or forum for ajvine feelings, sharing problems, and erchanging
Pdeas oand alternatives for handling tough situations.  Support groups
arothis kind would sceem to be especially valuable in the initial breaking-

P oneriod.

white—collar women experienced more subtle kinds of strain, but
shew too could benet it {rom such support groups. With regard to
counseline, it is probably less important that the EEO coordinator take
the initiative for providing this to women in white-collar jobs than it
ie i the blue=collar arca. On the other hand, it is helpful to have
someone available with designated responsibilitv {or such counseling for
those womnen in rrofessional or managerinl jobs who might like to discuss

and et oadvice onoa problem.

are sometimes needed to insure
of women in traditionallyv-

A problem taced by all of the companies attempting to employ
Lo in biue-coilar jobs was the lack of available women with the
docessary interests, knowledge, and skills, both mechanical and
nhvsical.  Since many men start their working carecrs with some know-
ledue and skill in these arcas, companies have found that informal,
an-the=ich training often provides sufficient preparation for newly-
Bired mates. This informal approach is not likelyv to provide adequate

DL lel

120

ERIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

training ror women, however. 1In the f[irst nlace, co-workers usuclly
dssume that the newlyv-hired people have mechanical backgrounds--hut

even more important is the fact that women mav be excluded from peer
uroup training because of nesative attitudes toward them on the part

o the men.

To obviate these dirficultics, some companics designed special
"vestibule" type training programs for women selected for mechanical
jobs.  Even in some cases where nevliv-hired men were given formal
training before veing placed on the joh, a pre—training program for
women was used to compensate for their lack of previous mechanical
experience.  These special programs for women were said to have
several impertant advantages. For one thing, thev helped to acquaint
the women with unfamiliar job tasks in a more crotective climate than
the on-the-job situation would afford. Secondlv, the training would
help the women to perform more adequatelv when placed on the job.
when thev performed well, their male working asscciates were more
likelv to accept them.  And, when thev were accepted, thev were morc
likelyv to be given the same kind of on-the-job training and help which
the men gave each other.

Apether problem rfor many »luc-collar women had to do with their
ability to cope with the phvsical demands involved in their new jobs.
One such woman had embarked on a self-initiated strength-building
course, so that she could feel moce confident in accomplishing the
phyrical aspects of her job. A course of this kind could be offered
bv the firm for women interested, or currentiv emploved, in physicallv-
demanding jobs.

At the white-collar level, a few companies sponsored supervisory
training workshops especially designed for women in managerial positions
wiiile in others, the women were simply included in the regular super-
visorv training programs run for all managers. Obviously, therc are
advantages and disadvantages to cach approach. In the separate nrogram,
the training was not likely to be linked to actual opportunities for
promotion or transfer, so that the women felt frustrated; moreover, it
was sometimes seen as '"for women only," which gave it less credibility
as a valid growth experience. The integrated approach, on the other
hand, runs the risk of overlooking some women by not giving them
special attention. Also, in a number cf companies which promised to
integrate women into their overall development programs, the women
benefited very little because the development effort was cssentially

non-existent.

Where separate programs were provided, they usually included
special features in addition to the usual supervisory training
curriculum--i.e., consideration of such issues as: changes in formal
and intormal role expectations of women in management; scx-role stereo-
tvping: and ineffective "feminine' bhehavior patterns. Assertiveness
training, behavior modeling, or role-plaving were also used effectively
in some cases to give women a chance te practice alternative behaviors.
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At blue--ollar job levels, similar forms of discrimination were
sometines discovered. O'Farrell, for example, in her studv conducted
in a public utilitv company, found that women in certain craft jobs
were doing the routine, less skilled work.30/ Although such arrangoe-—
ments often reiiect women's actual lack of experience, thev can also
perpetwite an sinequal division of responsibiltiy. O0'Farrell recommended
dveelerated placement of women in highlv-skilled work in order to
provide rele modols and to got rid of che Stereotvpe that women don't
succeed or aren't interested in these jobs. We discovered similar forms
o discrimination in onr interviews. 1In one companyv, for example,
wemen worked onlv the dav shift in a 24—hour operation, while the men
worked on v rotating shift schedule. Needless to sav, this
difference=-scon bv the men as a "privilege"--did not help the wemen
te et deceptance from the men.

In some sitvations, the re-design of jobs did scem to be
necessary if appreciable numbers of women were to be emploved in them.
One company, for example, had engaged in a wholesale scrutiny of all
management and supervisorv jobs in order to climinate any unnecessarv
technical aspects which might arbitrarilv exclude women. (In some of
the companies, for example, certain of the management jobs had been
held only by men with engineering degrees.) The danger in changing a
job te accomodate women lies in the faet that such a change could be
used to justify changing the salary level of rhe position, or using
the position as a readv-made Jow-status slotr for female managers.

Wwith regard to blue-collar jobs, several comp.anies had developed
new equipment to accomodate women workers. However, stocking special
cquiprment labeled as "female" might reinferce the negative stereotypes
held bv many men about the suitability of women for craft jobs.
Instead, a 'human engineering” approach to the analysis of equipment
minht reveal that much of it could be redesigned to make it easier for
anvene to usc, regardless of his or her size and strength. Replacing
all equipment immediatelv in order to achieve this gceal might be
nrohibitivelv expensive; as superior equipment is developed, however,
it can be purchased as replacements are needed.

A similar approach might be taken to the redesign of the jobs
themselves. There are probably a good many undesirable jobs which
neither men nor women like, and a substantial proportion of these
may involve tasks which cannot be substantiallv changed to become
more attractive, satisfying, and rewarding. On the other hand, there
is undoubtedly a number of unattractive jobs that may lend themselves
to job redesien which would increase their appeal to both men and

Waomen.

3/ 0'Farrell, op. cit.
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S, Carcer planning for women in formeriv-male jobs is important.

Since the cmplovment of large numbers of women in traditionallv-
“ale juns is o relatively recent development in most companies, the
need for aseistance in career planning for wemen would seem to be
sreat. Our interviews with the targzet women revealed this need 1in
many casos.  Ope of our interview questions covered career aspiratiocns,
and it was not uncommon to find that a woman had no concept of the
nossible opportunities available to her. 1In some cases, the manager
~f 4 target woman would say that she had the potential to advance in
the orzanization; the woman herself, however, may have expressed the
view that it would be unrealistic to think of progressing more than
o0 more level up the ladder.

Most companies had engaged in some kind of educational effort
to inform women of the broad range of oppc tunities available to
them. Some ran 'Career Dav: " others conducted tours for women
interested in c¢vaft jobs. An approach used in one company was a On¢-
dav Life and Carcer Planning Workshop for both men and women. Another
company was actively recruiting female college gracuates or women with
M.B.A. degrees, and establishing a clearcut career path for them. This
companv also identified currentlv-employed women with professional or
technical skills who mizht have growth potential, and launched them on
a development course including training, asseSsment center programs,
and/or exposure to Jdifferent areas of the company.

Other approaches were also used as an aid in educating Jemale
vmplovees rewarding the broad range of opportunities within the company.
Poersonncl inventories were sometimes used by an affirmative action
coordinator to identifyv women with interest in technical or mechanical
tvore work or in gainirg further professional training for a career in
2 speciric area. These women werte then counseled cencerning the
opportunities for getting placed in different jobs or getting further
training or education with company support in order to qualify for the
kinds of johs that interested them.

If an opportunity is provided for women in traditional as well
as non-traditional jobs to set career goals, then there may be less
rosentment between these two groups. While many women in traditional
roles would choose to remain in those positions, they might have ideas
about how to restructure or redefine their jobs to increase their own
satisfaction and’ the amount of respect accorded them by other employees.
The companv itself should carefully examine traditionally-female jobs

ro discover where there is room for improving them, with the ultimate
~oal of eliminating sex—typed and low-status jobs.
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PROSLIMS 7O 81 ANTICTPATED

The findings from this study sugzpest a number of potential
rroblem areas. First of all, it scems clear that carefullv-selected
Wotlen are going to be successful in traditionally-male johs. However,
will affirmative action ultimatelv lead to acceptance of the "averapge"

SRR in o all kinds of jobs?

Women in certain blue-collar jobs will probably contirue to have
mere preblems than women in white-collar pcsitions, because of the
niture of the work as well as the attitudes of co-workers and supervisors.
More blue-collar women had mixed or negative feelings about their jobs,
and nore were seen as performing below average.

n the other hand, it should be remembered that job tenure for
bluc=collar women was longer, on the average, than for white-collar
women. It seems likelv that this reflected the fact that many of the
bluc=collar jobs required more technical knowledge and skill than the
ability to perform heavy mechanical or physically-demanding tasks.
Althoush women are more casilv integrated into these technical jobs,
there is a danger that such blue-collar job categories will soon
Decone over-represented with men.

[t ulso seems possible that some blue-collar jobs may never
attract manv wemen.  Can the women who are interested in some of
these jobs be given a fair chance without providing fairly equal
resresentation of both sexes in the job? If women can be 2iven
equal opportunity in a job without equal representation of the sexcs,
how ean we ensure that they are treated fairly?

tne of the related questions for the future is whether or not
Jdisproportionate representation can exist without discrimination. If
weren dre gradually accepted as capable co-workers in all fields, then it
mav he that underrepresentation will not always be a sign of discrimination.
However, it may take another couple of genecrations before each individual
wonkin is judged on her own merits in each job. Onlv then will
companices be able to relax their vigilant pursuit of equal representation
and pursue the more reascnable goal that women be 2iven 3 fair chance

in 211 jobs.

Another big question for the future is whether women will be
able te breakdown the barriers at upper levels of management. This
report indicates that some progress is being made in that direction.
Certainlyv there seems to be a good number of young women aspiring to
hecone officers or Presidents of companies, and most of the women
interviewed were optimistic about their opportunities in the future.
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APPENDIN A

Intervicw Outlines

ihe specific questions asbod of tarsot gonen

interviews were:

(1) How Tong have vou been in thi- P

£2) How do vou like the job?

(3) What aspects of the Job do vou YTike bost?  least?

(%) What sequence of johs did vou hold previouslv, hoti i
company and elsewhere?

(3) Do vou feel fully qualificd to perform the joh?

qualified as most men in this tvpe of job?)

(Tus

{6) Do vou feel handicapped in anv aspect of the job? Do
feel vou have any advantages over men in anyv aspect o

(7) Are there anv aspects of the job which men tvpicalty

in the

n this

t s

vou

f the job

nerform

but which vou

{8) Are there anv
job but which

do not, and vice versga®

responsibilitics which men tyvpically have in this
vou have not been siven?

(9) Have vou experienced any difficulties in the job that most men

probably do not experience?

(10) Are vou given more or less help than are men with com
expericnce in order to perferm the job properlv?

(11) What have becn the attitudes of other male emplovees
vou, including supervisors, peers, and subordinates?

(12) What have been the attitudes of other male emplovees

(13) What kinds of approaches or behaviors have vou found

parable

toward

toward vou?

to be more

or less effective

(14) How does vour pay
similar jobs with

(15) How satisfied are

(16) How do vyou assess

than others in carrving out the job properilv?

in this job compare with that of most men in
similar experience?

you with vour carcer progross here to date?

your future opportunities here?



CU WGt are wour career aspirations in this company?

D0 o wow experience aay conflict between the job and vour

1 '
1

Gt e be—work Vife?  (Husband, bov fricends, children, relatives)

¢ onee any conflict hetween vour job role and vour

vt s o opersenal friend and associate of other emplovees?

o Tolloawins Sel o questions was used as o guide to the interview

C1) Hew o ovou feel about the equal opportunity program

Py How Je ovou think others feel abeout it?
“anaers-—hizh level, middle, first line.
Son-managerial--—male emplovees, female »mployees.
Subordinates of women in traditionally-male jobs.

w1
Ll

“nless {Aspects of the job they like best, least.)

for women?

o women in traditionailv-male jobs feel about their

L4Y How ure the women in these jobs performing?  (Aspects of the
-~ < < I

iobhs thev perform best, least well)

- v

Y Are there extra costs involved? (Additional training, more
supervision, performance inadequacies, ctc.) Any savings?

) dav responsibilities typicaily in these jobs but not given

IS 1 y 2
o The woliehh,

coportunities for women in traditionally-male jobs?

(7Y Do vou anticipate anv problems in providing continuing career

(=) What winds of procedures, approaches, or behaviors appear to

vnhance the effectiveness of women in these jobs?

aceors and subordinates were:

“he quostions used as a guide in cenducting the interviews with

(1) Gow do vou feel about the idea of having a woman, or womei.

in this twvpe of job?

N

(2) Hovw o others feel about it?

12
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1. -

3 How doos she {thew) appear to Lo Derforming’

s b

Seell U

C+) What aspects 7 the ob does she
least well?

Lo Does the womm (or WO seem o aerfors the Sob Jifferenrie

than do rost mwen?

(/) Do the women seel Lo expericence difficultios that most men 1o

fetoexperience in the job?

P Does the fact of 1 woman holding » traditionallv-male job tend
to chanve people's attitudes or behavior toard the woman

sienificant iv?

(%) What kinds of behaviors or approaches wh' h the woman in thig
Job uses scem to be more effecrive than others? (1f manager,
deseribe managerial styvle,)

o
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APPENDIX B

Data Analysis Procedures

The interviewers recorded as much detail as possible regarding
the facts and opinions expressed  iring the interviews. After all
interviews were completed, the interview protocols were content-
amalvzed for each of the respective groups: target women, managers,
peers, and subordinates. Categories or classifications were
formulated for answers given to each of the questicons in the respective
interview guides, in order to summarize the attitudes and observations
recorded.

In most cases, it was not possible to include the full range or
the complete gamut of responses given by interviewees to each of the
questiors. However, as a general rule, the classifications used included
about 90 percent or more of the data obtained as responses to any particular
question. Responses that do not fit the derived categories, but which
seem to have some significance to the study are described in some detail
in the chapters covering the study findings.

In order to check on the degree to which consistent judgements
were being made bv the twe investigators in coding or classifying
responses to the interviews, inter-rater reliability was estimated by
having 40 of the interview protocols coded by both interviewers. This
sample of 40 consisted of 20 interviews selected from those of the
target women and 20 from those of the managers. An "uncertainty
analysis" of the ratings or classifications derived from the protocols
vielded a proportion of variability in one interviewer's ratings or codings
accounted for by the other's ratings. The average amount of variance
accounted for in the ratings of responses to all 19 questions on the
interview guide for the women was 77 percent. The comparable figure for
all questions used in the manager interviews was 76 percent. This type
of analysis is distribution-free and thus makes no unnecessary
assumptions about linearity of the measures, as a standard correlational
analvsis would. However, since the uncertainty analysis indicates
variance accounted for, comparable degrees of agreement to those obtained
here, if expressed in correlation coefficients, would be .88 and .87
respectively.

The statistical analysis of the coded data was relatively simple
and straightforward. For the most part, it consisted merely of
tabulations or counts of the number of cases or responses which fit
each of the categories used in the classification schemes for the
respective questions in the interview outlines. In some cases,
correlations were computed in order to determine the relationship
between s.ich factors as age, education, or marital status and the
responses of interviewees.
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