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Abstract

In previous years, many developed countries, fiand other organizations have given job opportusitie
women, but in most cases have kept them in the rloee middle-level managerial ranks. In Greece the
corporate doors had not opened to women, as muichadiser countries, and only an extremely smathhar of
the women who had managed to pass through therachahced to the upper levels of the manageriakladial
this paper we review and examine past studiesctirdtrm this disparity in order to provide an adatgubasis to
future research in this field, for companies in ¢ and Greece.
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1. Gender mix and organizational fit

Simpson (2000) explored the impact of the numerdatribution of women at different levels of the
organization on the experiences of women mana@ées.aimed to build on work in this area, which agythat
gender imbalance creates an organizational cuthakeis hostile or resistant to women. The resedashbeen
built on work in this area by Kanter (1977), Maii$l{a984) and Ely (1994). Organizational fit, asfided by
Cassell and Walsh (1994), is taken to refer tolekel of comfort or discomfort experienced by woniertheir
organizations. Data has been collected through tignesires and interviews. The sample of 90 women
managers was established through the alumni of gesment development programs of university business
schools in different regions, and 11 business dehwere involved. Managers had all taken coursestiyae
and, having graduated, had been in full-time empleyt for at least two years. They came from a wéage of
sectors and different management levels.

The project followed two main stages. First, basedquantitative data, "token" and "non token"
women managers were compared along the lines aeKarriginal definition. Token women were ideietif as
those who worked in organizations where they forteed than 20 per cent of the total. A comparisas made
between women working in organizations that werbalanced at all management levels (level 1), thattew
imbalanced at the top but more integrated furttwrdthe hierarchy (level 2) and which were integdaat all
levels (level 3).

In each case, key factors that were likely to iefice "organizational fit" were compared. Theseuitel
career barriers, attitude of the employing orgaimato women managers, key work pressures/problems
encountered and the nature of the organizatioraireu In this way three degrees of "organizatiditalwere
identified which relate to the three levels of gemntinbalance above.

Results from the survey data indicated that gemdi@rhas an important impact on career progress,
barriers experienced and women's sense of "fithiwithe organization. Token women occupy less senio
positions and are more likely to experience cabaeriers. They are also more likely to see the mimgdion as
having negative attitudes to women managers amkpgerience problems in their working relations witken.
This, together with the high proportion of tokenmen experiencing the men's club as a career bastiggests
that the numerical distribution of women has anangmnt impact on organizational culture and prastjavhich
are detrimental to women.

Gender mix has emerged from this study as a drifacztor defining women managers' sense of fit
within the organization, the pressures they expegeand barriers they are likely to encounter. Witie small
sample size - particularly in terms of the qualatdata - suggested a need for caution in relagjamgder mix to
different levels of organizational fit in a genézall way, the findings do indicate that the hieharal nature of
gender imbalances may be a factor to consider. Kinip study has shown that when gender imbalantdgeat
top (with men in the majority) is combined with gter sex integration further down the hierarchymego may
experience greater "fit" within the organizatiorathwhen that gender imbalance permeates all mareagem
levels. If this is the case, then the small gaiosnen have made at junior and middle managemenis|evay
help to create a more hospitable atmosphere faetbaken women at the top. As more and more won@rem
into management, the cumulative effect on cultund practices may, over time, neutralize one of kbg
barriers to women, namely attitudinal and cultloariers.

2. Gender culturein organizations
Itzin (1995) carried out a major research project incallauthority as part of a long-term initiativeitoprove
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the position of women within the organization. Refipart methodology has been used to explore therewand

the practices of the organization and to colledadhat could be used to support proposals to eraanore
women-friendly workplace. Three departments wergeaeched: the housing and development departments
included a range of occupations in which women geeerally under-represented, and the social sexvice
department was chosen for the range of its wouditicaally done by women. A self-completion questiaire
was sent to all women in the social services, mmusind development departments. 487 questionnaiees
returned, producing a response rate of 40 per ddwt.questionnaire contained 57 questions coverargonal
details, education and training, work history, earprogression, caring responsibilities and disgration. In
depth interviews were conducted with most firsgogel and third-tier officers and with a selectidnnmmen
and men in middle management in the housing, sseialices and development departments. These ienesv
were designed to collect information on work higt@nd career development, women’s career progressio
domestic roles and responsibilities, division ofdi between home and work, childcare responsilsiliiad
sexism in the organization.

The results showed that in the non-manual stafflpéao-thirds of the total staff were women andeehird
men. Of these women, nearly two-thirds were locatethe administrative and clerical grades. Womearew
massively over-represented in the lower gradesnaaskively under-represented in senior grades byaadson
with men.

3. Culture asa mean of closure

Rutherford (1999) in her study examines the poliisiluf seeing culture as a mean of closure. Twgdgprivate
sector organizations were selected for case studiesairline and an investment bank. The airliné ha
developed equal opportunities policy, whereas taekbhad a minimal policy. A mixture of qualitatiand
guantitative methods were employed to collect tlaadusing interviews, questionnaires and obsemati
Initially, questionnaires were sent to a stratif&ample of employees in both organizations, theséained over
100 questions, roughly divided into sections of¢bastituents. Semi-structured interviews were atstducted,
which reflected the same kind of questions as tlestipnnaire and were analyzed by themes. Somerssaff
were also shadowed, in order to provide an oppitytua witness day-to-day work, particularly in pest to
management style. The three different types of gatwided a broad and rich source of informatiouib
culture in both organizations. The first case stwdg a large national airline, which was spit ifive divisions:
cargo, cabin services, marketing, finance and humesources. Based on the model, 24 semi-structured
interviews were conducted with managers (8 menl&diomen) and 97 questionnaires. The second cadg st
was an investment bank, where three main divisimese studied: broking, corporate finance, and fund
management. A total of 20 managers (7 men and I8empwere interviewed and 58 were analyzed.

The results showed that the airline was overtly dgenaware, with a highly developed equal
opportunities policy, whereas the bank had lardgghored gender issues. In the airline, women'svgriees
were channeled through the discourse of equal oppites and were accepted, up to a certain paist,
organizational issues. In the bank there was nd sailable discourse and women's grievances were
individualized. The hegemonic discourses of biatagiand psychological difference prevailed in ttalb to
justify the scarcity of women and this was acceptgdmany of the women themselves. A culture, which
represents women as “naturally” wanting to be abhémr “exceptional” to work in certain areas -lik@porate
finance, or at senior levels or combining work dahily -, is exclusionary to women. Divisional aysik has
been proved to be important and this might haveridenl some explanations as to why women fare batter
some areas of organizations and not others. Ibeas noticed there were fewer women in the mostigieus,
powerful and élite areas of organizations. Thedeu@l barriers are hard to identify however Simpsostudy
aimed to pull the many different barriers excludiagd marginalizing women managers in organizations
together under the umbrella of a feminist theorpatfiarchal closure.

Desk-based research has shown us how women as#field$n organizations and how gender mix has
an impact in women feeling comfortable and equathiir workplace. As previously seen mainly in theest
international literature, women tend to have lowelepositions where they are likely to experienagrencarrier
barriers. Although in an organization having genelgunal-opportunities policy women are facing fewarrier
barriers and are more accepted, in non gender-agvgemizations they tend to be occupied in lesstigieus
areas of organizations maybe due to their own will.

4. Participation of women in management in Greece

Kottis, A. (1996)conducted a survey among the largest firms in Greencerning the participation of women
in management. In order to investigate the problkgme, used a sample of 280 firms when firms witfedsht
names but belonging to the same owners and und@esdame board of directors, or firms that had ceased
operating, were eliminated. She sent a questioanwith a cover letter, to the president or theetbiecutive
officer of each firm, asking for information conoarg women's participation in management, partitylia the
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top managerial ranks, and the person's views ahoDf the 280 questionnaires sent, she receivétrplies.
The results showed that women's participation imagament, particularly at the higher levels of hferarchy,

is non-existent or at best minimal and symbolice Tdnswers to the questionnaire sent, indicated dhat
significant part of the respondents subscribedrezgnceptions and gender stereotypes that are liketaise
strong attitudinal and perceptual barriers to womewlvancement. It seems that in Greece, as in oty
parts of the world, men in the higher ranks of thanagerial ladder find it difficult to accept woméan
management as equals. Although most respondemtsthstti women's performance was not inferior to men'
they held several outdated stereotypes and biggessh women in management. With the informatiat thas
available it was impossible to establish how thep&ions and attitudes were formed and why theyewer
sustained, despite the drastic changes in Greekewsnattitudes, aspirations and achievements entgears.
The responses to the questionnaire suggestedhéngiréconceptions and biases against women in reareag
were more severe and overt in Greece comparedch&r pharts of the developed world. In addition, tesults
showed that the Greek firms did not take full adage of the talents and possibilities of woment thaof half

of the population of the country.

5. EU position on work and life balance and flexible working arrangementsin Greece

The European Community (EC) had promoted the etreatment of women in employment. Early "Action
Programs" adopted by the EC Council of Ministersuked on equal pay and improvement in legal prongsi
while other initiatives have strong work and familygemes. The EC'Third Action Program on Equal
Opportunities for Women and Men 1991 4fggested that equal employment policies shoule itato account
the interrelationships between work, the family atiter aspects of everyday life. In other words, dbjective
of increasing equality in employment cannot be ewdil unless accompanied by action to increase iggiral
other areas, such as family responsibilities.

The need for reconciling work and family appearaiegintense in Greece as it may help in thredef t
major problems facing the country. These problembided developments resulting from demographingea
associated with a decreasing birth rate and thanggd the population; high unemployment rates lodut 10
per cent, with particularly high rates among yopegple; and economic problems resulting from sloawgh
rates and an urgent need to raise competitiveféssable working arrangements, were suggested asna@y of
dealing with these issues by the Association ofeed@dustries, a body to which most large Greek ames
belong (Papalexandris N., 1996).

Flexible work arrangements were common in many karal medium size Greek firms, which were
owned, and run by family members. They take a ta0é forms and vary across industries. Work at Bam
the form offagon similar to the French term "outwork”, or home Wag in the UK, was a very common source
of employment for women workers sewing clothes mdpcing handicrafts, jewellery and toys. Thesekeos
were paid on a piece basis. About 225,000 peopie employed in this way in Greece. Flexibility asks was
also very common and was considered one of the rnajeantages of small companies, allowing them to
survive and face the competition of larger firmartRime employment was established officially ine€ce in
1990 with Law 1892, although under the form of fhesd-term contract it had been practiced since5192
(Papalexandris N., 1996).

It has been acknowledged in Greece that in ordereffectively reconcile work and family
responsibilities and possibly encourage women tr In@ore children, a number of policies, includitexible
working hours, need to be introduced. Other pdligaggested by the General Secretary for Equaliytte
development of an infrastructure to care for cleifdand the elderly and a change in the prevailiogeis of
male and female roles in the workforce and in Hraily (Pantazi, 1996).

6. Conclusion

Whereas European Union had promoted equality fan eme women, this review of surveys and studies has
shown that in practice this was not always appleab the past years. Large Greek organizationg fiesused

on policies towards work and family, whereas resfilom research in Greek organizations showed amil
results as in the rest of Europe; women’s participation in management was unequal compared with men and what

is more, stereotyping results in a disapproval omen’s abilities in management from their male eagiues.
This review of studies and their results offerssiderable value to future research. It can be asealgood base,

in order to further investigate whether the ab@aaults appear still in Greek and EU companies.
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