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ABSTRACT

Numerous studies have disclosed a multitude obfachat make it difficult for female
managers to make it to the top. Among the mostl ddetors figure the lack of mentors and
role models and the exclusion from powerful netwgaak well as work-life balance issues.
Very few studies have looked at these factors mhioation. This work looks at 50 female
middle managers in male dominated professionaleefirms (PSFs) such as consulting,
audit and banking. Using in-depth interviews wedgtbow these women deal with the above
mentioned challenges. We find that the networkingtegies and the ways these female
managers deal with mentors and role models asas¢ibw compatible they find their work
with outside work activities form coherent interdadent yet distinctive patterns that
holistically describe how women cope with their omity status. We find two distinctively
different configurations of coping mechanisms. Gudy describes these prototypes and

discusses their implications for future researath @mactice.



| ntroduction

Throughout the Western world female managers aatlgrunderrepresented in
middle and higher level management positions. Wirileéhe entry-level most companies
indicate that about half of the positions are HBildvomen, only up to 20 % of senior
managers and up to 10 % of the board of direct@r$eamale (Zahidi & Ibarra, 2010). Female
managers plateau at lower and middle managemegislesth only very few managing to
overcome existing barriers and obtaining execybts on corporate levels: Less than a third
of the leading 1,500 US companies have even aesimginan among their top executives
(Deszb & Ross, 2007). Within the EU, women compoisly 11% of the membership of
governing bodies such as boards of directors apérsisory boards (Desvaux, Devillard-
Hoellinger, & Meaney, 2008).

Professional service firms (PSF) are a particubautext for career progression. They
are characterized by an ‘up-or-out’ system (Mo&iBinnington, 1998), which means that
those not promoted to the next organizational lewtlin a specified time period are required
to leave the company (Galanter & Parlay, 1991; Baédler & Bateson, 1991; Waldman,
1990; Nelson, 1988; Wholey, 1985). Typical careeps within these knowledge intensive
firms include junior staff, senior staff, managemd partner. Those career steps usually
unfold in strictly defined time frames. Due to gmeall percentage of partner positions
available new recruits have only a limited expectabf becoming partner (Rousseau &
Wade-Benzoni, 1994). This makes professional serfuims a highly competitive work
environment (Maister, 1993; Wholey, 1985). Reseaihshown that women have more
difficulties reaching senior level positions in fessional service firms (PSFs) despite similar
educational levels, years of service and job parémrce (Burke & Nelson, 2002; Powell,
1999; Tharenou, 1999). As a consequence women @acoaoly for a rather small minority at
middle and top levels of PSFs: While they accoanbier 40% of all accountants and
solicitors in England and Wales as well as 30-40% starting cohort in management
consulting, the number of female partners is betw#é and 14% in professional service
firms in the United Kingdom and about 14 % of alper positions at the 25 largest U.S.
accounting firms (CPA, 2004). In 2009, women repnésd 46% of associates but only 19%
of partners in U.S. law firms (Collins, 2009). Laog beyond the numbers Burke’s (1995)
study revealed that women had less feedback fratngra than men and were less satisfied

by their job. His study also showed that women \péintners and families were facing



additional obstacles to promotion to senior managerand partnership, regardless of the on-

the job developmental opportunities (Burke, 1995).

Gender scholars as well as management scholagschave up with explanations for
women’s underrepresentation in leading managenasitigns. Among the most prominent
explanations are the limited access or exclusiom finformal networks (lbarra, 1993)
leading to difficulties to access information anddrm alliances (Morrison & Von Glinow,
1990) and the lack of mentoring support (De Jar@asltivan & Whiting, 2003, Dreher &
Ash, 1990, Linehan & Walsh, 2001) and role modeisghan & Scullion, 2008) combined
with difficulties to manage work-life balance clealbes.

What has been much less discussed however is h&timen can be seen as a
homogenous group or whether we may find considerdifiierences in terms of behavioural
coping strategies to deal with the additional hesddf working in a male-dominated industry.
In a similar vain Hampton et al. (2009) indicatatttresearch should focus more on successful
strategies and dynamics of female managers, edigenianale dominated industries. In line
with this research deficit the aim of this studywi®fold: In a first step we want to investigate
how female middle managers in professional serfiioes cope with the documented barriers
for career advancement. Drawing on these findingsvant to identify if there are different
coping patterns within this group and if so, ddsetow these patterns look like and differ
from each other. We will structure our literatuesiew as well as the results of the empirical
investigation according to the factors that havenbidentified as major barriers in female

careers: networking, mentoring, role models as aglhe management of work-life balance.

Previous findings on advancement barriersfor female managers
Networks and networking

Network building behaviours have been shown todseeiated with higher job
performance ratings by supervisors (Thompson, 2008§her concurrent salary and salary
growth rate of over time (Wolff & Moser, 2009) ashas a higher number of promotions
(Forret & Dougherty, 2004). Apart from these objjgeimeasures of career success,

networking has also been shown to be positivelyetated with career satisfaction (Wolff &



Moser, 2009) as well as perceived career successe(R& Dougherty, 2004). Bickle et al.
(2005) even state that networkingle most robust predictor of career success.

Previous studies have well documented that gendé&ers when it comes to
networking (e.g. Brass, 1985; Ibarra, 1992; Fasr&ougherty, 2004; Linehan & Scullion,
2008). Women'’s exclusion from informal networkstthee traditionally composed of men
(Ibarra, 1993; Vinnicombe & Colwill, 1995; Crampt&Mishra, 1999; Selmer & Suutari,
2003) is often named as the prime reason why wanemninderrepresented in top
management positions (Linehan & Scullion, 2008)nd&e differences in networks can be
found at a structural and behavioural level. Fmstwork structures have been shown to differ
among genders. Second, men and women show to saemg different networking
behaviours and as a consequence men and womehéawashown to reap different benefits

from their networks.

On the structural level Brass’s (1985) early wonkveomen’s and men’s networks
demonstrated that women were not well-integratemnmen's networks which had a
significant negative impact for promotions as prtioms were significantly related to
centrality in departmental, men's, and dominantittoa networks. Due to the failure of being
well-integrated into these mostly informal netwovksmen tended to use informal
organizational networks less frequently than medhiastead rely on formal organizational
structures (Brass, 1985). A few years later Ibfr@93) demonstrated that the organizational
context produces unique constraints on women mgexf their interaction networks. As a
conseqguence, the composition and characteristifshwdles’ network relationships differ
from white males in that women’s networks are le@sophilous (lbarra, 1992) and more
differentiated in the sense that women draw on fermantacts for social support and refer to
male colleagues for instrumental purposes instéhdwng one contact to fulfil different
needs. As homophilous relationships imply feweribes to connect with others based on a
greater similarity this finding implies some coresigble disadvantage to access networks if
the context places women in a minority positiondfg to the structural dimension of gender
differences in networks, McPherson & Smith-Lovi®82, 1986) found that men have larger
networks and are more likely to occupy higher stgtoisitions within their networks. At the
same time men’s network contacts tend to be ofdrighatus than women’s (Campbell, 1988;
Ibarra, 1992) which may prove critical for resouacgjuisition as well as effective use of

power. Additionally, women’s networks have a smaldnge, i.e. they tend to know contacts



in fewer occupations than men (Campbell, 1988)aerdess diverse (Torres & Huffman,
2002). Looking at the relational content of netvgoKdein et al. (2004) add an interesting
aspect to the observations on gendered networgtsteureporting that gender is significantly
related to friendship centrality. Also, individualhose gender is similar to their teammates'
are likely to gain centrality in their team advioetwork (Klein et al. 2004). As a consequence
of these findings we can conclude that if womenesent the minority gender, they will

occupy less central positions than their male cenpairts.

When it comes to networking behavioufsyret & Dougherty (2001) confirm that
men are more likely to engage in socialising as @anetworking behaviours than women.
Findings of gender focused network studies proewmdence that qualifying a networking
strategy as “the most appropriate” may even be geradated. While Burt (1992) reports that
a weak tie network strategy seems best for meemeigl, Lee (2003) finds that for women
the strong tie strategy worked better. Beveland®age (2011) add an interesting aspect to
this stream of research with their findings tha way males and females build trust may be
one of the core underlying mechanisms that infleemetwork formation. While women
showed a preference for same gender networkingomal activities and task related issues,
compared to men women tended to trust each otbgiiea risky professional environment
and therefore preferred to network with men inghhisk professional context. Interestingly
female MBA students experienced a greater dedfiribdir network density at higher risk

levels than their male counterparts.

Finally, men and women reap different benefits frogtworks and networking. Forret
and Doughtery’s (2004) study on different composeritnetworking behaviours shows that
men derive much greater benefits from networkiramttheir female colleagues. While
interestingly on a subjective level increasing riné visibility was significantly related to
perceived career success for women, and not for men, incrg@asternal visibility was
significantly positively related to the number edmotions and total compensation for men,
but not for women. Also, the relationship betweagaging in professional activities and total
compensation was negative for females and podiivenales. Burke’s (1995) study concurs
with these findings when he concludes that althoughmen and men report similar levels of
on-the job development and continuous learning dppdies, these get translated into

promotional opportunities and more challenging wimrkmen but not for women.



Only little research has been done on identifyind eontrasting intra-gender
differences in networking behavior of professiowaimen (e.g. DeWine & Casbold 1983,
Brodsky 1993, McGregor & Tweed 2002, Hampton e2@09). DeWine and Casbold (1983)
investigate professional women’s networks and fivat disparities in networking activities
are linked to differences in the psychological gandlVhile ‘masculine’ women focus more
on external contacts, ‘androgynous’ individualstigatarly concentrate on the frequency of
contacts (DeWine & Casbold 1983).

Approachesto mentoring

An important aspect of networking is the identifioa and use of mentor relationships.
Empirical findings show that the overall amounaesistance received by mentors accounts
for protégés’ objective long-term career succesh s1$ increased career opportunity,
organizational retention or higher promotion rgtéggins & Thomas, 2001; Ng et al., 2005;
Mobley et al. 1994) as well as subjective careecasss such as job satisfaction, advancement

expectations and turnover intentions (Singh e2@09; Mobley et al. 1994).

While mentoring is a critical factor for career adeement for any employee, multiple
studies underline its particular importance for vemrmFemale managers report a limited
opportunity to socialise with influential individisawho could help their career development
(Ragins & Cotton, 1989; Chi-Ching, 1992). De Jaretsal. (2003) point out that due to the
greater organisational, interpersonal, and indi@idharriers to advancement women miss
important developmental career experiences sudirasion and guidance towards new
career opportunities or support against overt geddorms of discrimination if they do not
have a mentor (Burke & McKeen, 1994; Mobley etl@94; Flood, 2005). Yet, a dilemma
comes into play: Although mentoring relationshipsyrbe particularly important for the
advancement of women, there is a smaller suppigeoftors available to women compared to
men (Linehan & Walsh, 2001). The root cause ofdilesnma is twofold: On the one hand
there is a scarcity of senior female mentors (Lame& Scullion, 2008) that could potentially
serve other women as mentors compared to the nurhipezn available. On the other hand
women are not as likely as men to get access terdanas a key element in the mentor-
mentee selection process is the degree to whicémor identifies with the protégé and

perceives the protégé to be a younger versionnogdif (Megginson et al., 2006). As a



consequence, women are less likely than men tdaetieese relationships (McDowall-
Long, 2004) and hence to report less supervisomntoneg behaviour and lower job

satisfaction compared to male colleagues (Goh, 1991

Another well documented consequence of the smagttor availability is that
women are more likely to rely on a diverse conatilh of different input providers who vary
in organizational affiliation, status, and persattaracteristics compared to white men
(Kram & Hall, 1996; Maniero, 1994). This mentor tpwork” may be efficient in terms of
sourcing different types of inputs needed. Yetlaok of multiplexity, i.e. the degree to which
actors are linked by more than one type of relatigmcomes at the expense of closeness and
trust. Research has suggested that multiplex oelstips are safer (Brass, Butterfield, &

Skaggs, 1998) and less likely to suffer from dewdlk the passage of time.

Different role models

Gibson (2004, p. 136) defines a role model as grfitive construction based on the
attributes of people in social roles an individpaiceives to be similar to himself or herself to
some extent and desires to increase perceivedasityiby emulating those attributes.” In
contrast to mentoring, there is no involvementantipipation of the role model required
(Sealy & Singh 2009). The lack of female role madslconsidered to be one of the major
barriers to the career success of women (Catalysté&Cence Board 2003). Despite its
relevance, only little research has been done @nale of gender and its implications for role
modelling in business settings (Sealy & Singh 2088)exception is the study of Gibson &
Cordova (1999) who examined gender differencesarfagers in professional service firms
and the effect of availability of female senior ragars on role model identification patterns.
Results suggest that women are more likely thantméind a cross-sex role model.
However, they are less likely to choose one pderaadividual, but rather create a
theoretical composite role model (Gibson & Cord®989). Likewise, Singh et al. (2006)
find that young female managers select singlebaiies and behavioural elements from a
variety of role models from different contexts. E1f¥94) even found that women in male-
dominated industries do not consider senior wonseaittaactive role models as membership
in the minority female group is incompatible witfetmore promising membership in the

more powerful group of male managers. In conttastra & Petriglieri (2007) found that



female professionals have a need for female rol@etsdecause they do not believe that
imitating male behaviour would generate positivecomes for them. Instead, role models
that are similar to them in character, value afedtyle choices are more attractive. The
authors therefore conclude that seeing senior emahagers use their feminine
characteristics in their working lives is necesdanthe development of an ‘ideal’ self for
their own future career (Ibarra & Petriglieri, 200&s for mentors the rather small numbers
of senior managers to possibly identify with matkiearder for females to find such role

models.

Per spectives on work-life balance

Extensive research has been conducted on workyfaonflicts of professional
women and the negative effects on their careers fNgh & Naylor 2002). Windsor and
Auyeung (2006), for example, examined the effeg@earfder and dependent children on the
management advancement of accountants and disdoxeregative impact for female but not
for male accountants with children. Additionally,male dominated industries women face
specific disadvantages associated with the longshoorm. Working hours are commonly
taken as indicators for work commitment makingaittgcularly difficult for women to
advance their career (Bacik & Drew 2006). GuillaugnBochic (2009) identify three
different strategies of women dealing with exteasavailability norms in organisational
culture. (1) Women follow the rules of the careed adapt to the long hours norm, e.g.
postpone maternity, delegate housework. These walmét want to get preferential
treatment and expect other women to make the saanéices. (2) Women give priority to
family life and adjust working time to family conaints. They are in a conflict of roles and
feel guilty when they go to work instead of takicaye of their children. Working part-time in
a position of expertise instead of a leadershigtipnsis common. (3) Women managers with
children who want to have both a career and fahidy These women mostly work full-time
and pursue a successful career. They use theilingptikne efficiently by focussing on

competence, performance and results.

More recently research focus shifted from ‘work-figreconflict’ to ‘work-life
balance’ considerations (Gregory & Millner 2009in&lie and Hunt (2009) used a qualitative
approach to examine not only the differences between and women on work-life balance

experiences, but to take a closer look at the bgé&reity among men and women. Here,



females (aged 50-52 years) could be categoriséldebgxtent to which they construct
themselves in relation to their families. While 8wecalled ‘female carer’ perceives high
caring responsibilities in work as well as famifg] the ‘independent woman’ is not that
focussed on family issues. Instead the ‘independenten’ seeks to reduce working hours in

order to have more time for herself and persongkpts (Emslie & Hunt 2009, p. 163-164).

Our literature review has demonstrated that acdesgpowerful networks, the
availability of mentors and role models as well gsticular considerations for work-life
balance issues make it more difficult for womerPfaFs to advance compared to their male
counterparts. The literature review has also rexkdhat there is little consideration for
differenceswithin the group of female managers who are mostly assumée a coherent
group exhibiting similar characteristics when it@s to networking, mentoring, role models
and work-life balance. Also, the great majoritystfidies has focused exclusively on one or
sometimes two of these factors, yet there has @em lan attempt to look at these four well-
documented barriers for advancement at the sane filme aim of the following empirical
part is therefore to describe how female manager®$Fs deal with the documented
advancement barriers. We put particular emphasithemjuestion if we find considerable
differences in these managers’ approaches and itamedetect any patterns across these

differences.

M ethodology

To allow a great level of depth and detail (Lamr2305; Mayring, 2002) we
conducted semi-structured interviews. Data wasctdd from in-depth interviews with 50
senior female managers from PSFs with the objectivéentifying whether and to what
extent their coping strategies in male dominateBdR8ffered. All female managers were at a
middle management position comparable to projectager in the consulting and audit sector
or vice president in the banking sector. The semietured face-to-face interviews lasted
between 60 and 90 minutes. Different persons cdedube interviews ensuring that there
was no systematic bias caused by the person aftdriewer (Mayring, 2002). The semi-
structured interview guideline comprised questiatarding the following aspects identified
as relevant in the first part of this paper: derapbic data (i.e. age, marital status, position,

area of expertise); how the women went about deuadptheir relationships and networks; if
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they had any mentoring relationships and role ngdelw these had developed and what
influence mentoring and role models had on theee&aas well as their attitudes about work-
life balance issues. All interviews were recorded anscribed. The transcripts were
imported into NVivo in order to organize and grdbp qualitative data. The material was
read step by step using open coding (Strauss &ig,dtB98). Citations describing similar
aspects/topics were grouped together into categjorteese categories were refined and
interrelated in the axial coding phase. The purmdgbkis analysis was to detect sense
structures that give insights in the various sgiet® of female managers rather than to

guantify results.

Our data analysis adopted the quality criteriaualigative research aiming for
external and internal validity (Meyrick, 2006). Bagtep of the data coding and analysis was
documented (procedural validity, see Flick, 200Aykihg, 2002). A validation consensus
between both authors was obtained for all codiraisttns. In case of coding deviations a
third researcher was consulted as a co-interpredst.but not least, our findings were

discussed with some of our interview partners (Mayr2002; Wrona, 2005).

Results

Approachesto networking

Looking at the patterns emerging from the intervieamscripts we could identify two
broad categories, type A and type B, of how femadmagers in male dominated industries
approach networking. Type A can be characterizealrseed based more passive approach to
networking. While type A recognizes that networkimgy be useful, there is a strong sense
that doing one’s job well is the most importanppty combined with the conviction that
good results will speak for themselves. Additiopatype A managers strongly felt about
separating their work and professional lives frowairt private lives and therefore tried to

establish clear boundaries in their networkingvatigis.

This can be illustrated by the following citations:
“I am not really a big person to actively network) 1 mean, | come to work | do my job and
I do it well which is the most important | thinkaé get involved with training and things like

that but don’t get involved in any of the socigbests at all (...) | come to work and go home,

11



so these networks have actually developed arouopl@®eing proactive rather than me
being that.” (Female senior lawyer)

“(...) I have got professional contacts that som@lisee socially outside of work, but | also
do have a home life that is separate from worketms of marketing, and networking, this is
really a product of me in no way being proactiviaeo than through interacting within the
working environment, so my potential to establigieéwork was probably tenfold beyond

this, but obviously | need a life outside of workFemale audit manager)

[About branching out to people in other areas] “i¥specialisation tends to be your group.
.... you don’t speak about advice or things like tioagour corporate people really. | think it's
important for your everyday happiness at work bihink you sort of deal mainly with the

people in your practice really for kind of quessand advice.” (Female senior consultant)

“I'm not that concerned about networking which afseans less work for me because | don’t

have to promote myself all the time; | just thitik & bit silly.” (Female senior lawyer)

In comparison, type B managers tended to be muck awiive and planned networkers.
They exposed a very deliberate sense of networkiegtwining professional, advice and
social aspects of networking reaching out to cdataside and outside the organization and

at different levels of hierarchy as illustratedtipye B comments:

“I've worked on a bunch of like special projectsidaow a lot of the Partners at this office
location, | think you just need to work on comnmeseand these special projects and just try to
like get your face seen and do like this | guess kif outside work, not outside work but
additional to client responsibilities | think thatvhat kind of gets you noticed to other
partners that aren’t your engagement partners.l(@mnj very involved in running holiday
parties in our office and like end of busy seasanti@s just different kind of like social
events.... I'm like the audit manager contact for theversity that | went to so whenever
there’s interviews or we go up on campus | alwaysugd | continue my relationships with
some of the professors up there just to you knosp ke contact with them and find out what

is new in the University and who are the good stitsle (Female senior audit manager)
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“I have tried to develop relationships with a caupf the other partners who run one of the
other practice groups within the department andadribe partners has accepted me into his
practice group, even though I am not doing any workim (...) I've tried to keep a hand in,
what | didn’t want to happen was that my profiléhan the rest of the department diminished,
so | have tried to keep my profile with other pargiand other associate partners so | would
say that internally my profile is fine and actudllyave a good network within the

department, | know most people.” (Female senioyéa)v

“There is something else that | got involved witite | became a manager, it's an outside
accounting profession, like an accounting orgaimsatt’s a not for profit organisation that —
it's all for women actually, and | actually holdaard position with that so through that |
have got to know several women from the other bgpanting firms in the city. So | am

beginning to build relationships through that adl \véFemale senior audit manager)

Approachesto mentoring

We also find considerable differences between Wp@d Type B female managers.
Type A managers have a difficult time finding a negrand often end up with an assigned
mentor. This has two consequences. First, theymoafind this mentoring relationship to be
very useful, either because the assigned managéyastively less skilled and powerful
within the organization himself or because of & latcloseness. Second, type A managers
find that they can cover specific types of issuéh this mentor, e.g. get task advice or ask
guestions about career progression yet, this meelationship is rarely multiplex and
therefore less efficient and less intense as tloayad get input on a variety of topics from the

same person.

“Yes every six months you meet with this partneoistsupposed to be your godfather that
you can speak to and | don’t think that works, bdonever go to him and say | think I'm
having problems.... | don’t think this is someonetty@u can really say if there are things

that you are not happy with.” (Senior female layyer

“I do have a partner counsellor who is assigneaéo| have only met with him twice but the
way it is supposed to be set up is that, you knmw,can tell him everything.” (Senior audit

manager)
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“The same thing with my counsellor (...) she is vieagy but if | have like a personal

question | can go to her. If | have a technicaléskguess it depends. Because once | had a
technical question on insurance which is kind afdrea of expertise (...) so | went to her.

But | went to her, for me it was more a counsellimgg, but her response was, you should go
to Audrey, Audrey is the partner on that job. Seltl like | don’t know if something else

comes up again in terms of professional questibhsan go to her because she told me to go

to the other partner.” (Senior female auditor)

“It depends who your counselling manager is. | maane counselling managers are very
good and take their job very seriously. If you'v@ g counselling manager who himself has
got a good network of contacts then obviously ipegou. But if your — my counselling
manager is fairly — has always worked in this smgedup and hasn’t got a particularly wide
network of contacts then he wouldn’t be much helme at all. (...) | get on with him quite

well but I've never really asked him for any caradvice.” (Female senior audit manager)

On the other hand type B female managers haveusanentors they rely on. Most of the
time their key mentor relationship has been iretidby themselves through approaching an
influential person they have already met beforeaAssult, it is also much easier to develop

the initial mentor relationship into a multipleXagonship.

“(...) he’s | guess another type of mentor for me.)(.have a bunch of different people that |

go to and some of the partners that | work forriow (...).” (Female senior auditor)

“I chose one of the partners to be my godfathbiad worked for him in the past and | really
liked his style and he is very influential withimrogroup so | just approached him and asked
him if he would be willing to be my godfather, amel was.” (Senior female lawyer)

“He really is like a kind of friend in the office.() he’s always brought things to my attention
like | worked with him on a really big proposaldet a client, and he helped me to get me on
different jobs.” (Female senior auditor)

“He is a partner as well as my counsellor who ddlave a relationship with outside of work

so it's not just work. (...) we've gone to the moviéke a bunch of us. (...) I've sought out
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from Robert, “what do | do? Am | doing anything thaneed to improve on?” I've always
asked my counsellors or mentors, “is there anytkisg | can improve upon?” (Senior female

auditor)

“As a trainee | developed a very good relationstiih the first person that | sat with, so my
first manager who took on a very much a mentoralg with me (...) totally voluntary, it was
never formalised (...) we then kept contacts thrauglall my other seats and that is where
I've now gone back and I'm working with him now Som that perspective you network
maybe but you get a sort of confidant that's memar, higher up (...) that's great and I'm
getting really good experience on this case becaiuggs sort of mentor figure, let’s call him
a mentor figure I’'m being given really good work.)(his contact with the partners is greater
and he is going forward by virtue of what he’s giyime, the fact that he trusts me and thinks

I'm good and they are therefore seeing that.” (&ef@male lawyer)

“Andy has become more key, he has been instrumentay profile in the department with
my joining the other practice group. For some oedse has taken me under his wing a bit
and | think he is slightly concerned about the that | am pigeon-holed on one case and he
has been taking it upon himself a bit to get m@kved in the other team.” (Female senior

consultant)

Different role models

Female managers showed considerable differendls iconstruction of their role
models. “A type” managers searched for one ideabfe role model that is able to cover all
aspects relevant for identity development, inclgdime management of family issues. As
male managers are not confronted with comparabi@idaiconcerning work-life balance
issues they were thus excluded as potential roldetsoThe rather holistic approach can be

illustrated by the following quotes:

“(...) So she has a great work ethic, she is a gnegtniser, she balances things very well.
She is very good to look up to and model. She ladsogreat relationships with her staff and
partners. She is a role model that | would say Ithatuld like to strive to and | still go to her

when | have things to talk about. It is easierdiate to the women from a life standpoint. It is
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very difficult, especially in client service andlgie¢ accounting, to have a life outside of work
as a woman. | mean very few — just like the onél#fa— they have children, they leave. It is
very difficult to do both. ....I have actually mefeanale partner who has children, who has
been a partner for at least 10 years and has lbetoado everything. So she now is my
formal counsellor, this partner with the childrehonalso is a great person.” (Female senior
audit manager)

“I tend to stick with women just because theseliigesenior managers, partners, these are
like the women | aspire to be like you know theyinarried, they have kids and that's
something that | want to have together | want teele career, | want to have a family too so
yes | make them you know once you work with therm #oey’'re good | like try to stay with
them so can learn more from them. Emily, she igohyy model because she is married, she
has a four year old kid, you know, and when we useslork she used to make time for him
and manage her time well, like she used to trylaade by five, five-thirty so she could go
home and be with her kid. And | like that, you knske would encourage more life-balance.”

(Female senior audit manager)

“B-type”- women on the contrary pursued a differapproach, namely looking for
inspiration in role models independent of theirdgm They actively constructed an image of
a role model using a variety of attributes fronfatiént men and women with a specific
purpose in mind. This construction involved comptegnitive processes because female
managers needed to translate the attitude and ioein@f their male colleagues, adapt to
them und figure out whether it worked for them {@abson 1999, 2004). An example would
be the following:

“I can think of probably about four [role modeld]partner level. | have been particularly
inspired by those that manage the work-life balatitese that have managed to keep their
priorities in perspective— | have really clungoge that have managed to stay human and
treat people with respect and still do an excelleimt So | guess they are very impressive,
both, yes, people management, client managementumber of hours they are doing. When

it matters they will do the work but they just setenstrike the balance better.” (Female senior
lawyer)
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“l am just as inspired by a man really, as a wonb@cause | think both can make the mistake
of sacrificing too much and both can make a sucses®, gender hasn’t been that

influential.“ (Female senior consultant)

“If | had to pick someone - each one has a diffeaspect they would be a role model for.
Like, Harry from a speaking in public standpointidaren from working part time and with

a family and then partner. And Andrew, being aywerung partner being promoted. So
there’s different aspects of all of these partneSo.there’s definitely - you see differences in
each of the partners. ..What | see - each onerhaspect. | don'’t think there’s one specific

role model* (Female senior consultant)

Different approachesto work-life balance issues

Similarly, we found different approaches to worfle-lbalance of women working in
professional service firms in our sample. On the band we found managers (A type) who
defined the priorities in their lives towards fayngsues. In line with the description of the
second type of women by Guillaume & Pochic (200@st female managers assumed that
pursuing work and life/family issues at the sameetivas hardly compatible in their type of

jobs. The following quotes illustrate this:

“I mean work is important but at the end of the tl#tyink, you know, your partner is

important too because thirty years from now thidng is going to be around and your job —
you need someone to grow old with.(...) | feel | ana atage where | would prefer my
personal life, | want to get married, | want to @&ids and you know, being a senior manager

isn’t as important right now as building more thet of my life.” (Female senior auditor)

“(...) there aren’t many female partners but | khiinat is more because females don’t want to
become partners, you know, | personally don’t wiariie. (...) Just because of the hours. |
mean basically you are giving your life to a joh.) (t's just you've got to be able to drop
things for work and | couldn’t do that, | mean mysband works long enough hours as it is
and we couldn’t both work long hours and have alfarf..) | mean women want to have

children and it's not really a job that suits tkatt of lifestyle.” (Female senior consultant)
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On the contrary, B type managers had a high wonknasibment, but were nevertheless
not willing to sacrifice their life for the careérhey were convinced that it was possible to
maintain a work-life balance by an efficient usewoirk time and by delegating and

prioritising the work load. This can be illustratieg the following quotes:

“Apparently, | have a very good work life balance)(Because | am the sort of person when
they try and give me too much, I’'m not afraid ty #ais is a joke (...) | do think the firm is
trying to make it like a work-life balance and trgi— | do feel they are looking after their
people a bit better — | didn’t think that whenrkfijoined, | used to think that — | can even
remember a specific comment that one of my friegaigold by an old partner, saying if you
have come here to have children you are in the gvjoln. Whereas that now is not the case at
all — I mean they do encourage — you know, donitrywabout it, have a career break, you can

work 3 or 4 days a week. So that's ok.” (Femalemeaudit manager)

“I think this year, one of the changes I've notigednyself is | don’t do as much overtime as
| used to, and | tend to say that if it's not dowsv then, you know, | prioritise and just move
to delegate to someone else, | do work long hduurtsa lot better than last year, absolutely,
my quality of life has improved.” (Female senionsaltant)

The table below summarizes the differences we fawad between the two types of
female managers on the four dimensions examinet\ddems to be of particular interest is
the fact that we do not only find considerableati#ince oreach dimension but the pattern
emergingacross these four dimensions as the positioning on eauokmkion does not seem to
exist independently but as part of a holistic tyygedescribe. Looking across all our interview

transcripts we could categorize each intervieweg@es A or type B manager.

TypeA TypeB

Networking approach | Need based, focused, privatePlanned, conscious, broad (across
professional divide internal and external boundaries),
private — professional overlap

Mentoring approach | = Passive: being assigned ff@ Active: Approach and choose

mentor, more formal mentor themselves, formal and
mentoring informal mentoring
= One mentor =  Multiple mentors
» Lack of trust/distance =>| = Multiplex relations, efficient
not perceived as useful use mentors
Role model Female-focussed, Not gender-dependant,
holistic approach Patchwork of different aspects
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drawn from different role models
Work-life balance Problematic compatibility of | No perceived incompatibility
per spective family-life and career Maintain work-life balance
Family priority through delegation, prioritisation

Summary: A and B type female managers

Discussion

Our study shows that female managers in male ddedriaSFs choose one of two
distinctively different coping strategies which qanise different approaches to networking,
mentoring, role models and work-life balance. Ochedimension we find considerable
differences in terms of how female managers cople their minority status and deal with the
specific barriers. This finding helps to shed lightsome of the apparent contradictions in
previous research. Our two configurations eachrdesa distinctively different way of
constructing role models which have been desciibéade literature before: While B
configuration types use cross-gender role modetgposed of single attributes from a variety
of role models as described by Singh et al. (2@06) Gibson & Cordova (1999), our type A
configuration accounts for the seemingly contramicfinding of Ibarra & Petrigliegi (2007)
that women choose female role models that areairtmlthem in terms of life-style choices
and values. This dichotomy can also be found irdtfferent types described by Emslie &
Hunt (2009) in terms of work-life balance positiogiwith A types resembling the “female
carer” and B types resembling the “independent wdma

The different positioning of A types and B types @dso be discussed in the light of
previous suggestions how female managers in mynpasitions should deal with this barrier.
It seems that B types through their actions andcelsccreate a greater perception of
similarity with the majority (Westphal & Milton, ZID) and are better prepared to “borrow
social capital’ by teaming up with men (Burt, 1988ass et al. 2004) than A types. What is
interesting is that this positioning seems to wiorksome of the female managers but not for
all who either by choice or by their nature taldistinctively different positioning. Future
research should look at the antecedents of thebdmnbigurations to tease out to what extent

belonging to one configuration is rooted in perdindifferences.

The second major contribution of this study isfihding that the four dimensions that
have previously been featured and examined asategdaarriers blocking female managers’

way to the top are not independent from each dibecoincide to form specific
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configurations which fit together into inherentlynsistent types. It is therefore not enough to
focus on one factor separately. The implicationghege findings are important for research
as well as HR practice. Future research should haeser look at the interplay of these four
dimensions, how they are correlated and influeach ®ther. From a practical point of view
it seems clear that effective support of female agans on their way to the top cannot just
focus on working on one dimension. HR professionals policy makers will have to
consider putting together specific “measure packagelored at the specific needs of these
two types of female senior managers. Changing temeent/dimension may not have a great
impact as such as networking or access to role Imathel mentors are part of an overall
bundle of attitude and activities.

Our study clearly suffers from some limitationseTdollection of our data is restricted
to 50 interviews which is appropriate for an exptore study yet does not allow any
quantification about how big each configurationgyp. While our study lacks objective
career outcome indicators such as salary levgssamnotion speed our results may suggest
propositions to be tested in the future. As satidted mentoring has been shown to predict
mentoring received as well as career ascendarneynms of income and hierarchical position
(Bickle et al. 2009) we may predict that B type agers will have a greater and faster career
progression than A type managers. Previous findags confirm that if women are
successful in establishing a close male mentotioakhip they benefit over-proportionally
from such a relationship compared to male collea@ggee Hilmer & Hilmer, 2007;
Ramaswami et al. 2010). Again, this should putfigesyat an advantage compared to A types.
Future research should investigate the interaamhpotential causality of the four factors

we investigated.
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